Guidelines for the Development of Acquisition Strategies

The Acquisition Strategy Panel (ASP) Process

The Air Force will use a two-phased approach for the development of acquisition strategies for Acquisition Category (ACAT) I and special interest programs.  The Service Acquisition Executive (SAE) or the Defense Acquisition Executive shall approve the program strategy for these programs.

Phase I 

The Program Executive Officer (PEO) will chair the Phase I ASP.  The purpose of this phase of the ASP process is to develop a solid strategy that will deliver a product or service within cost, on schedule and to meet the operator’s performance requirements.  The best way to accomplish this is to bring key, knowledgeable senior people together to induce lessons learned, good ideas and approaches to advise the PEO and Program Manager (PM).  The SAE Panel is the primary advisors to the PEO and will attend the Phase I ASP either through Video Teleconference (VTC) or in person.  PMs should consider presenting the ASP to the SAE Panel in person especially when the PEO has already seen the dry run.  The PEO may also add local advisors.  The AFI 63-101 reinforces that the philosophy that the execution chain (PM, System Program Director (SPD), PEO, SAE/Milestone Decision Authority (MDA)) are accountable for program execution, while all other offices provide advice only.  Advisors cannot stop the process.  Specific guidance on the conduct of the Phase I ASP is available locally pending development of an AQ template.  While the Phase I ASP content guidance can be obtained locally from your ACE office; both Phase I and Phase II ASPs must be presented using the Headquarters approved Air Force briefing chart "master slide template" available on the ASP Secretariat website.    Further, whatever detail is included in the local guidance ensure your Phase I ASP minimally addresses each of the Phase II concepts presented in this guide.  

Phase II

The Assistant Secretary of the Air Force for Acquisition otherwise known as the Air Force Service Acquisition Executive (SAE) or Component Acquisition Executive (CAE), chairs the Phase II ASP.  The main advisors are the Program Executive Officer (PEO) and the SAE Panel members. (The SAE Panel list is available from the ASP Secretariat).  The Phase II ASP is conducted prior to the Over-arching Integrated Product Team (OIPT).  Attending working level IPTs (WIPTs) and Intermediate level IPTs (IIPTs) prior to the Phase II ASP is encouraged to ensure an open and collegial atmosphere is maintained.  Any issues raised in these meetings should be addressed in the Phase II ASP, especially those that may require SAE involvement to resolve the conflict.  After the Phase II ASP is conducted, the final acquisition strategy is documented and coordinated for approval (see SAMP/LCMP Guide).

The Phase II ASP demonstrates that the Program Manager (PM) has developed a strategy that provides a solid foundation for program success including personal accountability to motivate their individual as well as their contractor's performance.  It is intended to articulate that the PM understands what needs to be done, why, how it will be accomplished, what tools will be used, and measures accountability.  The ASP addresses several areas of SAE interest.  The PM must demonstrate the following: 1) Understands the challenge including problem areas, 2) has developed a path to meet the challenge, 3) has identified proper measures for success, 4) has provided proper contractor incentives, and 5) has developed measures of program accountability for both the PM and the contractor.  The Phase II ASP provides the forum to finalize the Air Force position prior to requesting OSD approval.

Scheduling (or Administration)

