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I.  SCOPE AND OBJECTIVES OF A PROCUREMENT MANAGEMENT ASSESSMENT (PMA)

A. Authority to Conduct Procurement Management Assessments

The Assistant Secretary of the Air Force (Acquisition), SAF/AQ, who is also the Service Acquisition Executive/Senior Procurement Executive, is responsible for functional management and direction of contracting activities for the Air Force and accountable under Internal Control Review procedures.  SAF/AQC is delegated the responsibility for functional management and direction of contracting activities for the Air Force.

B. The Importance of the PMA in Support of the Contracting Assessment Program (CAP)

SAF/AQC monitors and reviews several facets of Air Force Contracting in order to continuously determine its overall health.  The CAP serves as the integrated assessment of contracting health and readiness for each MAJCOM/DRU (MAJCOM).  For MAJCOMs with Centers, we will conduct PMAs primarily at the Center level, while coordinating with the MAJCOM/PK/LGC.  The PMA will occasionally review the MAJCOM/PK/LGC.   In this Guide MAJCOM also means MAJCOM Center, when appropriate.  Five key areas are included in the CAP – those are 1) overall MAJCOM leadership, 2) customer support, 3) sound business judgment, 4) statutory/regulatory compliance and 5)  SAF/AQC policy implementation/special interest items.  The PMA process, while a critical part of the overall CAP, is only one of several inputs to be considered.  Other inputs to the CAP include MAJCOM/DRU Inspector General Unit Compliance Inspections (UCIs) and Operational Readiness Inspections (ORIs), MAJCOM/DRU Staff Assistance Visits (SAVs), and inputs to the Management Control Program conducted under the authority of the Federal Managers Financial Integrity Act (FMFIA).  

PMA’s will focus primarily on leadership, customer support, and sound business judgment and policy implementation/special interest areas.  Statutory/regulatory compliance is assessed through such tools as MAJCOM IG inspections, audits, annual statements of assurance, DOD/GAO audit reports, and any other-directed reviews.

C. Purpose of the Assessment Guide

This guide serves as a reference document organized by major assessment areas to assist PMA team members in satisfying program objectives.  The guide defines the scope of each PMA and provides specific focus items for each assessment area.  These focus items are not meant to be all-inclusive, but rather to provide a consistent baseline upon which to arrive at a final assessment.     

D. Objectives of the PMA

In a broad sense, PMA’s are assessments of the contracting process and the ability of the Air Force contracting staffs to satisfy its varied customers.  The PMA focus is on overall MAJCOM leadership and management of command-wide contract operations.  The PMA’s are not compliance assessments.  They are structured to provide an assessment of the effectiveness of a MAJCOM’s contracting processes and methodologies.

There are three primary objectives to the PMA process. The first is to review MAJCOM contracting operations in order to:

1. evaluate the degree of leadership across the MAJCOM contracting process;

2. assess the overall level of customer support and satisfaction;

3. assess the degree of sound business judgment being exercised;

4. determine if major SAF/AQC policy emphasis areas are managed and executed properly; and,

5. ensure MAJCOM contracting standards, policies, and procedures conform to Federal, DoD, and Air Force expectations through a broad compliance review.

The second primary objective is for the PMA team to collect and/or receive field-level feedback on the effectiveness and efficiency of current contracting policy and other initiatives.  PMA team members may provide management consultation and assistance to MAJCOMs in resolving major contracting process issues.  PMA team members will solicit comments and recommendations for improvements and other changes needed to the Air Force Contracting System.  The PMA team manager will include this information in the final report.  SAF/AQC will assign appropriate action items to the SAF/AQC staff.

The third objective is for the PMA team to collect and share MAJCOM best practices and other identified innovations within the Air Force.

E. Types of Assessments

1. General assessments.  General assessments are those that are conducted at the MAJCOM level on a continual and rotating basis.  They generally will encompass all four areas and serve as a key input to the annual CAP report.  Normally, two MAJCOMs will be assessed each year that will result in an approximate four-year review cycle per MAJCOM.  The MAJCOM’s Center review cycle may take longer than four years.

2. Directed assessments.  Assessments of selected topics or special interest areas may be a part of general assessments or they may be conducted separately in response to a particular inquiry or directive.  These directed assessments often involve selected programs/contracts, policy implementation, or specific contract management issues.

