ACQUISITION REFORM

A REPORT ON THE 1995
ACQUISITION RESEARCH
SYMPOSIUM

“When People Stop Relying on Rules and Can Make
Good Business Decisions, Things Will Change”

n 28 June 1995, the Acquisition
Research Symposium, spon-
sored by Mrs. Colleen A. Preston,
Deputy Under Secretary of De-

fense for Acquisition Reform, opened
its doors to an overwhelming 380 at-
tendees representing a mix of indus-
try, academe, Department of Defense
(DoD), and other federal agency per-
sonnel interested in the tenets of ac-
quisition reform. The symposium, co-
hosted by the Defense Systems
Management College and the Na-
tional Contract Management Associa-
tion (NCMA), Washington D.C. Chap-
ter, offered a wide range of informed
speakers and acquisition research pre-
sentations that addressed the theme
“Acquisition Reform: A Mandate for
Change — Reengineering the Acquisi-
tion Process.” The Symposium fo-
cused on exploring the acquisition
challenges attendant in acquisition
streamlining, the downsizing of
defense, and the impacts of the
National Performance Review. The
Symposium’s success can be attrib-
uted to the outstanding volunteers,
the willing participants, and a general
sense of satisfaction in sharing infor-
mation.

Ms. Harman is a Professor of Acqui-
sition Research, Research, Consulting
and Information Division, DSMC.
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Beryl A. Harman

A highlight of the 1995 conference
was presentation of three David D.
Acker “Skill in Communication”
Awards. Mrs. Preston presented the
awards this year to Dr. Edmund H.
Conrow, an independent consultant;
Ms. Karen D. Sorber, Logistics Man-
agement Institute; and Dr. Ronald L.
Straight, Howard University, for their
quality and outstanding research on
relevant acquisition topics. Other ac-
tivities atthe conference are presented
below.

Opening Remarks —
Hon. Thomas M. Davis III
(R-Va.)

Beginning Day 1 of the Sympo-
sium, Representative Davis, a mem-
ber of the House Government Reform
and Oversight Committee, focused on
those ideas, projects, and policies hap-
pening in Washington today that will
affect and assist the acquisition com-
munity in streamlining the acquisi-
tion process. During his presentation,
he focused on two specific areas of
particular interest to the government
community:

¢ Budget Resolution of 1996. The
possibility exists of increased
health care costs for civil servants
(potentially 5 percent over the next 5
years), and a potential reduction in
retirement benefits (a computation
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change from the top 3 years to the top
5 years of federal service), which
could go into effect as early as 1997.

Proposed “Federal Acquisition
Reform Actof 1995,” H.R. 1670.
With regard to acquisition reform
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legislation, he discussed the main
points in the new bill; those deal-
ing with competition, commercial
acquisition, procurement integ-
rity, revolving door policies, and
protests. On receiving a small to-
ken of appreciation at the end of
his presentation, Representative
Davis was careful to note that he
was “thankful it was offered be-
fore the ‘gift ban’ went into ef-
fect.” Reform obviously has many
faces, acquisition being but one
of them.

Welcoming
Remarks

Mrs. Colleen Preston, Deputy Un-
der Secretary of Defense for Acquisi-

the need for education and training
on the implementation of the Fed-
eral Acquisition Computer Network
(FACNET). This is being facilitated,
she noted, through the Acquisition
Reform Communications Center
(ARCC) at the Defense Acquisition
University.

Secretary Preston expressed con-
cernregarding the lack of correlation
between the defense budget and the
current workload. “It takes just as
many people to administer $4 mil-
lion dollars as it does to administer
$50 million dollars. Therefore, a re-
duction of 65 percent in the procure-
ment dollars will not reduce the
workforce by the same percentage. A

The sponsor of the symposium, Colleen M. Preston, Deputy Under Secretary of Defense for
Acquisition Reform, confers with fellow conferees. From left: Mr. Richard A. Linder, Chairman
of the Electronics Systems Group of Westinghouse Corporation; Congressman Thomas M.
Davis 1II (R-Va.); Secretary Preston; and Brig. Gen. Claude M. Bolton, Jr., USAF, Comman-
dant, DSMC.

tion Reform (DUSD[AR]), in her wel-
coming remarks to the keynote
speaker and conferees, emphasized
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true partnership with industry, how-
ever, is one way the government can
gain in productivity.”
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Concerns of Industry and the
Need to Redefine the
Industry Partnership

Mr. Richard A. Linder, Chairman of
the Electronics Systems Group of
Westinghouse Corporation, delivered
the keynote address, discussing the
concerns of industry and the need to
redefine the industry partnership. He
stressed the fact that peace is not
permanent. The United States still
needs a strong defense, but it also
needs new tactics. Rapid changes, un-
certainty, and instability in the world
structure require America to rapidly
change the face of her defense forces
— a challenge with a smaller budget.
The technology explosion will play a
key role in this process. The revolu-
tionary use of off-the-shelf hardware
and software will provide vastly re-
duced system cost and will introduce
a significant cultural change.

