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Preface

The Contractor Acquisition and Performance Monitoring (CAPM) Process contained herein evolved as a part of an effort begun by the Space and Naval Warfare (SPAWAR) Systems Center (SSC) San Diego, Submarine Communications Division (D83) to improve its software engineering practices.  Additionally this document was to ensure the division's policies and procedures are commensurate, where applicable, with the Software Engineering Institute's guidance with regard to modern software development methodologies.  The CAPM Process was one of several areas being documented that would provide standard, agreed to processes, by which D83 would develop and maintain its software products.  

But because of its greater applicability across all of SSC San Diego, the CAPM Process has been assembled as a stand-alone document.  It is offered as a tool to aid SSC San Diego Software Project Managers through contractor acquisition and monitoring activities.  It is not intended to replace any official regulation governing the acquisition or monitoring of contractors; it is solely a guide.  

The SSC San Diego Software Engineering Process Office (SEPO) assumes responsibility for this document and updates it as required to meet the needs of users within SSC San Diego.  SEPO welcomes and solicits feedback from users of this document so that future revisions of this document will reflect improvements, based on organizational experience and lessons learned.  SEPO makes copies of this document available on the SSC San Diego Process Asset Library website at http://sepo.spawar.navy.mil.

Questions or comments regarding this document may be communicated to SEPO via the Document Change Request form located on Appendix B.
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SECTION 1.  Introduction

1.1
Purpose

The purpose of the Contractor Acquisition and Performance Monitoring (CAPM) Process is to assist software project managers in selecting qualified software contractors and monitoring them effectively.  The software project managers are required to be knowledgeable and experienced in software engineering.  A software project manager may need contractor support for all, or part, of a software development effort.  The CAPM Process applies to any part of the software development effort requiring contractor support.  It is not intended to replace any official regulation governing the acquisition or monitoring of contractors.  It is offered solely as a guide to Space and Naval Warfare (SPAWAR) Systems Center (SSC) San Diego’s technical personnel on issues they will need to consider and/or resolve in their interface with software support contractors and SSC San Diego’s contracting specialists.  

In keeping with SSC San Diego’s commitment to improve software product quality and reduce life cycle costs, and as a tool to assist in improving its software process maturity, this document provides SSC San Diego with a process for acquiring and managing contractor support services for software related tasks.  The objectives of this process are listed below:

a. Ensure that all contract management activities within SSC San Diego are performed in a disciplined, consistent, and repeatable manner.

b. Provide SSC San Diego software engineers with well-defined, established, and, acceptable ways to conduct their software contracting business.

c. Assist SSC San Diego managers in predicting, determining, and maintaining the health of their software projects.

d. Help SSC San Diego achieve success.

1.2
Applicability

The CAPM Process contained herein applies to all software projects requiring contractor support within SSC San Diego.

1.3
Tailoring and Waivers

It is expected that the CAPM Process contained in this document can be applied to all software projects requiring contractor support.  In the case of conflict between this document and higher level direction, preference will be given to the higher level direction and tailoring of this process will be required. 

1.4
Structure of Document

The CAPM Process is comprised of a Policy, a Process, and Appendices.  In this document, Policy refers to the high level direction on what is to be done.  Process refers to a detailed description, a flow, of what is to be done and will define how to do the activities required by the Policy.  

Section 1 is this Introduction.  Section 2 contains the Policy for CAPM.  Section 3 contains both a pictorial and narrative description of the process.  The Appendices contain forms, checklists, references, and other supporting information.

All references referred to or included in this document were current at the time.  The software project manager is responsible for ensuring use of the most current versions if updates have occurred after publication date of this document.  References are listed in Appendix H.

1.5
Life Cycle Mapping

Life cycle refers to the composite set of software development activities across time which are necessary to complete a software development project.  Software development is used as an inclusive term encompassing new development, modification, reuse, reengineering, maintenance, and all other activities resulting in software products.

