QUALITY ASSESSMENT REPORT

REGIONAL ALLIED CONTRACTING OFFICE SARAJEVO

DATE:  19 SEP 99

I.  INTRODUCTION:

I was assigned to the Regional Allied Contracting Office (RACO) on 3 Sep 99 to provide contracting support for the NATO Stabilization Force (SFOR) in Sarajevo for a four-month period from 3 Sep 99 to 1 Jan 00.  As a result of my personal observations, research, interactions, and conversations with the RACO personnel over the last two weeks, I found that RACO, in general, is providing outstanding contracting support.  I find this to be a remarkable accomplishment, especially in an environment of multiple nations, limited funding, broad NATO regulations, and the continuous high turnover rate of military contracting personnel.  However, in order for RACO to continue providing outstanding contracting support, I believe it is paramount that we continuously explore new alternatives and find new innovative ways to improve our contracting operation.  As a result, I present the following assessment and recommendations for your consideration.

II.  PURPOSE:

The purpose of this report is to provide an objective overall assessment of the current RACO contracting operation and to provide recommendations that will help make an already outstanding office even better.  Moreover, the purpose of this report is to provide a catalyst to brainstorm and develop an ideal operational contracting office that maximizes the effectiveness and efficiency of its limited resources in meeting its mission objectives.  The primary areas that this report will focus on are outlined below:

a. Overall Assessment

b. Specific Observations/Recommendations 

c. Master Contracting Program

III.  OVERALL ASSESMENT:

In general, RACO is providing outstanding contracting support.  RACO strengths include excellent organizational structure, leadership, management, personnel, policies and procedures, processes, productivity, equipment, and mission support.  RACO has developed an excellent continuity book that provides a fairly comprehensive overview of the RACO contracting operation to include mission statement, duties and responsibilities, policies and procedures, regulations, reference material, templates, and tools.  However, I believe that there is still room for improvement to make RACO an even better office.  We need to take a closer look at each area and build upon the strengths and eliminate the weaknesses. 

IV.  SPECIFIC OBSERVATIONS/RECOMMENDATIONS:

1.  Documentation: Several contracts have limited documentation that explain or support the contracting actions taken; i.e., modifications, funding, contract award evaluations, type contract selected, and general history of acquisition.  Contract files are stand-alone documents that must answer all questions.  Need to focus on better documentation.  Incorporate this item in training plan.   

2.  Contract Scope: Several one-year contracts were extended for a year or more, but they did not include options in their original terms and conditions.  These contracts are considered to be out of scope of the original contract.  Need to ensure contracts either include all necessary terms and conditions in original contract for exercising options or re-compete as separate requirement under a new contract.  Incorporate this item in training plan.    

3.  Contract Types:  During the build-up phase, many contracts were awarded as one-time buys and for short performance periods due to the uncertainty in requirement quantities and periods of performance.  However, now that we are in the sustainment phase, we now have a better knowledge of our procurement needs.  We need to focus on awarding longer-term contracts with options, awarding indefinite-delivery type contracts with estimated quantities, and consolidating requirements under Basic Ordering Agreements and Open-ended Contracts.  Incorporate this item in training plan.    

4.  Item Descriptions:  Many item descriptions are lacking essential descriptive information; i.e., part numbers, dimensions, quantity per unit of issue, end-use, etc.  In order to avoid the purchase of incorrect items/services, we need to ensure item descriptions are complete.  Incorporate this item in training plan.

5.  Payments:  For most payments, it is difficult to determine what amount has already been paid from the Application for Commitment of Funds form.  Recommend that all Application for Commitment Funds forms clearly indicate previous payments, current invoice payment, and remaining balance to avoid exceeding commitment amount.  Incorporate this item in training plan and Standard Operating Procedures.

6.  Unauthorized Commitments:  We have been averaging approximately five unauthorized commitments per month.  Maj Shaver and Cap King have held several meetings with customers explaining that only warranted contracting officers or designated representatives can obligate, negotiate, and award contracts.  Recommend meeting with RACO, BUDFIN and legal to collectively develop stricter procedures to prevent unauthorized commitments.  In addition, need to develop separate unauthorized commitments management file in order to track status and perform trend analysis.  Need to incorporate guidelines in customer training program.         