He noted that while FASA is a good
first step, industry is still pushing for
innovation and change. One dramatic
change already in effect is the de-
emphasis on military specifications,
which allows industry to propose the
use of commercial equipment. Future
change could see the adoption of ISO
9000 as the quality standard, which if
implemented government-wide,
would significantly reduce the need
for government oversight. This would
facilitate an increase in competition
because business would be certified
under international standards. Yet
another change could be the imple-
mentation of a single federal indus-
trial security process.

He stressed that America must
avoid non-value added activities. Re-
duced regulations will make it easier
for both small business suppliers and
large business suppliers to compete in
the domestic and international mar-
ketplace. He further advised
downsizing the infrastructure and
mapping the process by increasing the
span of control to facilitate easier de-
cision making. In this manner, sys-
tems could be delivered sooner, at a
quarter of the current cost, with up-to-
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date technology, at time of delivery.
What the government needs to avoid
are “Requests for Proposals with over
60 pages of proposal instructions,
multiple contract line items, Cost/
Schedule Control Systems Criteria re-
porting and Fixed Price options that
span over 28 years.” Integrated Prod-
uct Teams (IPT) can facilitate this
process. Decisions, in an IPT arena,
open confrontational dialogue and test
issues on a real-time basis. In addi-
tion, IPTs establish a climate of cre-
ativity that needs to be fostered.

When questioned on his definition
of a government industry partnership
in procurement, Mr. Linder responded
that it is no different than any other in-
plant teamwork. What it does allow,
however, is better communication. We
must not only “obey the regulations,”
but must cooperate “as well as we do
with our commercial customers.” He
then went on to describe downsizing
as a competitive issue. Westinghouse
has already decreased its workforce
by 56 percent and intends to reduce
cost on major systems through
commercialization and dual-use
technology.

Ontheissue of usingIPTs, Mr. Linder
expressed the view that IPTs can be
introduced at any level. But there must
be significant emphasis on training.
Problems at Westinghouse have been
caused by selecting the wrong people
and the lack of adequate training.

Acquisition Reform
“Oversight and Review”
Initiatives

During a roundtable discussion,
Col. Richard Engel, USA, addressed
acquisition reform “oversight and re-
view” initiatives. In his opinion, of the
33 recommendations staffed in this
area, the most important is the move-
ment to IPTs for overview of acquisi-
tion programs. This activity involves
everyone up-front in the planning and
documentation process, particularly
Office of the Secretary of Defense
(OSD) staff, and leads to early insight
into program issues.
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This is a major change in the culture
of acquisition; i.e., do things right the
first time. It further allows for documen-
tation to be reduced to a minimum for
program decisions and allows the Pro-
gram Manager to decide what docu-
mentation, other than statutory, is re-
ally required. Another initiative
currently underconsiderationisthe con-
solidation of audit and inspection re-
quirements at DoD level. This would
significantly reduce the amount of pro-
gram audits conducted annually.

Acquisition Reform
Electronic Commerce/
Electronic Data Interchange
(EC/EDI) Initiatives

Following Col. Engel’s presentation,
Ms. Dolores “Dee” Smith, Director,
DoD Electronic Commerce Office, ad-
dressed acquisition reform EC/EDI ini-
tiatives. These initiatives were gener-
ated to create a “single face to industry”
and to provide a technical interface
solution for 1,400 sites, to cover 88
percent of all small purchases. Named
FACNET, the new infrastructure is ex-
pected to cover 99 percent of all small
purchases for all federal agencies.

Another projection is that FACNET
compliance will be instituted interna-
tionally. The idea is to become certi-
fied to use the whole system at one
point of entry — Columbus, Ohio.
While the current system only ad-
dresses acquisitions under $100K, an
over-$100K financial working group
was formed in January of last year to
begin a functional description for ac-
tions over $100K. The holdup is the
ANSI X12 protocol, which will not
currently sustain the added functions.
Questions concerning the system can
be directed to the 1-800-EDI-3414,
HOT LINE. Twenty-two thousand in-
quiries have already been received.
The ARCC, as well as a significant
number of outreach centers, carries
updated information on this activity.

Contract Administration
Reform Initiatives

The next speaker, Mr. Michael R.
Williams, Defense Contract Manage-
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ment Command (DCMC), spoke on
DCMC Contract Administration Re-
form Initiatives. In 1992, DCMC be-
gan implementation with the move
from compliance to product perfor-
mance. This has meant changing from
an adversarial relationship between
government and industry to a suc-
cessful cooperative relationship.