Both the Phase I and Phase II ASPs are scheduled through the ASP Secretariat located in  SAF/AQCK.  The Phase II ASP should be scheduled not earlier than 2 weeks after the Phase I ASP allowing adequate time to adequately address any issues.  However, it is not advisable to defer scheduling the Phase II ASP due to inherent difficulties arising from aligning senior leader calendars.  Prior to developing the strategy that includes a Phase II ASP, the PM should coordinate the acquisition strategy with the Program Element Monitor (PEM) located in the appropriate Secretariat-level Capability Directorate, SAF/AQC and SAF/ACE project officers.  Contact your Center PEG and/or ACE to identify the appropriate project officers in the Secretariat staffs.  Pre-coordinating the documentation and the charts with the CD, AQC and ACE staff officers insures the lessons learned from previous Phase II ASPs are imbedded.  Once finalized, it is imperative that the PM provides read-ahead material to the ASP Secretariat at least  five working days prior to the scheduled event.  The Phase II ASP read ahead material should include the “near-complete” documented Acquisition Strategy requiring signature by the MDA as well as the proposed ASP charts.  It should also include a issue/resolution matrix that shows disposition of issues raised during the Phase I ASP and OSD meetings.   While the CD, AQC and ACE assist the acquisition team, they also provide an honest broker role for the PEO/SAE in ensuring that the optimal decisions are made. One again, advisors provide advice, the execution chain makes the decisions.  The flowchart at attachment 2 provides a pictorial view of the process.

Guidance for developing a Phase II ASP presentation

The following focuses on the Phase II preparation.  The information presented for the Phase II ASP must clearly articulate the key aspects to program success: understanding of the issues, identification of risks and mitigation plans, as well as the acceptance of personal accountability for results.  When you develop your Phase II ASP presentation, you should consider the issues and topics discussed below.  Once you have a solid foundation, consider blending your presentation into the template charts.  This guide and the templates are provided to garner success.  Not every chart may apply; include those that are applicable to your program.  Notwithstanding, you should address the Agile Acquisition tenets: how you applied them specifically or at least how you assessed them for applicability.   The charts that are developed will become the springboard for the dialogue that occurs.  Do not expect to brief every chart; know your presentation well enough to "flip" to whatever subject is questioned. 

The tenets of Agile Acquisition  (Collaborative Requirements, Robust Systems Engineering, Technology Transition, Seamless Verification and Expectations Management) provide the baseline for risk-based acquisition; they provide the linchpin for establishing a firm foundation for program success.  Here are a few examples that explain the "risk" concept.  They are not all inclusive, nor are they meant to be.  They are provided to show the relationship of the tenets to the risk or in other words: the probability of negative occurrence as a function of the severity of the impact.  Collaborating on requirements reduces the probability that the ultimate customer is dissatisfied with program results.  Robust Systems Engineering diminishes the likelihood that the system is designed in a stovepipe manner thus requiring significant re-design as missions and capability needs evolve.  Paying special attention to Technology Transition issues reduces the risk of failure later due to over-dependence on "miracle leaps" in evolution or stovepipe development when collaborative development is available.  Seamless Verification can significantly reduce test time and thus reduce the probability of schedule delays, cost overruns, and delivering diminished capability.  The culmination of program success and customer satisfaction is the Expectations Management.  Acquisition is a service organization.  We deliver whatever is needed - provided we have adequately defined requirements, that match funding and schedule.  The Expectations Management through an Expectations Management Agreement (EMA) precludes program failures by ensuring that we openly communicate realistic expectations including inherent limitations.   

Questions/Issues/Topics: 

1.  Program Overview:  Provide an event driven milestone chart.  This will most likely be developed through the WIPT/IIPT sessions for presentation to the OIPT/DAB/ITAB.  Indicate the impact of failure to meet key events.  Clearly articulate how your program impacts others.  While slipping one program milestone by a few months may not appear serious, if it causes perturbations to other capabilities more serious mitigation plans may be appropriate.   