7.  Contract Close-out/Follow-up:  Currently, we have many contracts awaiting close-out.  Most of these contracts have not been closed-out because of non-receipt of invoices or payment documents and limited follow-up actions.  Currently, we have assigned a dedicated team to work contract close-outs.  In order to preclude further close-out problems, we need to track contract close-out status more proactively.  Presently, we have a column on the Awarded Contract Status Sheet that is used to indicate if a contract is either “open” or “closed”.  Recommend adding the following additional columns: scheduled contract delivery, actual contract delivery, scheduled invoice receipt, actual invoice receipt, scheduled receiving report receipt, actual receiving report receipt, scheduled payment report receipt, actual payment report receipt, warranty period, scheduled contract close-out, and actual contract close-out.  In addition, recommend inserting a time formula for suspense of each column item to indicate when an item needs follow-up action.  Furthermore, recommend tracking all follow-up actions under a separate report.   

8.  Vendor Information:  RACO has an excellent vendor data base in Microsoft Excel that can be sorted by vendor or item/service.  In addition, we have a large selection of vendor catalogs.  These catalogs were at one time organized.  However, over the years, they have become somewhat scattered and disorganized.  Recommend reorganizing vendor catalogs once again by item/service and continuously update.  In addition, need to update master catalog list for quick reference.  Also, recommend adding vendor site on RACO web-page for vendors to submit request for addition to RACO vendor database.      

9.  Request for Quotes:  We have a good Request for Quote template, however, several keys items are missing; i.e., delivery terms, warranty, equal item submissions, and prompt payment discount.  Recommend adding these essential items to existing template. 

10.  Ship-to-Address:  For orders with Germany, we only state the address of the military cargo location in the Ship-to-Address block of order, i.e., HQ LANDCENT.  The question is how does HQ LANDCENT know where to send the items.  As stated in the example template located in the continuity book, recommend adding the final delivery location in the Ship-to-Address block of order.

11.  Procurement of Military Budget Funded Property and Services, ACE Directive 60-70:  This directive is very broad in comparison to the U.S. Federal Acquisition Regulation (FAR).  Many contracting policies and procedures are either broadly addressed or not addressed at all; i.e., award fees, novation agreements, options, contract administration, past performance, market research, protests, negotiation procedures, statements of work, quality assurance, labor laws, site visits, progress reports, etc.  Because of the broad nature of the ACE 60-70 directive, many contracting policies and procedures are left to the contracting officer’s interpretation and business judgment.  Recommend using the FAR as a supplemental tool and a guide for items that are not clearly defined under ACE 60-70 directive and are not directly in conflict with ACE directive.         

12.  SFOR Organizational Structure:  We have a good organizational chart for RACO and NATO, however we do not have an organization chart for SFOR.  In order to perform our contracting duties, it is essential that we know who our customers are.  Need to obtain current SFOR organizational chart with names and phone numbers.  Recommend that this chart be placed on server if there is no conflict regarding security.
13.  Resources:

A. Personnel:  

Assessment:  RACO has a good mix of personnel that includes local nationals, military officers, and non-commissioned officers.  Because of their longer-term arrangement and knowledge of the native language, the local nationals provide the necessary continuity and language interpretation.  The military personnel serve in short-term intervals ranging from four to six months.  Their purpose is to provide support and leadership.

Recommendation:  Recommend obtaining personnel with a strong operational contracting background and experience.  In addition, provide local nationals the formal training classes that U.S. contracting specialists receive.  Furthermore, recommend issuing limited contracting warrants commensurate with the training and experience level of the local nationals if there is no conflict with NATO regulations. 

B.  Equipment:

Assessment:  Relatively speaking, for a deployed environment, the RACO equipment, both in quantity and quality, is adequate to fulfill the contracting mission; i.e., vehicles, telephones, fax machines, copiers, office furniture, office supplies, computer, e-mail, and internet.  However, there is room for improvement.

Recommendation:

1.  Vehicles: All vehicles are presently standard-shift.  Because everyone does not know how to operate standard-shift vehicles, recommend the lease of at least one automatic-shift vehicle.