Other initiatives have focused on
early contract administration involve-
ment to design better contracts and to
provide more risk-oriented surveil-
lance. This includes simplifying For-
ward Pricing Rate Agreements so that
particular rate changes can be accom-
modated; utilizing Dun and Bradstreet
to perform pre-award surveys; mini-
mizing oversight to reduce non-value
added activities; contractor participa-
tion in reinvention laboratories (10
sites); and requesting regulatory waiv-
ers to reduce cost drivers. The major
thrust is to advance from oversight to
insight with risk assessment as the
enabling tool. As Mr. Williams stated,
“If new ways don’t work we will go
back to the old ways, but first you
have to try.”

Procurement Reform
Initiatives

Mr. Robert Rumberger, leader of
the Procurement Reform Process Ac-
tion Team, described the
groundrules and the process fol-
lowed by the team. The most impor-
tant groundrule was to include expe-
rienced personnel on the team since
there was insufficient time for exten-
sive data gathering.

The resultant team of experts gen-
erated 32 recommendations in the
procurement area. These recommen-
dations were incorporated into an in-
tegrated report that, in turn, generated
over 450 comments. Each comment
generated its own response and was
incorporated into the recommenda-
tions. The final report centered around
defining and disseminating procure-
ment best practices and streamlining,
and simplifying competitive and sole-
source procurements.
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Many of these recommendations
have now been incorporated in policy
memoranda or are included in one of
six Federal Acquisition Regulation/
Defense Federal Acquisition Regula-
tion (FAR/DFAR) cases currently in
process. Socio-economic issues were
not addressed by the team since this
activity was viewed as non-produc-
tive. The DoD is not playing a
proactive role in that area.

Department of Energy’s
(DOE) Management
Initiative

Following Mr. Williams, Mr. Jerry
L. Bellows, Director, Contract Reform
Project Office, spoke on DOE’s Man-
agement Initiative. The objective of
the initiative is to ensure that the busi-
ness of the department is conducted
in a way that ensures mission accom-
plishment. Instead of privatizing the
public sector, it envisions
‘sovernmentizing’ the private sector.
The DOE is trying things that may not
be successful. However, it is willing to
take the risk.

The key principles of the initiative
are: (1) competition is the ‘norm’; (2)
the contractor’s management and op-
erating arrangement will be of para-
mount importance; (3) all contract
extensions are conditioned on incor-
poration of all contract reform condi-
tions; (4) cost savings is an integral
part of each activity; (5) new contract-
ing approaches and structures are fa-
vored; (6) new partners and new ideas
are encouraged; (7) subcontractors are
encouraged to write the statement of
work; and (8) replace outmoded and
burdensome practices. The basic idea
is that contractors are no longer re-
quired to mirror federal contracting
practices. Mr. Bellows stressed that
DOE needs to seriously consider us-
ing commercial contracting practices
and to use incentive arrangements
other than award fee to gain contrac-
tor cooperation. This will allow DOE
to privatize on-site activities.

He further indicated that the basic
elements of contract reform are al-
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The basic idea is that
contractors are no
longer required to

mirror federal

contracting practices.

ready being successfully imple-
mented. Although the first measures
of success are somewhat crude, DOE
is in the third annual cycle and is
getting better. It still needs, however,
greater financial accountability, im-
proved financial management infor-
mation, increased use of FAR-based
cost principles, increased use of fixed-
price contracts for equitable risk shar-
ing, and more cost reduction.

The DOE is no longer looking at
process and ‘how to’s’, only at out-
comes and performance. It has issued
a guide that includes two model con-
tracts: a ‘non-profit’ model, and a ‘for-
profit’ model. Either one can be modi-
fied to fit the desired circumstances.
Also, DOE is looking to reduce cost
and proposal preparation time by us-
ing oral proposals as a mechanism.
Performance-based contractingis now
the norm in the Department. Mr. Bel-
lows concluded that DOE is moving
from the prescriptive to experimenta-
tion and is committed to reducing over-
sight. For instance, the Occupational
Health and Safety Administration is
now inspecting DOE sites instead of
DOE personnel.

Senior Acquisition
Executives Panel

Beginning Day 2 of the Sympo-
sium, Dr. Paul G. Kaminski, Under
Secretary of Defense for Acquisition
and Technology, introduced and mod-
erated a Senior Acquisition Execu-
tives Panel Discussion. The thrust of
the discussion centered around three
issues:
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¢ Whydowe need acquisition reform?

e What are the objectives of acquisi-
tion reform?

e What are we actually doing?