2.  Capability/Requirement: Do you clearly understand the requirement/capability needed?  Is it realistic?  Do you and the operator have the same understanding of the requirement?  Were you a part of the requirements development process?  Was an HPT involved?  Explain the results of the HPT and whether or not this process enhanced understanding between the requirements (MAJCOM/DR), test (DT/OT), and development (AQ and SPO) personnel.  Was the contractor represented?  If not, why weren't they?  How will you continue to work closely with the operator as you “translate” the requirement into contractual documents?  Does your understanding of the requirement meet the operator's expectations?  Do you have an EMA in place?    Programs entering the Phase II ASP must have a signed agreement between the PEO and the MAJCOM/DR or XP or potentially the MAJCOM/CV.  In rare cases the requirement for a signed agreement may be waived by the SAE; in these cases, a plan to attain the agreement must be presented. Demonstrate the fact that funds=content=schedule.  Recognize the EMA is an attachment to the PMD that is updated at least annually based on the President’s budget or major changes.
3.  Funding: Do you have adequate funding?  Provide an overall funding chart.  Address any funding issues or disconnects, to include phasing and types of funds.  Explain your fall back or work around plans to continue performance.  How does this impact risk? What are MAJCOM commitments to supporting the program in the out-years?  Programs that don't show full funding commitment jeopardize OIPT/DAB/ITAB approval to proceed. Consider including this in the EMA.  Reiterate the EMA and the fact that funds=content=schedule
4.  Technology/Technical/Programmatic Challenges: How does technology relate to the capability needed?  Is there an issue with technology readiness or maturity?  Explain how you have assessed the technology readiness.  A solid strategy for transitioning new/developing technology benefits programs by inserting the latest improvements as early as practical.  How has AFRL been involved?  What is your mitigation/management plan for insuring that technology is available for insertion when it is required?  Explain the other technical challenges/risks.  Have you determined the impacts/consequences of future changes?  Does this capability impact other systems?  How are you planning on coordinating these efforts?  Is there a need for a lead systems integrator?  If so, are there Associate Contractor Agreements in place?  Explain how programmatic challenges have been assessed.  Have you identified OSD oversight issues/concerns?  What about Clinger Cohen Act, Title 10 Testing requirements, Congressional Interest, budget cuts and the like?  Describe your process to identify, track and mitigate your challenges/risks.

5.  Acquisition/Business Approach:  

5a.  Will you develop the system using an evolutionary acquisition strategy?  If so, discuss your spiral or incremental development approach.  Why does this approach mitigate risk?  How is technology going to be developed to meet your evolutionary approach?  Demonstrate you understand the inherent challenges that spiral development provides: concurrency, retrofit, and configuration control issues.  Describe your contracting approach.  Will it be sole source or competitive?  How will you maintain competition in the future or does it make sense?  Describe the source selection approach.  Describe the type and number of contracts you expect and why you chose that approach.  Address any inter-organization relationships that might be applicable.  Explain how your approach supports the socio-economic (Small Business/Small Disadvantaged Business) responsibilities of the Air Force.  