A software project manager may need contractor support for all, or part, of a software development effort.  The CAPM Process applies to any part of the software development project requiring contractor support.

1.6
SSC San Diego Software Engineering Goals

Two of the SSC San Diego software engineering goals are "Produce quality software in shorter development cycles” and “Continuously improve customer satisfaction."  Several aspects of these goals are defined in the list below:

a. Quality is the ability of a product to satisfy its specified requirements and includes degrees of correctness, maintainability, portability, testability, efficiency, usability, reliability, flexibility, reusability, interoperability, and integrity.

b. Customers are all players on a project: management, project management, project team, customers, users, and sponsors. 

c. Satisfaction is receiving a quality product on time and within budget.

Based on a consensus of many experts and much literature in this field, an organization's chance for success depends first on having an exceptional manager and an effective development team (people).  Secondly, it depends on its software process maturity, and finally, on its effective use of technology.

People refers to the attributes of the personnel responsible for managing, performing, or overseeing the development and maintenance of their software products.  Management commitment and ability to hire and retain competent people are the most crucial elements in predicting an organization's success.  

Process refers to the way people approach software development and maintenance.  A software process consists of methods, activities, plans, practices, procedures, and steps used to produce and maintain software.  It is the fiber that connects people to technology, it allows people to effectively use their technology.  Process maturity is how well a process is defined, managed, measured, and controlled, and how effective it is.  Software process maturity is an indicator of software development capability.  

Technology refers to the tools, languages, information, and environments needed to develop and maintain software.  

Of the three, talented people are, by far, the most important element of any software organization.  Even a strong software engineering environment with well-institutionalized software processes cannot overcome unsound management or lack of a stable and competent workforce.  But even the best software professionals need a structured and disciplined environment in which to work; an environment which will allow them to gain and maintain control of their software development and maintenance processes.  Well-defined, repeatable, and widely applied software processes lead to a mature, and thus more capable, organization.  Processes also give reason and guidance to the technology used within the organization.  Reliance on a tool without the process in place that it is supposed to support often results in that tool being relegated to shelfware.  

Organizations must strive for balance - good software engineering processes, and the proper, although not necessarily the most current, technology, must be available to competent management and their workforce.  

This document will focus on the processes that SSC San Diego will use to acquire and manage contractor software services.  

1.7
Background

The Department of Defense (DoD) established the Software Engineering Institute (SEI) in 1984 to create standards of excellence for software engineering and to accelerate the transition of advanced technology and methods into practice.  One SEI project has been to provide the DoD with some way to characterize the capabilities of software development organizations and provide guidance on how to establish and improve software development processes.  The result is the Capability Maturity Model for Software (SW-CMM).  The SW-CMM is available from the SSC San Diego Software Engineering Process Office (SEPO), or refer to the Capability Maturity Model section or the SEI link of the SEPO Home Page for more information.

The SW-CMM presents recommended practices in a number of key process areas that have been shown to enhance software development and maintenance capability.  Key Process Areas (KPAs) of the SW-CMM are discussed in the Capability Maturity Model documentation.  By focusing on a limited set of activities within these KPAs, and working aggressively to achieve them, a developer can steadily improve the organization-wide software process to enable continuous and lasting gains in capability.  An organization's process maturity helps predict a project's ability to meet its goals.  Software process maturity is an indicator of software development capability.  Projects in an immature organization experience wide variations in achieving cost, schedule, functionality, and quality targets.  As an organization matures, the software process becomes better defined and more consistently implemented throughout the organization.  As an organization matures, costs decrease, development time shortens, and productivity and quality increase.

Continuous process improvement is based on many small, evolutionary steps rather than revolutionary innovations.  The SW-CMM provides a framework for organizing these evolutionary steps into five maturity levels that lay successive foundations for continuous process improvement.  This framework describes an evolutionary path from ad hoc, chaotic processes, to mature, disciplined processes. Except for Level 1, the Initial level, each maturity level is decomposed into several KPAs that indicate the areas an organization should focus on to improve their software processes. KPAs identify the issues that must be addressed in order to achieve a maturity level.  Each KPA represents a cluster of related activities that, when performed collectively, achieve a set of goals considered important for enhancing software process capability. 