The following provoking questions
were asked in response to these top-
ics. Answers were essentially as stated.

Question 1: What is each Service
doing to streamline Acquisition
Category (ACAT) IC and below
programs?

Vice Adm. William C. Bowes,
USN, Principal Deputy Assistant
Secretary (RD&A): The Navy has
introduced program teams and is del-
egating all ACAT III programs to Pro-
gram Executive Officers (PEO)
throughout the approval process. The
milestone decision authority is del-
egating all tailoring of the documenta-
tion. In addition, all regulations gen-
erated by intermediate commands are
being eliminated. The Navy is dedi-
cated to decreasing cycle times.

Ms. Darleen A.Druyun, Principal
Deputy Assistant Secretary for Ac-
quisition and Management, Depart-
ment of the Air Force: Al ACATII, 111,
and IV programs within the Air Force
are being delegated to PEOs. In addi-
tion, the Air Force is implementing nine
“lighting bolt” reform initiatives. The Air
Force Systems Acquisition Review
Council documentation is basically go-
ingaway,anda single acquisition “man-
agement plan” will be used for many
documents being used today. Lastly,
IPTs have been formed within the staff
to get everyone working together to
avoid repetition of questions.

Dr. Kenneth J. Oscar, Deputy
Assistant for Procurement, Depart-
ment of the Army: The Army has a
Process Action Team that is looking at
streamlining the Defense Acquisition
Board oversight process. In addition,
only one briefing is required for the
Army Systems Acquisition Review
Council process, with JSTARS

Continued on page 44
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Continued from page 41

designated the pilot program. AIlACAT
programs below ACAT I have been
delegated, and waivers have been
granted to the field so that little has to
be forwarded to the Pentagon.

Dr. Kaminski also noted many
issues on ACAT ID programs are be-
ing resolved by IPTs. This eliminates
the need for a formal process.

Question 2: If the cost of oversight
on an acquisition adds 18 percent
to the target (Coopers and
Lybrand), what is the Defense Con-
tract Management Command
(DCMC) doing to reduce the cost of
oversight?

Rear Adm. Leonard Vincent,
Deputy Director for Acquisition,
Defense Logistics Agency, Com-
mander, Defense Contract Man-
agement Command: The DCMC is
trying to identify and reduce oversight
through implementation of the Pro-
cess Oriented Contract Administra-
tion Service (PROCAS). In addition,
DCMC has established reinvention
laboratories to support the thrust of
the Coopers and Lybrand Study. The
goal is to determine cost drivers, but
notinavacuum. Also, DCMC is build-
ing teams between Industry, the De-
fense Contract Audit Agency, and
DCMC to identify ways to eliminate
the oversight that we currently have in
the plants. In the future oversight will
be minimized on contractors consid-
ered ‘world class’ by DoD. In this way
DCMC will perform the appropriate
level of oversight. Already, DCMC has
reduced the workforce by 7,000 people
since 1990 — 3,500 out of contractor
plants.

Question 3: Why is JPATS not
commercial given the Army
experience?

Ms. Druyun: Beech aircraft was
recently selected as the bestvalue offeror
by the Air Force. The Request For Pro-
posal requested maximizing the use of
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commercial practices and allowed
offerors to meet requirements with any
number of commercial alternatives. A
significant number of proposals were
received including one total commer-
cial approach. The cost difference be-
tween a government approach and a
fully commercial approach waslessthan
5percent;i.e., lessthan $20 million. The
Beech proposal was significantly lower
in overall costand was the best value for
the Air Force.

Question 4: Why do you believe
that acquisition reform will work
this time?

Rear Adm. Vincent: Change is
always hard, but the workload has
changed and budgets are decreasing.
Further, there is a will in Congress and
the government today to change, and
that is evidenced by everyone here.
Once change is started, it is hard to
stop. Therefore, we are benchmarking
changes with industry help.

Vice Adm. Bowes: I have never
seen a time where commitment is so
consistent. The Navy is very fortu-
nate to have people in key positions
that are linked to Congress. In addi-
tion, there are more experienced
people in the acquisition workforce
and in key positions who understand
the process and can change the
mechanics.

Ms. Druyun: The Air Force is com-
mitted, and this is the first time there
has been consistent leadership com-
mitment. For the first time there is real
teamwork between the OSD staff and
AF staff in writing program documen-
tation. In addition, this Administra-
tion is serious about reform.