5b.  The right incentives can reduce challenges by focusing the contractor toward those areas you identify as critical.  For example, providing an incentive or award fee focused on RSE should provide the right management emphasis on this critical issue.  You must explain why you chose the incentives, how you determined they actually provide the right motivation, and what challenge they address.  Every incentive structure should include substantial emphasis toward motivating RSE.  Award fees need to be focused toward actual delivered capability and not just on effort.  Clearly identify the expected percentages and dollars that you anticipate awarding for an acceptable ("OK") job as well as an exceptional one along with consequences for poor performance.  That said; design your incentives to provide adequate compensation (base fee) for meeting requirements and substantial compensation (award fee) for truly exceptional performance.  If milestones are included, successful completion of the critical entrance criteria and eventual exit are more important than having a meeting.  The Integrated Management Plan entrance/exit criteria that evidence specific performance progress may provide opportunities for incentives; accelerated schedule, substantial cost under-runs, and exceptional progress in testing are examples of award fee criteria.  Likewise RSE leading indicator goals that evidence substantial positive progress may be used for award fee evaluation.  Strategies that include contractor proposed leading RSE indicators and incentive criteria should explain why this is the optimal procedure.  That is not to suggest that program teams should develop these criteria without input from industry, but they should be able to explain the government’s view of the incentive program.  Explain how the incentive structure has been designed into the contract award process/structure.  Have you incorporated the Most Probable Cost as the Incentive base?  Awarding the contract on contract price and incentives based on MPC provide incentives for precluding “buy in”.  If the strategy includes a negative incentive that provides a negative incentive minimum fee, explain how that was derived or if/how this is going to be part of the cost evaluation in a competitive source selection? How you know that you have assigned the proper motivators?  Have you considered that different companies are motivated differently?  How have you factored in flexibility to encourage unique incentives? 
6.  Robust Systems Engineering: Address your systems engineering approach with a focus primarily on the RSE strategy/approach.  Lack of RSE is blamed for many of the problems with current systems, such as logistics support problems, reliability problems and given the long life of our systems difficulty in modifying them.  Therefore, you must include RSE into your strategy.  Do not make the mistake of focusing only on the systems engineering management aspects.  Strategies that rely solely on incorporating CMMI level processes as their answer to RSE jeopardize approval.  The RSE discussion must focus on the technical design aspects of systems engineering.  How is your program going to be designed for scalability [easily expanded or downsized to meet various capability needs (i.e. mobility deployment vs. hardened facility)]?  How are you addressing interoperability with other systems including information and non-information technology?  Open design architecture make future changes less dependent on same-source solutions and thus enhance competition and ease technology insertion thus improving long-term support of a system.   Explain how you have incorporated RSE as a significant factor into your contract award strategy and how you plan to continue the emphasis.  OSD-AT&L requires a Systems Engineering Plan that addresses these critical aspects; highlight your plan for success--don't just say you'll have a plan.

7.  Technical Transition strategies can reduce the time and expense associated with inserting new and improved technology into systems.  SAF/AQ and AFRL emphasize collaboration in developing, assessing and inserting technology advancement.  Explain what technology is required for your system, what research and collaboration you have accomplished to assess the availability and applicability of new advances.  Identify why you think your technology is mature enough to enter the particular milestone.  Technical maturity includes the manufacturing aspects as well as the science.  Great advanced technology cannot be inserted if it cannot be produced outside of a laboratory.  Identify any specific agreements you have established to support or monitor technology development from the laboratory environment.
8.  Reducing test time and redundancies can be accomplished through seamless verification, an Agile Acquisition tenet.  Discuss your approach (pros/cons) to this concept in terms of meeting schedule and cost challenges associated with redundant tests.  Include any agreements about testing regarding seamless verification events.  Discuss your plans to incorporate modeling and simulation into your test program.  Specifically explain how this is going to reduce testing cost and schedule as applicable and emphasize what specific buy-in you have from key stakeholders: AFOTEC, DOT&E, and/or AF/TE.    Has the TEMP been fully coordinated?  If not, show the progress made and the completion plan.  Have you assessed the Critical Operational Issues and the Measures of Effectiveness?  Are they achievable based on the schedule and funding estimated for the program?  Are there any high-risk areas that make success low probability and if so have you clearly included this fact in your EMA?
9.  Supporting the system initially and throughout the life cycle requires holistic program management.  Explain how you have planned to insure that the delivered system is going to be supported.  Have you considered your Source of Repair Assignment Process?  What impact does this have on the 50-50 depot repair management allocation?  Have you coordinated with AFMC and/or AF/IL?  How has performance based logistics been factored into your overall strategy?  Have you accomplished a cost benefit analysis incorporating OSD policy?  Address the life cycle supportability approach and the challenges the program may face such as reliability, parts obsolesce, and bare-basing in remote areas.  What are the considerations for transition to sustainment?  Has support been incorporated into your EMA?  Explain why the EMA does not include support commitments, as applicable to your program.