F. Functional Responsibilities for PMAs

Deputy Assistant Secretary (DAS) (Contracting).  SAF/AQC establishes a schedule of general PMAs to be conducted at Air Force MAJCOMs each fiscal year.  The DAS approves the general scope of each assessment as well as the membership of each assessment team.  The DAS will also direct any directed assessments, again determining the overall scope and team composition.  Final reports are reviewed, approved and transmitted to the appropriate MAJCOM by the DAS Contracting.

PMA Team Leader.  Appointed by the DAS Contracting, the team leader is responsible for all aspects of the assessment.  The team leader will appoint a PMA team manager and assign members to the team.  The team leader will lead the on-site assessment and ensure it is successfully concluded.  The team leader will manage the overall conduct of the assessment, address key issues during the PMA, give the final out-brief, and is responsible for publishing the final report.


PMA Manager. The manager for PMAs is normally a SAF/AQC Staff Officer or in some cases, an AQC management official.  Each PMA manager is responsible for overall PMA pre-coordination efforts, establishing general review areas and parameters, obtaining and disseminating the necessary read-ahead materials.  The team manager must also make arrangements for entrance and exit conferences with MAJCOM staffs, manage the overall conduct of the assessment, serve as the focal point for identifying/gathering issues arising during the PMA, and coordinate the writing of the final report.


Review Team Members.  The number and areas of expertise of the review team are normally a function of the size of the MAJCOM office to be reviewed and the particular areas of emphasis identified.  Team members for general reviews will principally be from SAF/AQC and in some instances, a representative from an outside contracting organization (e.g. volunteers from another MAJCOM).  Each team member is responsible for participating in all pre-assessment and on-site assessment activities and completing the assigned portion of the PMA report, including support to the PMA manager during the exit conference.


Upon conclusion of the assessment, members are responsible for preparing a report of their findings and recommendations.  Members must also review any MAJCOM responses/comments on the draft report and make any necessary recommendations for the final report.

II.  CONDUCT OF THE PMA AND ASSESSMENT METHODOLOGY

Forty-five days prior to the PMA, SAF/AQC will issue a memo to the MAJCOM announcing the PMA and the requirements of the PMA team.  This memo will state the team’s composition, data required in advance of the PMA, logistical requirements, etc.  Generally, the team will conduct the PMA in a one-week timeframe.  The key to its success is preplanning.  The team will provide the MAJCOM with a list of information needed, and obtain this information prior to the PMA.  All team members will review material prior to the PMA.  The first action of the on-site review is an entrance conference with key members of the organization.  During this conference, the members of the team are introduced, their specific areas of review are identified, and the overall objectives are outlined.  The MAJCOM will provide an overall briefing of its mission, “what they do”, “whom they support”, etc., not to exceed one hour. 

On-site PMA assessments will address four of the five key focus areas included in the overall annual Contracting Assessment Program report – leadership, customer support, sound business judgment, and SAF/AQC policy emphasis areas.  The team will validate data, facts, information, and initial conclusions with reviewed functions.   The team leader will informally review assessment results on a daily basis with the MAJCOM leadership.  Within each of the focus areas, assessment teams will present results in the following format: general observations, strengths, areas for improvement, weaknesses, and additional comments.
A. General Observations 

Under general observations, the team should include a brief description of the specific methodology employed in order to assess this area.  The team should address observations or issues that are not strengths, areas for improvement or weaknesses in this section.  Finally, team members should include their overall impression of this focus area.

B. Strengths 

In this focus area, identify programs, policies or systemic practices that clearly  offer tangible benefit in support of the MAJCOM mission or that have had or potentially will have significant positive impact on MAJCOM operations.  Identify initiatives that are having positive impact on accomplishing contracting initiatives or process reforms.  Also, highlight initiatives for possible usage by other organizations.

C. Areas for Improvement

Identify an observation in the review sample that requires management attention to prevent long-term or systemic impact throughout the MAJCOM.  Areas for improvement include programs or procedures that show evidence of potential negative impact that without corrective actions could lead to systemic MAJCOM or Air Force-wide impact.

D. Weaknesses

Document a weakness as a finding in the review sample that indicates a systemic problem throughout the MAJCOM or affected office; or an isolated instance that has definite statutory or regulatory impact.  Normally, discuss weaknesses with MAJCOM leadership immediately upon identification to aid in obtaining the proper background information and to determine potential causes.  Where appropriate, provide specific recommendations of corrective action.  

III. EXIT CONFERENCE

The exit conference is the closing meeting between the PMA team members and MAJCOM personnel.  The team will present PMA results addressing the four focus areas during this meeting.  The MAJCOM will determine who will attend from their organization.