1.8
SW-CMM Traceability

The CAPM Process is compliant with the goals of the Software Subcontractor Management (SSM) KPA of the SW-CMM, although the names differ.  Appendix A shows the components of the SW-CMM's SSM KPA and where these components are addressed in the CAPM Process.  

Note: The term "prime contractor" in the SSM KPA is the same as the "acquirer", i.e. the Government, in the CAPM Process, and "subcontractor" in the SW-CMM is the same as the "developer", i.e. contractor in the CAPM Process.  These terms are consistent with Reference f on Appendix H.

Per the SW-CMM, the goals of the SSM KPA involve selecting a  qualified software contractor, establishing commitments with the contractor, maintaining ongoing communications, and tracking and reviewing the contractor's performance and results.  The "subcontractor" addressed in this KPA actually represents support contractors at SSC San Diego.  For our purposes, the title SSM is better represented by the title Contractor Acquisition and Performance Monitoring, although the goals remain the same.  The contractor is selected based on their ability to perform the work.  The key practices of this KPA address the traditional acquisition process associated with contracting a defined portion of the work to another organization.  A contract, which is a documented agreement covering the technical and non-technical requirements, is established and is used as the basis for managing the contractor effort.  The work to be done by the contractor and the plans for the work are documented.  The standards that are to be followed by the contractor are compatible with the government's standards.  The software planning, tracking, and oversight activities for the contracted work are performed by the contractor.  The government ensures that these planning, tracking, and oversight activities are performed appropriately and that the software products delivered by the contractor satisfy their acceptance criteria.  The government works with the contractor to manage their product and process interfaces.

This document will provide SSC San Diego with a CAPM Process consistent with the evolutionary path suggested by the SW-CMM under the SSM KPA.
1.9
Training

In keeping with the principles of good software engineering practices and common sense, it is critical that all project personnel be trained for the jobs they are expected to do.  This includes training for contract management.  An already established course for Contracting Officers Representatives (COR) is mandatory before the COR can officially function in that position.  Training on the CAPM Process is provided in SEPO’s five-day Software Project Management course.

1.10
Tools

Information about the SSC San Diego contracting process and contracting regulations are available from the Procurement Quick Look Procedures Guide web site and the SSCSD Contracts Policy web site.

1.11
Improvement to this Process

To assure the quality of SSC San Diego's contractor acquisition and performance monitoring and the continued usefulness of this process, it is critical that those whose responsibility it is to manage the Government's interchange with contractors also provide the management of this process.

Improvement comes by measuring the process and by changing the process based on these measurements and on lessons learned.  Suggested measurements that can be collected are offered within each procedure in this document.  For each project, the metrics to be collected must be agreed to amongst the project personnel managing the contractor activities during the planning phases of the project.  

Suggestions on how to improve the process are encouraged and solicited at any time.  The process must continuously be evaluated for its effectiveness and changed based on that evaluation.  Please submit any suggestions for improving the CAPM Process via the Document Change Request (DCR) in Appendix B. 

1.12
Abbreviations and Acronyms

The abbreviations and acronyms used in this document are listed below:

BAFO
Best and Final Offer

CAPM
Contractor Acquisition and Performance Monitoring

CDRL
Contract Data Requirements List

COR
Contracting Officer’s Representative

DCR
Document Change Request

DFARS
Defense Federal Acquisition Regulations

DID
Data Item Description

DoD
Department of Defense

EIA
Electronic Industries Association

FAR
Federal Acquisition Regulations

IDTC
Indefinite Delivery Order Type Contract

IEEE
Institute of Electrical and Electronics Engineers

IGCE
Independent Government Cost Estimate

KPA
Key Process Area

NAP
Navy acquisition Procedures

NAVSUP
Naval Supply

OM&N
Operations and Maintenance, Navy

OPN
Other Procurement, Navy

POA&M
Plan of Actions and Milestones

PRP
Procurement Requirements Package

RCP
Request for Contractual Procurement

RDT&E
Research, Development, Test and Evaluation

RFP
Request for Proposal

SCE
Software Capability Evaluation

SCN
Ship Construction, Navy

SEI
Software Engineering Institute

SEPO
Software Engineering Process Office

SOW
Statement of Work

SPAWAR
Space and Naval Warfare

SSC 
SPAWAR Systems Center

SSM
Software Subcontractor Management

SW-CMM
Capability Maturity Model for Software
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SECTION 2.  Policy

2.1
Purpose

Whenever software contractor support services are required for a software project manager to complete the assigned tasking, satisfying the requirements of this policy will help ensure the successful completion of the proposed project task.

2.2
Policy

The software project manager shall select the best-qualified software contractor and monitor contractor performance to determine compliance with project commitments, risk to the project, ability to perform and deliver quality products, and process maturity.

The software project manager shall ensure compliance with existing SSC San Diego procedures for obtaining and maintaining contractor support services.

The software project manager shall ensure a COR is assigned to manage the contract.  The software project manager shall periodically review the management of the contract.

The software project manager shall ensure adequate acquisition planning is coordinated with the affected parties to accomplish the technical scope of the project.

The software project manager shall ensure adequate resources are available for planning, producing, implementing, and tracking the acquisition.  Adequate resources must also be available for monitoring performance and maintenance of the contract after award.  Resources include labor, time, equipment, tools, technology, and dollars.

It is critical that all project personnel be adequately trained for the technical, managerial, and contract management duties they are required to perform.  The software project manager shall especially ensure that all project personnel are trained in how to interface with contractors, and the COR is trained in how to effectively manage the acquisition and management of contracts.

The software project manager shall ensure the Government's requirements/needs are adequately defined and relayed to the contractor (i.e. Statement of Work (SOW) to include functional, technical, quality, logistical, non-technical, good software engineering, and the Contracting Officer's requirements).

When selecting a contractor, the software project manager shall ensure adequate and appropriate technical evaluation factors are applied as listed below:

a. The software project manager shall determine applicable technical evaluation criteria based on the task requirements such as domain expertise, past performance, proposed personnel, project and personnel management policies, and technical approach.

b. The software project manager shall make the evaluation of the standards, procedures, and software development processes used by the contractor an important part of the evaluation factors.  The software project manager shall consider the contractor's past performance in software engineering and the extent to which they are striving to improve their software development processes in accordance with established standards. 

The software project manager shall ensure appropriate and continuous interchange between Government task leaders and the contractors who are performing the tasking (i.e., continuous management and technical communication without engaging in personal services activities).

The software project manager shall ensure that contractor performance is routinely monitored and measured to establish that the contractor is performing in compliance with the agreed to requirements.  Periodic reviews with the contractor on his/her performance are desirable.  Monitoring and measuring include techniques such as monthly status reports, Software Capability Evaluations, maintaining contract folders, informal and formal technical and management reviews, and documents such as the contract, the contractor's Software Development Plan, and deliverables.  The software project manager will ensure that adequate tools, monitoring and tracking processes, such as estimating models, spreadsheet programs, and project management and scheduling programs, are available.  Overseers, monitors, and reviewers include the software project manager, the COR, representatives from Software Quality Assurance and Software Configuration Management, senior management, and the Contracting Officer.

The software project manager shall ensure that the requirements to transition to life cycle support are met either by the current contract or by follow on contracts.

The software project manager shall review the status of the project with higher level management, the COR, and appropriate government representatives on a periodic and event driven basis.  While the period may vary with the project, a review on a quarterly basis is recommended.  

The software project manager shall ensure continuous evaluation, measurement, and improvement of the CAPM Process. 