Dr. Oscar: First, we have no
choice. The reality is weapon systems
are aging, the Army has fewer people
and reduced budgets. Second, there is
an increase in educated personnel.
The acquisition corps has been a real
help in providing education in busi-
ness disciplines to professionalize the
workforce.
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Dr. Kaminski: First, the military,
industrial infrastructure is shrinking.
Second, there is true commitment from
the Executive down. Third, there is
buy-in from the field to change past
practices. Communication is the key.
Nothing is going to happen without
buy-in. Changing behavior is what
this is about.

Question 5: Classic Public Adminis-
tration talks about “muddling”
through. Do you see a bolder ap-
proach to administration and action?

Rear Adm. Vincent: We can do
our business differently. We have to
let our smart people make the changes.
There are many ways to do things, and
we must allow our people to make the
decisions. In this way ideas are heard
at all levels of the organization.

Ms. Druyun: We need to conduct
a revolution versus a renaissance in
the acquisition process. We do not
need to throw everything out, but we
have to incorporate the best practices
from industry and government.
We need to identify what is really
good and adapt it to the system in
development.

Dr. Oscar: The best use of power is
to empower the people and delegate.
With this delegation we will obtain
revolution. For instance, the U.S.
Army Training and Doctrine Com-
mand is reengineering the whole ac-
quisition process; the requirements
document will merely say how far,
how much, and how soon. Industry
will now be asked to comply. When
people stop relying on rules and can
make good business decisions, then
things will change.

Vice Adm. Bowes: While certain
parts of the process can be abandoned,
we need to make sure we do not make
change and buy the wrong thing.

Dr. Kaminski: Do not look for the
one-size-fits-all approach. We can
accommodate very radical ap-
proaches. This is a people issue. We
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have the necessity to involve people
in what we are buying, and this is
hard to do in a centralized process.
Funding instability is still a problem,
but we cannot remove all the struc-
ture. We are chipping away at the
issue to make the process more
stable and reduce the cycle time.

Look for Best Practices and
Trust the People

Serving as the guest speaker for
Day 2 of the Symposium, Mrs. Col-
leen A. Preston, DUSD(AR), consid-
ered the concept of acquisition reform
to have one common guiding prin-
ciple: “Reform will come from the bot-
tom up, and change will be a con-
stant.” Therefore, DoD needs to look
for best practices and to trust in the
expertise and professionalism of its
people. When people are empowered
they should be expected to make mis-
takes. The DoD needs to innovate and
take prudent risks.

She stressed that while partnering
between government and industry
assures that DoD meets its custom-
ers’ needs, it should not stop us from
asking if this is the appropriate tool
to use. In this regard education and
training are of paramount impor-
tance. The people need total leader-
ship commitment to the IPT process.
In addition, DoD needs a globally
competitive industrial base where
the procurement process is used to
further the socio-economic goals of
the nation.

Mrs. Preston stated that the re-
sults of the Process Action Teams
are already being implemented. This
will enable the business process
reengineering effort and change the
regulatory paradigm; not by how
people comply with rules and regu-
lations, but by how they make deci-
sions. To foster change, people need
to understand that the leadership is
behind them in taking risks.

Furthermore, DoD needsto change

the regulatory paradigm by setting a
minimum set of guiding principles in
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“Reform will come
from the bottom up,
and change will be a

constant.” Therefore,
DoD needs to look for
best practices and to

trust in the expertise

and professionalism of

its people.

the FAR with only a minimum set of
DoD mandatory rules. Then establish
ahandbook of best practices for people
to use as a reference tool. This would
include the names of individuals who
are experts in their field.

Mrs. Preston ended with a discus-
sion of two ongoing legislative initia-
tives that will improve the process:
consistencyin the protestarena, and a
move from the concept of a competi-
tion standard to a practical method of
competition. To make them happen,
both initiatives have been attached to
the Authorization Bill.

During the question-and-answer
session that followed, Mrs. Preston
addressed the implementation of
FACNET. The DoD is committed to a
full and open process through
FACNET. The first certified facilities
are on line as of July with an increased
threshold of $50 thousand. She also
suggested moving to task order
contracting for service contracts over
$1 million. The current process takes
too long— 18 months on average and
300days for complicated awards. This
is non-responsive and unacceptable.

On the issue of a centralized pro-

curement activity Mrs. Preston dis-
cussed the experience of other coun-
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tries and noted that the centralized
systems in Britain and France do not
show any benefit. The DoD needs to
focus on needed capability to combat
a particular threat rather than a cen-
tralized system. For example, if the
needed capability is to move people
from one point to another, nota C-17,
DoD can change its proposed solu-
tion as it moves through the process.
This would allow the program man-
ager to shift his or her focus due to
facts and circumstances instead of
being penalized for not providing the
minimum requirement.

On the issue of software commercial
practices, she noted there is a realiza-
tion that open systems architecture can-
not be dictated by a standard, Ada or
otherwise. As a result DoD must ad-
dress the problem of software portabil-
ity in other ways. If people in the field
are given the right tools they will make
the right decisions.

