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DESIGNATED ACQUISITION COMMANDER (DAC), C2 ENTERPRISE INTEGRATION

DIRECTIVE 003 – C2 NODE RESPONSIBILITIES

Introduction:  Effective Command, Control, Intelligence, Surveillance and Reconnaissance (C2ISR) depends on the ability to field integrated and interoperable systems that support operational requirements.  OSD and Joint guidance reinforce the need to address interoperability and integration concerns early in the acquisition process.  To ensure C2ISR integration and interoperability issues are effectively addressed, the Assistant Secretary of the Air Force for Acquisition (SAF/AQ) assigned Electronic Systems Center (ESC) the lead role and authority for integration of Air Force C2ISR systems.  Effective 1 January 2001, ESC/CC became the Designated Acquisition Commander (DAC) for C2 Enterprise Integration, with the responsibility to direct actions in concert with PEOs and other DACs across both PEO and DAC programs that will facilitate integration of the C2 Enterprise and assure interoperability with Joint and international systems by 2005.  On 16 April 2002, ESC/CC issued DAC Enterprise Directive 003 assigning C2 Node Managers the responsibility and authority for: (1) the development of integrated, balanced planning and programming information (to include cost, schedule, and performance); (2) the incremental delivery of integrated, tested, and certified capability to the operational user; and (3) the sustainment of fielded systems, sub-systems, components, and services. 
DAC C2 Enterprise Directive 003 (DED 3) defines a C2 Node and establishes overall policy for acquisition and support of the systems in the C2 Nodes (see Attachment 1, Initial ESC C2 Node List).  DED 3 also describes the primary responsibilities of a Node Manager (NM) and defines the relationship between NMs, Program Managers (PMs), and the Common Integrated Infrastructure (CII) Manager.
Objective:  Provide overall guidance to C2 Node Managers for:

· Development of integrated, balanced planning and programming information (to include cost, schedule, and performance) for: 

· Incremental delivery of integrated, tested, and certified capability to the operational user

· Sustainment of fielded systems, sub-systems, components, and services. 

Background:  Federal Government and Department of Defense rules/regulations, applied in conjunction with contractor management processes/procedures, serve as valuable tools to ensure C2 Node Managers have the contractual authority to fulfill their responsibilities as outlined in DAC Enterprise Directive 003 (DED 3).  These tools, however, are not always employed, enforced, or utilized by Government or contractor program management.   

· Employment (as used in this context) is the identification of appropriate Government rules/regulations and contractor policies/procedures by the Government to be incorporated within the acquisition strategy and/or resulting contract.  Employment of management tools must start when developing the acquisition strategy; continue through the RFP, Source Selection, and contract award phase; and be consistently maintained throughout the life of the program

· Utilization (as used in this context) is the application value gained through active employment of enforced rules/regulations and policies/procedures.  The full value of rules/regulations and policies/procedures is only realized when applicable metrics and performance indicators are used by management as part of the decision making process.

· Enforcement (as used in this context) is the implementation discipline imposed by the Government or contractor in actively ensuring acquisition and contractual rules/regulations and policies/procedures are adhered to.  How well the Government or contractor fully comply with the criteria and intent of management tools is critical for ensuring the validity of performance metrics that feed the C2 Node Manager decision making process and for ensuring the quality of products being produced.

Today, however, DED 3 has place new emphasis and importance on employment, utilization, and enforcement of management tools.  Development of integrated, balanced planning and programming (to include cost, schedule and performance) for a single program has not always been emphasized or adequately been accomplished. Development of the same for a C2 Node will be much more difficult and complex in that it requires not only product integration from a technical standpoint, but will also require horizontal integration of acquisition planning and program execution functions.  The accomplish DED 3 responsibilities for: incremental delivery of integrated, tested, and certified capability to the operational user; and sustainment of fielded systems, subsystems, components, and services will require a closer working relationship on the part of Government and contractor.  It will also require stricter adherence to Government rules/regulations and corporate policies/procedures, and much more vigilance in monitoring and measuring compliance.  The intent of this white paper is to provide insight into what will be required of the Government and contractor to achieve DED 3 responsibilities (see Attachment 2 – Draft RFP Language).  
General Guidance:

· Employment –

Clauses are the terms or conditions used in both contracts and in solicitations, and apply both before and after contract award (Federal Acquisition Regulation (FAR) Part 52.101). The proper use of clauses should be in accordance with the Federal Acquisition Regulation (FAR) Part 52, and Office of Federal Procurement Policy Act, 41 U.S.C. Section 421(d) by DoD for clauses or forms that have affect beyond the internal operating procedures of an agency or that have significant cost or administrative impact on contractors/offerors.  Consideration and identification of appropriate Government rules/regulations and contractor policies/procedures to be incorporated within the acquisition strategy and/or resulting contract should begin when developing the acquisition strategy and result in a contract that provides the C2 Node Manager the tools needed to accomplish DED 3 responsibilities.   