SECTION 3.  Process DESCRIPTION
3.1
Process Flow

Figure 3-1 gives the project manager a high level picture of the scope of activity needed to effectively acquire and monitor contractors.  It describes the process that a software project manager will need to follow to ensure a successful contract.  Information about the SSC San Diego contracting process and contracting regulations are available from the Procurement Quick Look Procedures Guide web site and the SSCSD Contracts Policy web site.

Note:   The term "contractual vehicle" as used in the flowchart and narrative description generally refers to either a contract or a delivery order.  For instance: The Indefinite Delivery Order Type Contract (IDTC) is used most often at SSC San Diego.  A software project manager would execute the steps in the flowchart to first acquire an IDTC and then again each time a delivery order on that IDTC is implemented with some variations described in the narrative.  Implementation of delivery orders requires less time and paperwork than needed for acquiring a contract.

3.2
Contracting Team at SSC San Diego

Experience at SSC San Diego has demonstrated that good software engineering plays an ever increasing, key role in our ability to be successful, responsive, competitive, and in the delivery of quality products to our customers on schedule and within budget.  Recent innovations in the software engineering discipline promise to reduce risks associated with this type of development if we are able to effectively adopt and utilize them.  SSC San Diego has made a major commitment of assets by establishing the SEPO to assist software project managers and software professionals in improving those relevant processes and procedures, thus reducing associated risks.  Only through proactive measures such as this can the mission in this vital area continue to be met.

But these efforts only address part of the problem, perhaps a minor part of the problem, since most of the software developed at SSC San Diego is developed by support contractors.  For SSC San Diego to be able to take advantage of these new software engineering techniques, contractors must adopt the same philosophies and take similar proactive measures to improve the quality of their products.  A contract is a set of documented commitments covering the technical and non-technical (e.g. legal, financial, and administrative) requirements, and is the basis for managing the work to be performed.  It is beyond the scope of this document to define and explain official regulations, policies, and processes for initiating and executing contracts or delivery orders.  These are embodied in various Federal and Defense Acquisition Regulations, and are implemented by SSC San Diego instructions and other directives (see Section 3.5.2). It is imperative that any software project manager planning to utilize contractor services ensures all parties strictly comply to all official regulations. 

"Remember, contractors and their employees are people, too.  Contractors want to do well, but they also need to earn a profit.  When contractors do poorly, it is usually because they have had to cut corners, have otherwise skimped on process, or have used lower paid and less skilled employees to lower their costs and provide a winning bid.  At the very outset of a software-intensive multi-source acquisition, you must help protect the contractor from these inclinations.  The best way is to require that they very clearly, and in detail, describe their software development and management process, the tools they will use, the skills they will employ, and that they provide explanations and demonstrations to persuade you that they 
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Figure 3-1.  CAPM Process Flow Diagram

can successfully provide your product with their process.  You must then evaluate their proposed process with the same care (or perhaps more care) than you apply to the evaluation of their proposed product.  When acquisitions fail, Government program managers often immediately point their fingers at the hapless contractor; i.e., the contractor is the enemy.  Sadly, those program managers do not realize that they, themselves, are the enemy.  Do no let this happen to you.  Build a team from the outset and develop a common purpose and a close working relationship with your contractor.  When programs fail there is no innocent party - both sides are guilty." (Mosemann, Lloyd K., II, comments provided to AFPAM63-115, May 1994).

3.3
CAPM Process Overview

Software contract management involves selecting a qualified software contractor, making sure that there exists a clear understanding of the requirements on the part of the Government and contractor with regard to the work to be performed, coordinating activities with the contractor, and tracking and reviewing the contractor's performance and work.  This process is written to give software project managers, and their government team, tools and techniques to successfully manage software contracts.