On the issue of government stan-
dardization, Secretary Preston stated
that if people are given discretion,
there cannot be standardization.
There must be a middle ground. The
majority of rules should be guidelines
for people to utilize — not standard
practice, but a compendium of guid-
ance for the contracting officer. Stan-
dardization for industry is not what
DoD needs.

Problems with the
Industrial Base

Mr. Stephen K. Conver, President,
Defense Systems, Lockheed-Martin
Corporation, served as the luncheon
guest speaker. His presentation fo-
cused on problems with the industrial
base. He began by emphasizing that
the nation owes nothing to the defense
industry with reference to future work.
The current situation is that DoD dol-
lars have declined since 1985 by 35
percent, and priorities have changed.
Yetnot all of the military requirements
have changed. If forces are smaller
and requirements the same, how then
does the United States maintain its
technological superiority? Current

November-December 1995



technology replacement is every 50
years, but technology changes every
10years. The United States is creating
ahollow force because itisill equipped
— not because it is untrained. The
United States still has the best weap-
ons, but it is using technology pro-
cured in the 1980s. Therefore, with
declining procurement budgets we are
losing ground.

He further emphasized that the in-
dustrial base ought to be built on two
principles. First, there needs to be a
better balance of defense dollars spent
on readiness, force structure, and
modernization. Second, while the na-
tion has no obligation to provide fu-
ture work or employment for the de-
fense industry, it does have an
obligation to provide soldiers and sail-
ors equipment that is sufficiently well
classed that they can expect to win
with minimum casualties. i.e., ‘world-
class’ equipment.

Mr. Conver then offered his pre-
scription for the industrial problem.
First, reallocate money into modern-
ization. The United States needs to get
technology out of the laboratories and
into the field. Second, buy smarter.
While acquisition reform is badly
needed, it is not a panacea for the
budgetdecline. Third, buy using meth-
ods other than traditional procure-
ment methods. Create a national in-
dustrial base by using commercial
practices. Fourth, rationalize the in-
dustry; i.e., shrink the industry to an
acceptable size. Competition for
competition’s sake is a luxury the DoD
can no longer afford. Fifth, rationalize
the government. The rate at which
industry has declined is not matched
in the government infrastructure so
that the number of government work-
ers exceeds the number of manufac-
turing workers within the defense
industry. Things like government de-
pots are a luxury. The United States
needs to privatize all non-combat-
ant activities of the government.
Sixth, industry needs to get into ad-
jacent markets; i.e., other than de-
fense markets. The reason the de-
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fense industries cannot get into com-
mercial markets is not with the prod-
ucts. They do not understand how
commercial markets work and do
not have access to commercial mar-
kets. The defense industry does not
know how this market operates.
Lockheed Martin is working with an-
other company that has the knowl-
edge to break into this market.

America is Not as
Enamored of Technology
As It Used to Be

Beginning Day 3 of the Sympo-
sium, Ms. Diedre E. Lee, Associate
Administrator, Office of Procurement,
National Aeronautics and Space Ad-
ministration (NASA), delivered her
opening remarks with the statement
that NASA is not quite as enamored
with technology as it used to be. The
cost versus the value is being ques-
tioned. The NASA budget has been
reduced by $5 billion, and NASA now
has a businessman at the helm who is
looking at business as well as techni-
cal excellence in the agency. There-
fore, NASA is going through extensive
changes.

In NASA there are two items that
are of paramount importance. First, it
is concentrating on cost realism and
cost control. In other words, “price
what is promised.” Most of the time
NASA awards to the highest technical
solution and the highest cost, and
poor costing has promoted large over-
runs. Therefore, NASA is now empha-
sizing past performance and expects
contractors to perform at the price
they offer. To further emphasize this
point, NASA deducts technical score
in source selection for poor cost real-
ism. This is a major cultural change.
Second, NASA is providing a cost in-
centive-type activity in the services
area. A cost-sharing provision is
included in the contract for the
contractor to provide innovation and
savings for cost efficiency and cost
effectiveness.

Ms. Lee further described what
NASA in doing in the area of Elec-
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tronic Commerce. It now has a Home
Page on the Internet where you can
see pictures from Hubbell, or click to
the acquisition page for all the synop-
ses on NASA procurements. Also,
NASA is no longer using the Com-
merce Business Daily for information.
If interested in the synopsis, the con-
tractor can now go to the solicitation
and browse. Encryption will allow
NASA to obtain proposals through
this same process in the future. This
aids small business by working the
same way as commercial industry.