2.  Phone system: Presently, contracting personnel are answering all phone calls whether it is their own phone or the phone of an unattended desk.  This is an unnecessary interruption and inefficiency for many of the phone calls are for another person or in a different language.  Recommend the purchase and installation of a voice mail system.  The costs saved in time and effort far outweigh the cost of the voice mail system.  Also, in order to provide coverage for emergency calls, full 24-hour coverage, and travel, recommend the purchase of cellular phones.  In addition, the phone system in Bosnia is congested and somewhat limited as a result of the civil war.  Progress is being made, however, we still spend a lot of time trying to obtain a good connection by phone or fax.  Recommend brainstorming with the communication folks to find a solution, possibly add more system trucks or dedicated lines.        

3.  Computers:  Presently, we have an assortment of personal computers and laptops varying in capabilities, capacity, and reliability.  Many of these computers have limited memory and speed that require more time to perform tasks in comparison to newer model computers with Pentium processors.  Recommend procurement of newer model computers with faster processors and more memory.  The costs saved in time and effort far outweigh the costs in the procurement of newer model computers.       

C. Subsistence:

Assessment:  The food is better than what most CONUS bases offer regarding quality and variety.

Recommendation:  No recommendations for improvement at this time.

D. Office Building:

Assessment:  Office building is more than adequate considering mission objective in a deployed, temporary facility.  However, presently the RACO office is located at the Tito Barracks Compound, separate from HQ SFOR which is located at the Ilidza Compound.

Recommendation:  Do not recommend any further investment in existing building because RACO will be moving to the Butmir Compound location in the near future.  However, recommend locating RACO office in closer proximity with its major customers; HQ SFOR, BUDFIN, FINCON, ESS, and REO. 

E. Billeting:

Assessment:  Billeting accommodations are more than adequate considering mission objective in a deployed, temporary facility.

Recommendation:  Do not recommend any further investment in existing building because RACO will be moving to the Butmir Compound location in the near future.

14.  Training:

A.  Customer Training:  

Assessment:  Overall, most customers have a good basic understanding of their duties and responsibilities.  However, due to the high turnover rate of military personnel, broad NATO regulations, and the number of multiple nations, a number of areas could be improved:

Recommendation:  We presently have an excellent customer training guide located in our continuity book that outlines all of the basic contracting information a customer needs: item descriptions, contracting process and procedures, customer’s duties and responsibilities, and unauthorized commitments.  However, it appears that not all of the customers have access to this information.  Recommend the following actions:

1. Place customer training guide on contracting web site and/or local server 

2.  Provide hard copies of customer training guide to all functional areas for dissemination to all requesters, fund mangers, supply officers, and Contracting Officer Representatives (COR’s).

3.  Provide mandatory monthly customer contracting/funding training class in concert with BUDFIN.

4.  Provide customer training on specific contracting topics each month in base newspaper, bulletin, web site, and/or e-mail

B.  Contracting Personnel Training:

Assessment: Most of the contracting personnel have a good basic understanding of their duties and responsibilities.  However, for the more complex aspects of contracting, most civilian personnel have limited contracting experience and training.  For most of the military personnel, this is their fist experience working under NATO contracting regulations. 

Recommendation:  

1.  Master Training Program:  We presently have an excellent continuity book that outlines many of the basic contracting tasks, templates, samples, and processes.  However, a number of items have only been broadly addressed or not addressed at all.  Recommend expanding upon these items in order to provide a more complete, comprehensive, standard reference tool; i.e., sample ratification letters, option letters, statements of work, quality assurance plans, source selection plans, acquisition strategy panels, mistakes in bid, letters of concern, procedures, processes, templates, checklists, flow charts, etc.  In addition, recommend approved master training program be in electronic format and located on server for easy access and updating.

2.  Formal Schools:  Recommend local national contracting personnel take formal contracting classes similar to U.S. contracting classes offered by DAU; i.e., Basic Contracting Fundamentals, Contract Law, Contract Pricing, Contract Administration, etc.

3.  Informal Training: The current continuity book has an excellent example of an  training plan that covers specific contracting training topics.  Recommend adopting this plan and continue conducting in-house training.  Recommend a training tracking system and addition of this informal training plan to the Master Training Program located on server.        