Acquisition Strategy - The acquisition strategy serves as the roadmap for a program and should be selected to minimize the time and cost of satisfying an identified, validated need, consistent with common sense and sound business practices. The acquisition strategy should evolve through an iterative process and become increasingly more definitive in describing the relationship of the essential elements of a program. Essential elements in this context include, but are not limited to, open systems, sources, risk management, cost as an independent variable, contract approach, management approach, environmental considerations, and source of support. The strategy should also address other major initiatives that are critical to program success, such as the use of relevant acquisition reform initiatives and practices, and should include critical events that govern the management of the program.  An events-driven acquisition strategy should explicitly link program decisions to demonstrated accomplishments in development, testing, initial production, and life-cycle support, demilitarization and disposal. The events set forth in contracts should support the appropriate exit criteria for the phase, or intermediate development events, established for the acquisition strategy.

The acquisition strategy should be tailored to meet specific needs of individual programs, including consideration of incremental (block) development and fielding strategies. The benefits and risks associated with reducing lead-time through concurrency should be specifically addressed in tailoring the acquisition strategy. In tailoring an acquisition strategy, the management requirements to be imposed on the contractor(s) should also be addressed.

The acquisition strategy is a top-level description sufficient for decision-makers that report to the Milestone Decision Authority (MDA) to assess whether it makes good business sense, effectively implements laws and policies, and reflects top management's priorities. Once approved by the MDA, the acquisition strategy provides a basis for more detailed planning.  The initial acquisition strategy should be developed at program initiation (usually Milestone B), and should be keep current by updating it whenever there is a change to the approved acquisition strategy or as the system approach and program elements are better defined.  Throughout the process the C2 Node Manager should remember that the Mission Needs Statement (MNS) and Operational Requirements Document (ORD) spell out what is to be acquired, and the acquisition strategy spells out how it is to be acquired. The acquisition strategy serves as:

· A checklist to ensure that all important issues and alternatives are considered; 

· A decision aid in prioritizing and integrating many functional requirements, evaluating and selecting alternatives, identifying decision points and providing a coordinated approach; 

· A basis for preparing program plans and activities;

· The documentation of the ground rules and assumptions on which the program was based; 

· The vehicle for building and achieving consensus; and 

· The formal record of all strategic changes made in response to evolving threat, technology, and other environmental factors.

In order to ensure that the strategy is current and remains viable, periodically review the following should be conducted on a regular basis and, as a minimum, when approaching acquisition milestones:

· Acquisition Reform and Innovation - The strategy must be reviewed for the application of new initiatives and authority which may not have been in place at time of program inception. 

· Reassess situational realities - The threat, economic environment, political realities (e.g., Congressional support), and relative priority over other programs.

· Cost/Schedule/Technical realities - Does the program still appear achievable? How effective have planned risk mitigation efforts been?

· Does the existing system perform as originally envisioned? Is it meeting intended capabilities? 

· Have ongoing Market Surveillance or use of Cost/Performance metrics suggested improved technical approaches and/or Total Ownership Cost (TOC) savings?

· Are contractual terms/conditions (particularly, incentives and special provisions), contract type, and degree of competition still appropriate and effective?

· How is logistics support being provided? How effective is it? Is there reason and opportunity to change the degree of commercial support or partnering provided?

Depending on the degree of change and opportunity for improvement shown after conducting the above review, the existing strategy may or may not prove to be valid. If it is current, or requires minimal modification, the review and analysis is beneficial and allows the C2 Node Manager visibility into how successful the acquisition strategy has been.



Request For Proposals (RFPs) - When reviewing an RFP, great care must be taken to consider its content as a complete, interrelated whole, and not be content simply with an analysis of its concomitant parts. RFPs must be internally consistent, notwithstanding the fact that they cover many separate disciplines/functional areas and are normally developed using the varied talents of many different parties. Integrated Product Teams have been employed to ensure proper integration of the various parts of the RFP. The objective of these teams, composed of individuals with functional skills covering all areas of the RFP, is to develop a logically consistent finished product. While this approach has been successful, there are still several areas that require special attention to ensure internal consistency.  Ensure all applicable FAR, DFAR, and Air Force FAR Supplements are contained in the RFP (e.g. Rights in Data, Government Furnished Property, etc.) 