During the question-and-answer
session following the presentation Ms.
Lee addressed the issue of past perfor-
mance from the NASA perspective in
more depth. Relyingheavily on award
fee data and scores as an indicator of
performance, NASA is not in favor of
maintaining a database. In addition,
phone calls are placed to relevant
people to get good data. Any negative
information is then brought up in dis-
cussions. On the issue of protests, Ms.
Lee felt that more open communica-
tion is needed. Recently, NASA de-
briefed contractors who were elimi-
nated at competitive range. The
contractors were appreciative.

Less Research and
More Action

Mr. Steven J. Kelman, Administra-
tor for Federal Procurement Policy,
Office of Management and Budget,
followed Ms. Lee’s presentation. Act-
ing as guest speaker, he offered his
perception of the status of acquisition
reform. Mr. Kelman proposed that
there should be “less research and
more action.” There is already some
genuine movement to change things,
and people are beginning to feel em-
powered. For instance, the Federal
Aviation Administration has just
awarded a $300 million proposal in
less than 6 months using oral propos-
als. This is a real sign of the willing-
ness to change and to find ways to
eliminate non-value added cost from
the procurement system. The biggest
contribution in his perception is one
of “personal responsibility.” Everyone
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on the front line has a responsibility to
make genuine contributions and to
make a difference.

He further stated that past perfor-
mance should become a routine part
of our acquisition process. Statutory
requirements and regulatory guidance
are now available in this area. There is
no reason we cannot discriminate in
favor of someone who does good per-
formance. Itis important that contrac-
tors satisfy their customers and pro-
vide good value. The Office of Federal
Procurement Policy recently pub-
lished a Best Practices Guide to Past
Performance to assist agencies. Ulti-
mately, DoD plans to authorize the
use of past performance down to $0,
and the Air Force is considering equat-
ing past performance to technical and
cost considerations.

Mr. Kelman felt that the next big
challenge is to truly streamline large
purchases. “The key is to work toward
a strategy that asks, what is being
delivered and what can we start not
asking for?” The current process is
dominated by rooms full of paper in-
corporating expensive proposals. Yet
the bulk of the management propos-
als and technical proposals are only
requested to maintain a comfort level
for acquisition personnel.

Oral proposals are one step in the
right direction. When made by key per-
sonnel on a potential contract, oral pro-
posals will make it easier to select new
vendors. By talking to the contractor
personnel the contracting office can as-
sure itself that the contractor can do the
job. Paper alone does not provide a
warm feeling that new people can per-
form. He also addressed the fact that a
statutory change has been requested to
authorize a two-phased selection pro-
cess for large buys. This will allow con-
sideration of only those contractors who
are really serious about providing the
product by restricting the acquisition to
those who have a serious chance at
getting the award.

Mr. Kelman then went on to dis-
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cuss the newly authorized technique
of Task Order Contracting. This will
require award to more than one con-
tractor for a given acquisition, under
certain circumstances, and will pro-
vide for follow-on, commercial-style
competition since one Task Order
Contract does not get the best value
fora customer. Under the new process
there is continued competition on in-
dividual task orders with oral propos-
als and no formal scoring. While indi-
vidual task orders are not subject to
audit, competition creates a valuable
tool for better value. “This is an addi-
tional tool in the Contracting Officer’s
tool box.”

Mr. Kelman concluded with a re-
quest that acquisition success stories
be faxed to him at (202) 395-3242 and
challenged everyone to think about
action not just research.

During the question-and-answer
session that followed, Mr. Kelman
emphasized that “if the FAR does not
say you cannot do it, then it is all right
to do it.” If the Legal Office says “no,”
ask them to show you why. While
there is no written guidance on oral
proposals, many parts of a technical
proposal can be acquired in this man-
ner. Itis up to the requirements people
to make that judgment.
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Acquisition
Streamlining Legislation
Implementation Panel

Ms. Mary Ann Gilleece, Partner,
Gadsby and Hanna, moderated the
panel and introduced the participants.
The Panel focused on the current ac-
tions being taken by Congress in the
area of Acquisition Reform.

Mr. Paul Brubaker, Deputy Direc-
tor of the Oversight Subcommittee (In-
formation Technology) of the Senate
Government Affairs Committee, pro-
vided a discussion on Senate procure-
ment reform activities. He specifically
addressed a working group that is con-
sidering acquisition reform and will
generate a super bill for consideration
in the Senate late in the fall. In his
opinion, while FASA did some inter-
esting things, it did not generate the
bold reforms that are really needed.
The working group will generate these
bold reforms.