IV.  POST-ASSESSMENT ACTIVITIES

At the conclusion of the on-site assessment activities, team members will write a draft report of assessment. This draft must be consistent with the results presented during the exit conference and substantiated with factual and/or statistical data obtained during the assessment.  The team will coordinate the final draft report among team members before release to the MAJCOM.  The PMA team will submit the draft report to the MAJCOM within two weeks after completion of the PMA.  The MAJCOM will have two weeks to provide any comments, and SAF/AQC will issue the final report not later than two weeks after receipt of MAJCOM comments.

Upon resolution of all comments, the PMA team manager will finalize the report and forward to the DAS Contracting for final approval and transmittal to the MAJCOM/LGC.  We will also provide copies of the final report to the MAJCOM/LG, and in the case of MAJCOMs with Centers, to the Center Commander and the Director of Contracting.  We will send copies of Directed Assessments to the appropriate requesting office.

MAJCOMs are required to prepare corrective action plans within thirty days after receipt of SAF/AQC’s final report that addresses all weaknesses and areas for improvement.  These plans will include procedures to ensure that both the immediate problem and the systemic causes are resolved.  The plans should emphasize training and education as part of the resolution.  SAF/AQC will decide on a case-by-case basis when the MAJCOM will submit periodic progress reports. The PMA team manager will track the corrective action plans until all weaknesses are considered resolved and areas for improvement considered closed by SAF/AQC.  

SAF/AQCP will include PMA reports in the annual Air Force–wide Contracting Assessment Program.

V. FOCUS AREA DESCRIPTIONS

The PMA team will use the following four focus areas in each PMA.  The team will review and evaluate each focus area based on the assessment methodology outlined in Section II.  The applicable guiding principles identified in the AFFARS are included as a preface to each of the focus areas.   

A. MAJCOM Leadership and Management

Applicable AFFARS Guiding Principles:

Every member of the Air Force acquisition community will be trained, knowledgeable, and skilled in the use of acquisition methods and tools that deliver the best value weapons, equipment, supplies and services to its customers in terms of quality, timeliness and price.

Contracting officers must possess:  an understanding of the product or service being purchased; an extensive knowledge of the marketplace and market conditions; research and analytical skills; and the ability to exercise effective leadership, sound business judgment, and risk management techniques.

MAJCOM and DRU commanders, PEOS and DACs, and acquisition managers and supervisors shall establish procedures to encourage and reward acquisition teams and/or individuals who effectively implement these principles.

This focus area addresses overall direction and leadership of the Director and senior management team in support of the MAJCOM mission.  Elements considered in assessing this focus area could include the following:

1. Development and implementation of a command-wide mission statement;

2. Development and execution of a business/strategic plan;

3. Effective lines of communication across the MAJCOM;

4.    MAJCOM contracting standards, policies, and procedures in conformance with Federal, DoD, and Air Force expectations;

5.  Effective MAJCOM-wide management of the Acquisition
Professional Development Program (APDP), training, and overall          professional development;

6.  Implementation of the appropriate organizational structure and staffing levels;

7.  Implementation and management of a MAJCOM regulatory/policy framework;

8.  Appropriate use of management metrics across the MAJCOM;

9.  Management of clearances and a contract review program;

10.  Implementation of a MAJCOM CAP, including initiation of necessary field staff assistance visits or contract management reviews;

11.  Development and implementation of a recognition /reward system for acquisition teams and/or individuals; and

12.  Effective management of the contracting officer appointment process.

B. Customer Support

Applicable AFFARS Guiding Principles:

The Air Force relies on its acquisition system to acquire the weapons, equipment, supplies and services essential to its daily operations and war fighting mission.  The Air Force Acquisition mission is directly related to and supportive of the Air Force’s war fighting mission.  The Air Force Acquisition mission begins with a thorough understanding of customers and their mission needs.  The success of Air Force Acquisition is measured by the success of its customers.

All members of the Air Force acquisition team shall strive to achieve a cooperative atmosphere and “partnered” relationship with its contractors.  Such partnerships must be established, nurtured, and focused on mission success.