· Provide a clear, concise statement of the critical objectives of the program, particularly in the SOW and Specification. The starting point is a clear, unambiguous definition of the RFP's primary purpose. A lack of precision at this point invites multiple interpretations and conflicting statements within the RFP.

· Be consistent in using terminology, phrases, and verbiage/style of writing. Normally, basic concepts and issues are reiterated throughout the RFP. Look for expression of these basic concepts in the same (preferably identical) manner. For example, if Section L refers to a "Volume 4, Past Performance Information," Section M evaluation factors should similarly refer to "Past Performance" rather than give this a different title (e.g., risk assessment or corporate expertise).

· Streamline the RFP. The more that is written (unnecessary verbiage), the greater the risk of inconsistency. Concise statements are easier to track and align from section to section. 

· Once you have completed drafting the RFP, you will need to perform several reviews of the document. First, read it solely for correlation across all sections. Next, review the RFP for the critical objectives and how they are expressed. Then proceed to a comparison of the SOW and Specification. Finally, ensure that all sections support the intent of the SOW and specification. Areas requiring special attention in this process are discussed below. 

· Clearly identify which CLINs apply to subsequent clauses (particularly Sections H and I), if Section B includes multiple pricing mechanisms (e.g., FFP, CPAF, T&M, etc.) and CLINs are not all priced in the same manner. 

· Check cross-references (e.g., pages, clause numbers/titles, attachments, or CDRLs).

· Ensure that Section L, proposal Evaluation Requirements, and Section M, Evaluation Factors, are consistent. Each should deal with exactly the same topics. Request proposal evaluation information in Section L that is intended for evaluation under Section M. Ensure that topics in Sections L and M are directly related to the objectives of the SOW and specification.

· Ensure that the SOW, Specifications, and Sections L and M are consistent.  In a complex and/or Lengthy RFP, It may be necessary to draw  “fishbone” diagrams interconnecting SOW and specification requirements with respective Section L and M provisions. 

· Ensure RFP Section L and Section M adequately address DAC Directive 003 Requirements. 
· Utilization –

The full value of rules/regulations and policies/procedures is only realized when rules/regulations are complied with, policies/procedures are used, and applicable metrics and performance indicators resulting from proper application of these tools are used by management as part of the decision making process.

Statement Of Work  - There are several key precepts to follow in preparing a Statement of Work (SOW). The SOW should be clear and brief. It should be written in plain English, free of ambiguity, and internal inconsistency. It should be performance based, meaning we should tell the contractor what to do, but not how to do it. Statements of Objectives (SOO) may be utilized to convey the required outcome of contract performance, with the contractor subsequently preparing the SOW from the SOO.  A Government accepted SOW accepted to be incorporated in and used by the contractor should have the following characteristics:

(     All work where compliance or performance is binding upon the contractor must be expressed in mandatory language and must be distinguishable from background or general information, which should be kept in the "Background" element of the SOW. So, if the contractor must do something, write, "The contractor shall." (For example: The contractor shall conduct a cost analysis...) 

(     Use "will" to express a declaration or purpose on behalf of the Government. (For example: "The Government will provide the contractor with..."). Remember, the contractor shall; the Government will.

(     "May", "should", and "might" are not mandatory words. It is best to avoid them. (Use of "permissive" or "choice" words is appropriate if you intend to give the contractor flexibility). 

(     Define and be consistent with terminology. Make sure that you use words and phrases (especially technical ones) in the same way throughout the SOW. 

(     Pronouns can be ambiguous. It is better to repeat a noun and avoid any misinterpretation.

(     Avoid "any", "either", and "and/or." These words imply that the contractor has a choice. Use of "permissive" or "choice" words is appropriate if you intend to give the contractor flexibility.

(     Avoid words and phrases which are subject to multiple meaning and broad interpretations. 

(     Use active voice, not passive. Passive voice promotes ambiguity and leads to needlessly complex sentences. 

(     Try to use short, descriptive sentences to ensure clarity.  Whenever possible, use simple words and terms in order to avoid ambiguity.

(     Avoid using bureaucratic, scientific or complex terms except as necessary. When you must use these terms, define them within the SOW. 

(     Avoid words such as "support" or "assist", which might imply joint efforts between the Government and its contractor unless the contract's assistance or support roles are subsequently described in a manner which makes it clear that the contractor will perform independently. 

(     Clearly delineate contractor performance requirements. 

(     Avoid open-ended SOWs containing on-going tasks without defining completion.

(     Avoid abbreviations unless they are of common usage or are defined at first usage.