C.  Contractor Training:

Assessment: Overall, most contractors have a good understanding of the basic RACO contracting procedures.  Most of this training has been provided by the civilian contracting personnel.  However, some areas that could be improved include invoicing, customs, tax exemptions, proposals, and communication.   

Recommendation: Recommend development of contractor training program in both electronic and hard copy and locate on RACO web site.  Contractor training program should provide RACO organizational chart with phone numbers, explain general contract processes and procedures; i.e, request for proposals, proposal submittals, invoices, customs, tax exemption, delivery, contracting authority, etc.  In addition, recommend training be available in several languages; i.e., English, Bosnian, and German.      

15.  Quality Assurance:  Verification of contract performance, especially for construction and service contracts, could be improved.  For construction projects, recommend incorporating material submittal, progress schedule, progress report, and site visit procedures in the administration of construction contracts.  For service projects, recommend incorporating quality assurance plan, monthly quality assurance report, and site visit procedures in the administration of service contracts.

16.  Acquisition Strategy Panels:  For the more complex contracts, recommend the establishment of acquisition strategy panels to develop an acquisition plan that covers all aspects of a particular acquisition to include contract type, statement of work, estimated quantities, local laws, government property, options, evaluation criteria, performance incentives, milestones, etc.       

17.  Currency Conversions:  This office deals with many different currencies which are continuously changing.  In ensuring that sufficient funding is available, RACO presently uses a hard copy currency rate chart provided by SHAPE to manually calculate the conversion value of different currencies.  In order to reduce the risk in errors, recommend the currency chart be converted into an electronic format with Excel formulas attached that automatically calculate equated currency values.  In addition, record of calculation should be placed in contract file.    

18.  Consolidation of Requirements:  Received several purchase requests for similar items, with same fund manager, and same customer as separate purchase requests that were awarded under separate contracts.  In an effort of saving time and money, recommend consolidating similar requirements under one contract.   

19.  Contract Type Designation:  RACO basically has four types of contract designations; purchase orders (P), contracts (C), basic ordering agreements (B), and open-ended contracts (X).  From review of the contract files, there appears to be little consistency in the use of contract type designations.  For example, a number of contracts that meet the definition criteria of an basic ordering agreement or an open-ended contract were awarded as a “C” type contract or purchase order, and vice versa.  Recommend establishing clearer distinction of each contract type designation and incorporate in Standard Operating Procedures and master training program.  Furthermore, for tracking purposes, recommend adding an additional designation letter in the contract number to further distinguish type contract; i.e., service, commodity, construction, concessionaire, agreement.  For example, to indicate a service, firm-fixed price purchase order, an “S” could be added to purchase order number (SAS-99-P0001).             

20.  Contract Options/Expirations Plan:  Several contracts were extended after contract expiration date.  In precluding further contract expirations, recommend development of a separate tracking suspense system that provides timely identification and tracking of contract options and expirations.    
21.  Expenditure Logs/Call Registers:  Several contracts had inaccurate expenditure logs or were not current.  In addition, several contracts with designated contracting officer representatives did not have call registers.  Recommend the use of an Excel spreadsheet template for all contracts with expenditure logs and/or call registers.  In addition, recommend that all expenditure logs be updated at time of obligation and all call registers be submitted monthly.  Need to incorporate in Standard Operating Procedures.     
22.  Lease-Verse-Buy Decision:  Requirement for vehicles did not include a lease- verse-buy analysis.  Recommend all contracts for equipment; i.e., vehicles, copy machines, fax machines, etc. include a lease-verse-buy analysis.  Need to incorporate this item in training plan.  
23.  Personnel Program:  Recommend the development of a formal personnel program that includes the following subprograms:  performance, recognition (awards, decorations), orientation briefing, rotations, temporary duty, passes, and training.   
24.  Self Inspection Program:  Although there may be a number of informal reviews, it does not appear that a formal inspection program is in place.  Recommend development of a formal inspection program; i.e.,  review of all programs, inspection checklists, identification of strengths and weakness, and scheduled inspections.

25.  Past Performance Log:  Recommend creation of a past performance file that provides us a history of contractors’ performance.  This information will assist us in selecting the contractor that provides the best overall value in contract awards. 