The Customer Support Focus Area serves as an assessment of the MAJCOM’s systemic efforts to ensure that customer needs and mission are met while maintaining compliance with applicable regulation and policy.  The elements considered in this focus area will include the following:

1. Effective working relationships with customer organizations in planning strategies, business practices and advice in acquisition matters, and meeting customer needs;

2. Attention on understanding and supporting customer’s critical mission success factors;

3. Implementation of a deliberate acquisition planning system throughout the organization;

4. Initiation and management of rapid, agile contracting support techniques to support customers/warriors’ requirements;

5. Introduction of processes/methodologies to allow the maximum degree of customer self-service and autonomy throughout the acquisition life cycle; and 

6. Implementation and management of a customer feedback system on the support provided by the contracting organization, including the disposition and follow-up on customer responses.

C. Sound Business Judgment

Applicable AFFARS Guiding Principles:

Air Force contracting officers and other members of the acquisition team are empowered to make fast and effective decisions.  Flexible and responsive acquisition policies provide an environment that encourages innovation and reasonable risk-taking.  Whenever necessary, established policies, processes and methods for accomplishing the acquisition mission shall be challenged, analyzed, and replaced by creative methods that meet customers’ needs in an ever-changing business environment.

Open communications between the Air Force and contractors contribute to the success of an acquisition.  Early industry involvement and open communications are the cornerstones of the Air Force’s enhanced cooperative relationship with industry 

The acquisition mission will be greatly enhanced, and the acquisition workforce will be deeply enriched by deliberately cross-feeding new and innovative procedures/strategies among acquisition professionals Air-Force-wide in order to facilitate continuous improvement.  Discussions and sharing must be highly encouraged up, down, and across organizational boundaries with superiors, subordinates, and peers.  Innovations and best practices do little good until they are shared among acquisition teams.  

This focus area addresses the MAJCOMs use of sound business judgment throughout all phases of the acquisition process.   Elements considered may include the following:

1. Emphasis and demonstrated results across the MAJCOM of eliminating unnecessary contracting and/or programmatic processes/approvals during all phases of the acquisition life cycle;

2. Emphasis and demonstrated results across the MAJCOM of early industry involvement during market research and open communication throughout the acquisition process;

3. Capability to leverage all potential contracting solutions for the customer (including such vehicles as MACs/GWAC’s/Economy Act), leading to the most favorable value propositions;  
4. Implementation and management of a MAJCOM information-sharing system for lesson learned, innovations, and best practices;

5. Results of MAJCOM review and management of the protest sustainment and denial numbers and trends;

6. Results of MAJCOM development and management of a competition rate (actions and dollars); 

7. Innovative and expanded use of the Governmentwide Purchase Card (GPC), especially to support e-purchasing; and

8. Introduction of innovative performance management techniques/processes to support Performance-Based Service Acquisition.

D. AQC Policy Emphasis/Special Interest Items

This focus area addresses the MAJCOM’s emphasis on SAF/AQC’s policies and special interest items and its dissemination to the field.  Elements considered could include the following:

1.  Performance Based Service Acquisition - Is the organization progressing to meet the DoD mandate to make 50 percent of service contracts over $100,000 performance based by the year 2005?  Is the organization progressing to meet the cost savings requirements imposed by Section 802 of the FY02 NDAA. 

2.  Commercial Item Contracting, Part 12 Dollars and Actions - Is the organization progressing to meet the DoD imposed dollar and action requirements by the year 2005?

3. AF Government-wide Purchase Card Program – Is the organization ensuring that installations are managing the Purchase Card Program IAW AFI 64-117?

4.   Contractor Past Performance (CPARS, CCASS, and ACASS)- Are the reports completed when necessary, and are they properly written?

5.  MAJCOM FAR Supplements  - Has the organization rewritten and implemented a MAJCOM supplement consistent with the principles embodied in the 2002 AFFARS rewrite?

6.  Socio-economic Programs - Does the organization meet its Small Business preference goals and objectives? 

7.  Electronic Procurement Initiatives - Is the organization implementing and sustaining electronic procurement initiatives designed to further streamline the acquisition process (e.g. effective deployment, training, and oversight of the Standard Procurement System, interface management with other logistics and financial systems and Wide Area Work Flow Receipt Acceptance System to support timely contractor payment).

8.  Procurement Transformation Alignment - Is the organization fully aligned with the Air Force’s Procurement Transformation Strategy. 

9.  AEF UTC Reporting Tool (ART) - Is a process in place and implemented ensuring ART reporting is accomplished and the ART database is kept current.

10.  Pricing - Is the MAJCOM ensuring that the tools, training, and resources are available to achieve and document fair and reasonable prices in accordance with FAR Subpart 15.4?  Is the importance of documenting a fair and reasonable price appropriately promulgated throughout the command? 
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