(     Specify or emphasize performance requirements, "what is needed", versus design approach, "how to".
· Enforcement –

Employment of management tools alone will not assure that the full intent of rules/regulations or policies/procedures will be met.  Success in employing rules/regulations and policies/procedures is dependent on the degree to which utilization of the tools is enforced.  Enforcement is invoking processes by which contractual parties not only assure that each participant performs contractual obligations, but also seek to ensure that quality goods and services are produced within cost and schedule obligations.  Enforcement is accomplished through management discipline in adhering to contractual rules/regulations and corporate policies/procedures.

Performance Measurement – Performance measurement is an element of the earned value management process.  Earned value is the value of the accomplished work against the planned budget.  The earned value management process relies on the implementation of the Earned Value Management Systems (EVMS) Criteria, and the integration of cost, schedule and technical performance.  EVMS Criteria, derived from industry association sponsored "guidelines", have replaced the Cost/Schedule Control System Criteria (C/SCSC). Contractors with management systems that have been accepted as compliant with C/SCSC have been encouraged to submit

proposals through the block change procedures to change all existing contracts with C/SCSC requirements within their facilities to a single EVMS business process.  Enforcing contractors to comply with performance measurement requirements can be accomplished by the following actions: 

· Include RFP clauses that require the maximum use of cost/schedule data and reduces the burden on contractors. 

· Minimize requirements for contractor internal management reporting.

· Require all cost/ schedule data to be reported using Electronic Data Interchange standards (EDI) X12 839 transaction.

· State that performance measurement data is a required factor in any Award Fee provision and in conducting Contractor Performance Assessments.

· Include EVMS as an agenda item for program reviews

Risk Management - Risk is defined as the uncertainty of attaining a standard or threshold and is a function of the probability and the consequence of failure.  Risk Management is the process of identifying areas of risk and taking corrective action to reduce the risk to an acceptable level.  It includes those activities required to assure efficient management of the acquisition process overall and for individual programs.  Risk management epitomizes effective program management, and covers many disciplines including systems test and evaluation and quality assurance.  Risk management is the responsibility of both the Government and the contractor, and is enforced by:

· Including Risk Management within the SOO and SOW

· State that Risk Management is a required factor in any Award Fee provision and in conducting Contractor Performance Assessments

· Including Risk Management as an agenda item for program reviews

CDRLs - The Contract Data Requirements List (CDRL) defines the data that is to be delivered to the Government by the contractor. This data may be in hard copy, electronic, electronic mail-able, or any other form specified. The specific form of delivery should be specified in the SOW and in each individual CDRL item.

To comply with DoD direction, CDRL items for Contractor Cost Data Reporting, Schedule Data, and Cost Performance Reports should specify that the data be submitted to the Government via EDI in accordance with the appropriate American National Standards Institute (ANSI) Accredited Standards Committee (ASC) X12 Transaction Set format. All other data shall be requested in digital format, with maximum use made of Electronic Commerce (EC), preferably via on-line access to contractor management information systems.   CDRL management is the responsibility of both the Government and the contractor, and is enforced by:

· Including CDRL Management as an agenda item for program reviews

· Ensuring CDRL Items are identified, tracked and status reported on the Integrated Master Schedule and Integrated Master Plan

Configuration Management - Configuration Management (CM) is an umbrella activity developed to (1) identify change, (2) manage that change, (3) ensure that the change is being properly implemented, (4) report the change to others who may have an interest, and (5) record the change for historical reference.  Configuration management is the responsibility of both the Government and the contractor, and is enforced by:

· Establishing an acquisition strategy that promotes sufficient program stability to encourage industry to invest, plan, and bear risks. 

· Clearly delineate in the Specification Requirements the interchangeability and interoperability criteria.  

· Require that CM status be presented during integrated functional reviews between the Government and the contractor. 

· Require the contractor to provide configuration documentation in either hard copy data transfer, transfer of processable data files, interactive access to data through Contractor Integrated Technical Information Services (CITIS), or a combination of the above. The Contractor should propose to the Government, as applicable, and in accordance with the changes clause of the contract, any requirements that may be imposed on the Government that will require associated Contractor effort to maintain the security and integrity of shared data.

·  Include requirements in Section C that enable and encourage offerors to provide all the requirements for support of a Contractor Configuration Management (CM) Program. Planning should be consistent with the objectives of a continuous improvement program that includes an analysis of identified problem areas and the correction of the procedures necessary to prevent reoccurrence. 

· Require the offeror, in Section L, to address how they would maintain configuration management of a system from cradle to grave. 

· Require the contractor to provide on-line access to, or delivery of, programmatic and technical data in digital form, unless analysis shows that there is an associated increase in life cycle time or costs.  The Program Manager (PM) should include language for establishing a data management system and appropriate Integrated Digital Environment (IDE) that meets the data requirements of the program throughout its total life cycle. 