26.  Host Agreements/Laws:  In order to ensure that we comply with all laws and agreements as well as avoiding duplication in effort, recommend obtaining the following documents and adding them to our database:  Host Nation Agreement, Status of Forces Agreement, Peace Accord Agreement, inter service agreements, and local labor laws.   

27.  News Article:  RACO’s efforts over the last few years have significantly directly contributed to the success of the NATO mission.  Recommend publicizing the successful results of RACO’s contributions and efforts in support of SFOR customers and more importantly, how these efforts have helped greatly improved the infrastructure of Bosnia and their quality of life.  Moreover, this publication should provide all customers at all levels a better understanding and appreciation of RACO’s contributions as well as provide a stronger, positive relationship with the people Bosnia; i.e., infrastructure projects, construction projects, vehicles, equipment, phones, office supplies, shelter, food, etc.        

28.  Management Reports:  Overall, RACO’s management reports provide a fairly good summary and status of the basic contracting activities; i.e., open purchase requests report, awarded purchase requests report.  However, there is room for improvement.  In order to provide a complete, comprehensive picture of all contracting activities and the essential information necessary to efficiently and effectively manage these tasks, recommend the following actions:

1.  Microsoft Access Database:  The current reports are maintained in a Microsoft Excel spreadsheet which has limited capabilities in producing specific reports.  Recommend converting management reports from Excel spreadsheet to Microsoft Access Database.  Microsoft Access is a true database program that provides you more flexibility in tailoring and producing specific reports.             
2.  Specific Reports:  In order to increase the efficiency and effectiveness in the management of all contracting activities, recommend the development of the following specific management reports in the Microsoft Access Database.  

a.  Contracting Activity Summary Report: As the name implies, this report will provide an overall summary of our contracting operation similar to the existing RACO report.  In order to focus on and manage a specific contracting item, recommend the below supplemental, detailed reports.

b.  Open Purchase Request Report:  Provides status of all open purchase requests.

c.  Contract Award Report:  Provides status of all awarded contracts.

d.  Workload Report:  Provides status of all open purchase request by customer, buyer, procurement type, priority, contracting lead time, and procurement lead time

e.  Productivity Report:  Provides status of all awarded contracts by customer, buyer,  procurement type, priority, contracting lead time, procurement lead time 

f.  Suspension Report:  Provides status of all suspended requirements.

g.  Cancellation Report:  Provides status of all canceled requirements.

h.  Modification Report:  Provides status of all modifications.

i.  Tax Report:  Provides status of all tax form requirements.

j.  Customs Report:  Provides status of all customs requirements.

k.  Payment Report:  Provides status of all payment requirements.

l.  Close-out Report:  Provides status of all payment requirements.

m.  Solicitation Status Report:  Provides status of all solicitation requirements exceeding EFL 2B.

n.  Contract Administration Report:  Provides status of all contract awards exceeding EFL 2B.

o.  Contract Option Report:  Provides status of all contract option requirements.

p..  Contract Expiration Report:  Provides status of all contract expiration requirements.

q.  Unauthorized Commitment Report:  Provides status of all unauthorized commitment requirements.

r.  Personnel Report:  Provides status of all personnel programs to include recognition, discipline, rotations, temporary duties, etc.   

s.  Training Report:  Provides status of all training programs to include customer, contracting, and contractor. 

t.  Self-Inspection Report:  Provides status of self-inspection program to include schedule, findings, actions, etc.

u.  Budget Report: Provides status of RACO’s budget program.

v.  Miscellaneous:  In addition, additional specific reports may be generated when needed; i.e., purchase order report, contract report, basic ordering agreement report, open-ended contract report, concessionaire contract report, agreement report, service contract report, construction contract report, commodity contract report, buyer specific reports, contract threshold reports, etc.     

w.  Monthly Report:  Monthly report should summarized all reports above; i.e., number of total actions; total dollars; breakdown of total actions and total dollars by contract type, action type, buyer, customer, contract threshold; etc.  In addition, recommend information be incorporated in power-point bar graphs by month with metrics.  This will provide a visual tool to simplify and facilitate trend analysis.  In addition, recommend completing a written analysis summarizing strengths and weaknesses for each monthly report.