In addition, Mr. Brubaker ad-
dressed the status of the Brooks Act.
Fifty agencies were surveyed for in-
put and provided the impetus for
Senate Bill 5946, the proposed In-
formation Technology Reform Act.
This Act effectively negates the
Brooks Act and establishes a Chief
Information Officer within the Office
of Management and Budget and in
23 other agencies. It also focuses on
information technology as a tool to
facilitate change. In his view, the
government practice of buying mega
systems that are too hard to manage
should be altered in favor of smaller
more manageable systems using
commercially available software.
Interagency working groups will be
facilitated, under the Bill, to accom-
plish up-front planning so that the
risks can be understood prior to
implementation. This will make it
easier to design an open system ar-
chitecture and to buy commodity
computers on a real-time basis. An-
other provision, modeled on the Ca-
nadian system, would allow vendors
and government professionals to
share in savings resulting from the
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process. This statutory change will
lay the foundation to achieve results.

He completed his discussion by
asking the question, “Why can’t ad-
ministrative costs be reduced?” The
government could potentially reduce
$875 million a year just by introduc-
ingefficiency in the processing of travel
orders. Another, $175 billion savings
could be generated by revising over-
sight practices. It is time to become
more efficient in government.

Mr. Bob Copley, Staff Assistant to
Representative Meyers (R-Kan.),
Chairman House Small Business
Committee, discussed some of the
small business issues stemming from
the proposed H.R. 1670 legislation on
acquisition reform. One significant is-
sue concerned insufficient opportu-
nity for small business groups to pro-
vide testimony on the Bill, which was
potentially viewed as a discourage-
ment to small business participation
in government procurement.

Of major concern was the potential
change in the competition standard
from “full and open” competition to
maximum practicable competition.
This change was recommended since
some agencies were generating com-
petition where competition was not
necessary. However, while competi-
tion for competition’s sake is not con-
sidered a good way to do business, full
and open competition has proved it-
selfafairway of doingbusiness. There-
fore, this particular change was in his
opinion, defeated, and “full and open”
competition will still be the standard
for government procurement.

Mr. Charles (Chuck) Wheeler, Vice
President, Federal Sources Inc., and
prior Chief Investigator for the Gov-
ernment Operations Committee dis-
cussed his participation on the Brooks
Committee where he spent his whole
career defending the Brooks Act. The
Brooks Act is now being considered
for repeal. Even the Procurement In-
tegrity Act, generated in response to Ill
Wind, is on the chopping block be-
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cause of procurement reform. In fact
FASA is viewed as only 5 percent of
necessary reform. Budget reductions
will be a major driver in implementing
further reform efforts.

During the question-and-answer
session that followed the issue of
Section 8(a) Programs was raised.
Will it be retained, and what actions
are being taken? The Panel re-
sponded that Congress is radically
different; it is much younger, much
newer, and wants change. It is an-
ticipated that there will be a major
reorganization within Small Busi-
ness Administration Programs, and
Section 8(a) Programs will be
changed. Recent testimony implies
that Section 8(a) Programs are not
working the way they should, and
that this type of program may not be
the right answer. There is a feeling
that other alternatives must be found
in which women-owned businesses
must be included.

48

Another question focused on the
relationship between the Congress
and the Department of Defense. How
can employees be empowered when
DoD does not trust Congress, and
Congress does not trust DoD? The
Panel responded thatif you can create
a structure with genuine competition,
you can create trust. Empowerment is
difficult because of the trust issue. In
addition, a cultural change needs to
take place in both Congress and DoD.
Congress has got to change its ap-
proach in terms of creating oversight
to punish people, and DoD has to
allow judgement in decision making.
Asone panelist stated, “an abundance
of rules creates the death of common
sense.” If empowerment is to be a
serious endeavor then constraints
have to be acknowledged. The gov-
emnment has to move from process
orientation toward results, and move
away from making rules for every little
mistake. Distrust and mistakes cause
enormous oversight.

Ms. Gilleece ended the proceed-
ings on the note that Congress serves
the electorate, and this is not just
procurement professionals. “Everyone
must serve the taxpayer.”

Editor’s Note:

Thirty-three research papers were
also presented by acquisition profes-
sionals in individual breakout ses-
sions. These presentations focused on
different elements of acquisition re-
form and are compiled in a Book of
Proceedings. This book is available
from NCMA Headquarters for $35.00
on request. (Call [703] 824-5686, ex-
tension 126, or fax [703] 759-0223.)

On behalf of Mrs. Colleen Preston,
DUSD(AR), DSMC congratulates the
Symposium co-Chairs, Mr. Calvin
Brown, DSMC, and Ms. Donna Ireton,
NCMA; Program co-Chairs, Mrs. Joan
L. Sable, DSMC, and Mr. William
Birkhofer, NCMA; and all other vol-
unteers who made the symposium a
resounding success.
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