· Require the offeror, in Section L, to provide follow-on support throughout the life cycle of the system or equipment. This will require you, during RFP development, to distinguish between essential performance-based requirements in SOW, SOO and/or specification and the areas that the offeror should provide in their proposal. 

· Make sure requirements in the areas of Supply Support, Interim Supply Support, and Maintenance Concept and the requested Data Deliverables in the CDRLs are consistent.

·  In the event of Contractor Logistic Support (CLS) or long-term contracts that extend throughout the life cycle to the disposal of the system or equipment, include a requirement to demilitarize and dispose of systems and /or equipment at the end of is useful life. You should ensure that material, determined to require demilitarization, is controlled by the contractor, and that the contractor ensures disposal is carried out in such a way that minimizes DoD's liability due to environmental, safety, security, or health issues.  

Summary:

Acquisition Reform (AR) provides program offices and industry the freedom to be creative and innovative in their procurement approaches resulting in cost, schedule and performance improvements.  C2 Node Managers require tools that will allow them to employ, utilize and enforce continuous process for evaluating the actual impact of implementing acquisition and program plans.  A well executed program that employs and utilizes all available tools will expose areas that need improvement, reveal different techniques and methods that may be used to accomplish a particular initiative, and evaluate the overall benefits of that initiative. Following should be considered when developing acquisition strategies and contracting plans to assist the C2 Node Manager in fulfilling DED 3 requirements:

· The Integrated Master Schedule CDRL should provide the C2 Node Manager with necessary information to monitor progress, identify significant problems, and implement corrective action as applicable. The IMS should integrate the work requirement specified in this SOW and correlate with the CWBS.

· The Contractor should generate Cost Performance Reports (monthly) for the basic contract and each exercised option. Each CPR should provide visibility at the control account level and correlate to the CWBS. 

· The contractor should assign resources to the IMS at the work/planning package level. The work/planning package level is that level at which earned value is determined, schedule is assessed or the critical path is determined. 

· Earned value should be a flow down requirement to all subcontractors and team members. 

· Review of the cost and schedule performance as reported by the IMS should be accomplished via the In Process Reviews (IPR). 

· The Contractor should provide access to all records, data and plans for Government review. The Contractor should provide the Government with electronic access to the Contractor's internal IMS.

· The Contractor should develop and maintain information for updating and forecasting contract funds requirements for planning and reporting. 

· The Contractor should maintain the CWBS and CWBS dictionary developed under the basic contract for all work to be performed under this option. 

· The Contractor should provide the following contract management reports: Cost Performance Report, Contract Funds Status Report.

· The Contractor should flow down as required performance management and reporting requirements to subcontractors. 

· The Contractor should obtain the CWBS data as specified in the cost management reports CDRLs for those subcontractor efforts and incorporate the data into the prime Contractor's Cost Performance Report (CPR). 

· The Contractor should provide a copy of the subcontractor's cost performance reports. 

· The Contractor should be prepared during all Program Reviews to address the contract performance at the total level and at lower level CWBS elements and performing organization levels. 

· Contractor performance discussions should include but not be limited to: cost, schedule, and technical performance, risk elements and assumptions, work around plans, impacts on other contract activities, anticipated problems, and, estimates to complete remaining work. 

· The Contractor should prepare agenda and minutes for each meeting. 

· The Contractor should ensure the required production delivery schedule and rate can be met, considering the overall demand for facilities and personnel from other programs.  

· The Contractor should determine the types of manufacturing processes and methods required and the associated tooling and test equipment requirements. Where required processes or equipment do not exist, the Contractor should determine whether they will be developed, outsourced, or provided as GFE/GFI and shall identify appropriate schedules for design/purchase and installation.

· The Contractor should identify manufacturing risks and strategies for their mitigation.

· The Contractor should determine and schedule work order and purchase order releases, part and materials procurement, part/component fabrication, evaluation, assembly, test, and delivery based on lead time required delivery dates, inventory records, bills of material, and available facilities and labor.

· The Contractor should employ corporate processes and procedures for program management, product quality, and cost and schedule control. Through the execution of its scheduling and control processes, the Contractor should monitor variances between actual and planned schedules and costs, and should use that feedback to identify and implement necessary problem and risk mitigation actions and incorporate productivity improvements. To the maximum practical extent, the Contractor should monitor: labor and material costs and work output; stock, in-process, and finished goods inventory levels; purchase order and work order status; production cycle times; and end item delivery status. The Contractor should notify the Government program manager of anticipated contract delivery schedule delinquencies, production difficulties, quality problems, or delays that may adversely affect the program. 
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