10.  Include a schedule that identifies the events/documents and documents associated with an upcoming milestone.  Include the AOA as well as the ISP if these are applicable to your program.  Include the Capabilities Document, the Cost Assessment Requirements Document/ and Independent Cost Estimate/Economic Analysis with Return on Investment depending on whether your program is an MDAP or MIAS.  If the TEMP is not signed, identify it.  Overall, these documents play a major role in gaining Clinger Cohen Act certification necessary for successful completion of a major milestone.  Therefore, lay out a critical path that demonstrates that you understand the crucial issues required to be addressed.
11.  In this section address other topics or issues.  The following are some examples of universal topics that should be considered; your program unique circumstances may provide others:  

(11a) What is the Clinger Cohen Act certification issues associated with your program?  If the strategy is being developed to release an RFP prior to a milestone, you should still explain the plan for meeting your certification requirements.  Teaming early with the AF-CIO precludes surprises and stumbling blocks as your program nears a significant milestone event.

 (11b) Organizational Conflict of Interest (OCI) is a high-interest item.  This may be a risk to your program and be addressed in that portion of your briefing.  Regardless, you should consider how teaming, industrial-base consolidation (mergers and acquisition) and corporate horizontal integration (Original Equipment Manufacturers expanding into Advisory and Assistance Support business) affect your program.  Strong proactive management early precludes delays or obstacles to award as programs enter major milestones.

(11c) Are delegations/waivers being requested?  Explain them briefly.  Identify the approval authority.  If the SAE is the approval authority (ex. Source Selection Authority), identify if the decision is going to be documented in the Acquisition Strategy or through separate delegation letter.

(11d) OSD Climate:  Explain what climate exists with the WIPT/IIPT members.  Address significant issues that have been be raised.  Concentrate on those issues that remain.  If the climate has been open and successful, so state.

12. "What worries me"?  The PM/SPD/PEO is encouraged to identify issues that provide the most concern.  It is an open opportunity to identify: "what worries me most”.   What "keeps me up at night"?  These may include oversight issues, funding instability, congressional interest, or other issues such as slow transition of technology.  This is an opportunity for the PM/PEO to notify the SAE of potential issues either not addressed previously, or reiterate some of those addressed earlier.  Identifying these issues is the first step; but have a plan to address them.  Also, identify how the SAE might help.  An example might be asking the SAE to break a logjam disagreement with the OSD staff.  Another might be a problem getting coordination through another Air Force Directorate (GC, TE, IL etc).   

13. Commitment:  What can the SAE expect in terms of actual program results?  Essentially this may include highlighted events from the EMA.  It may be releasing a solicitation, selecting and awarding a contract within a timeframe.  Meeting some initial milestone event on contract may be anther example.  A commitment to deliver actual spiral capability within the two-year window provides a clear commitment.  While personal accountability is important, the SAE also wants to know how the contractor shares that accountability.  You may want to reiterate the incentives that you discussed earlier.  What positive and negative motivators are included or why are they not appropriate?  Providing the opportunity to identify specific results to be expected also provides an opportunity to identify “deal breakers”.  Arguably these might be the same deal breakers that require a revised EMA with your customer.   There may be unique limitations on that are out of your and your contractor’s control.  Explain them.  Identify specific leading indicators that have been established to track interim progress. You should be ready to defend your deal breaker through a challenge by the SAE.  Merely identifying “loss of funding” is not acceptable.  You should demonstrate you have thought through potential roadblocks and proactively determined work-around measures.  This is where the “rubber meets the road” in articulating and demonstrating you have really accomplished the critical thinking necessary for optimal program performance.

This brief guidance provides the information that is necessary to successfully accomplish a Phase II ASP chaired by the SAE.  For additional guidance see the Phase II ASP Template.  On rare occasions, the SAE may authorize a "paper" or "electronic" ASP.  In these cases, the information content is added to the notes section of the PowerPoint slides.  Regardless, the information presented must clearly articulate the keys to program success.  Whatever process you use, after completing your ASP charts, you must ask yourself if it demonstrates you know your program:

· Have thought through the way ahead and developed a workable strategy?

· Have considered the pitfalls and how to build in flexibility to adjust as needed?

· Have a developed a way to measure how well you are doing?