V.  MASTER CONTRACTING PROGRAM  

I.  INTRODUCTION:

We presently have an excellent continuity book that outlines many of the basic contracting tasks, templates, samples, and processes.  However, a number of items have only been broadly addressed or not addressed at all.  Recommend expanding upon these items in order to provide a more complete, comprehensive, standard reference tool; i.e., sample ratification letters, option letters, statements of work, quality assurance plans, source selection plans, acquisition strategy panels, mistakes in bid, letters of concern, procedures, processes, templates, checklists, flow charts, etc.  In addition, recommend approved master training program be in electronic format and located on server for easy access and updating.

Master Contracting Plan:  What is it?  It is a system that encompasses and comprises all aspects of a contracting squadron from its organizational structure, mission, policies, and procedures to the simplest of contracting tasks under one standard, integrated, comprehensive, organized, user-friendly program.  Moreover, it is a system that readily provides the user (buyer, administrator, flight chief, commander, customer, etc.) all the information and resources needed to effectively and efficiently perform and manage any and all tasks and programs of an operational contracting squadron.  The primary areas of this program are outlined below.  In gaining a better understanding of the Master Contracting Program, let’s first discuss the underlining principles of this program. 

   a.  Organizational Structure

b. Mission

c. Duties and Responsibilities

d. Policies

e. Procedures

f. Regulations

g. Programs

h. Processes

i. Tasks

j. Management

k. Metrics

l. Training

m. Samples

n. Checklists

o. Forms

p. Guides

q. Reference Material

r. Information Technology

II.  PROGRAM PRINCIPLES:

1. The Master Contracting Program is based on the following underlining principles.  These principles are the foundation on which this program is built.

a. Comprehensiveness – The MCP provides the user all the resources needed in the performance and management of any and all tasks/programs within an operational contracting squadron.  Moreover, the areas of organizational structure, mission statements, duties and responsibilities, policies, and process charts provide the user the framework necessary to conceptually understand an operational contracting squadron as a whole as well as each task /program individually.  The areas regarding procedures, samples, checklists, forms, guides, reference material, training, management, and information technology provide the specific tools needed in the actual performance and management of those tasks/programs.  See Section 3 for a complete outline of all tasks/programs under the MCP.
b. Standardization – The MCP is based on the concept of standardization at all levels.  All contracting tasks/programs are presented under one, standard format at all levels, from user, flight, squadron, command, and military department to the federal agency level.   See Section 6 for an example of the standard format proposed for contracting tasks/programs.
c. Organization – The MCP is based on the concept of optimum organization in which a contracting squadron is organized in a manner that maximizes its effectiveness and efficiency in meeting mission objectives.  Organization is the key principle of the MCP for it based all the principles.  Without organization, the other principles can not be met.  
d. Simplicity – The MCP is a system that provides the user, from the new trainee to the experienced expert, a user-friendly system that is easy to use and understand. 
e. Integration – The MCP is a system that provides the user access to information at any and all levels.     
f. Accuracy -  The MCP is system that provides the user current, up-to-date information on all tasks/programs.     

g. Effectiveness/Efficiency – By incorporating all these principles, the resultant outcome will be greater effectiveness/efficiency in the performance of our contracting tasks and support of the mission objectives.

II.  DEVELOPMENT/IMPLEMENTING PLAN:

In developing the Master Contracting Plan and making it a reality, we will need to take the following actions:

1. Brief Management on concept and gain approval (See Section 2 for Power Point Briefing outline)

2. Brief all team members on concept 

3. Identify tasks and proposed organization (See Section 3 for draft tasks/organization) 

4. Assign tasks to team members

5. Schedule/prioritize task completion dates

6. Review/approve tasks

7. Implement program 

VI.  SUMMARY:  As I stated earlier, the purpose of this report is to provide an objective overall assessment of the current RACO contracting operation and to provide recommendations that will help make an already outstanding office even better.  Moreover, the purpose of this report is to provide a catalyst to brainstorm and develop an ideal operational contracting office that maximizes the effectiveness and efficiency of its limited resources in meeting its mission objectives.  I hope you find this report helpful in your pursuit of the ideal contracting office.








        //SIGNED//







KENNETH A. BUTLER, SSGT, USAF







Contracting Officer, RACO-Sarajevo
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