3.4
Software Contract Management Goals

The goals of successful software contract management are listed below: 

a. Goal 1 - Selection of a qualified contractor.

b. Goal 2 - The software standards, procedures, and product requirements invoked by the contract comply with our commitment to our customer, and contract requirements are understood and agreed to by both the Government and contractor. 

c. Goal 3 - Technical and administrative communication are continuously maintained throughout the life of the contract.

d. Goal 4 - The Government tracks the contractor's actual results and performance against the contract requirements and uses the data to reduce risk.

For a detailed discussion of the activities associated with each of these goals, refer to the Capability Maturity Model for Software, Version 1.1, CMU/SEI-93-TR24 and 25 (see the Capability Maturity Model section or the SEI link of the SEPO Home Page).
3.5
CAPM Process Tasks

3.5.1
Perform Acquisition Planning (Step 1)

To successfully satisfy the goals above, adequate planning must be done.  The amount of time required to process an acquisition varies, depending upon the dollar value, type of contract, type of supplies or services required, number and type of reviews and approvals necessary, and any special considerations involved, such as security clearances, government property, and so on but can take from several months up to a year, or more.  It is highly recommended that project managers involve representatives from Contracts, Legal Council, small business office, the COR, and other personnel as appropriate to aid in this planning process.  Involvement of the "right" people up front can save much time and effort later on.  Proper planning is the cornerstone of a successful acquisition.  It ensures that supplies and services are available when they are required.  Acquisition planning considers all aspects of the acquisition process, which includes the items listed below: 

a. Acquiring adequate funding and resources.

b. Deciding on the appropriate contract vehicle.

c. Determining if an existing contract vehicle can be used.

d. Preparing a Procurement Requirements Package (PRP).

e. Preparing documentation for contract files.

f. Scheduling for adequate review, routing, mailing and approval time, with minimum time periods for certain phases of the acquisition set by law or regulation.

g. Making available trained Government personnel to select and manage the contract.  

Information about the SSC San Diego contracting process and contracting regulations are available from the Procurement Quick Look Procedures Guide web site and the SSCSD Contracts Policy web site.

A Plan of Actions and Milestones (POA&M) for the specific procurement should be developed.  It is critical that milestones, schedules, and resources necessary to complete the procurement be identified and committed.  The POA&M is then used to track procurement progress.

3.5.2
Ensure Compliance with SSC San Diego Acquisition Regulations (Step 2)

There are several basic sets of regulations governing the formation of Navy software contracts, such as the Federal Acquisition Regulations (FAR) which are Government-wide, the Defense Federal Acquisition Regulations (DFARS) which are DoD-wide, and the Navy Acquisition Procedures (NAP).  In addition, there are numerous other Naval Supply (NAVSUP) and SSC San Diego instructions and rules that must be taken into account.  Information about contracting regulations is available from the SSCSD Contracts Policy web site.

3.5.3
Identify Contracting Officers Representative (Step 3)

The software project manager is responsible for designating a COR who will be responsible for assisting both the software project manager and the Contracting Officer in acquiring and managing the contract.  The COR must attend COR training and be officially approved by the Contracting Officer via a designation letter.  In some cases, the software project manager and the COR will be the same person; the Contracting Officer can identify these times.  Appendix C provides a checklist of COR duties both before and after award.  A COR file must be set up for the contract.  This file must be completely separate from all other technical documentation.  The file should include items such as the contract with any modifications, all delivery orders, a copy of each deliverable, and all financial and contractor status reports.  In addition, any specific reports prepared by the COR should also be included (e.g., annual contractor status evaluation).  

3.5.4
Ensure Adequate Resources Are Available (Step 4)

The software project manager shall ensure adequate resources are available for planning, producing, implementing, and tracking the acquisition.  Adequate resources must also be available for monitoring performance and maintenance of the contract after award.  Resources include labor, time, equipment, tools, technology, and dollars.  The software project manager and COR must use the procurement POA&M to ensure the right Government people will be available at the right times during the life of the contract and they have what they need to do their jobs.  They must also establish a realistic schedule and procure adequate funding of the appropriate type.

3.5.5
Ensure Required and Necessary Training Is Provided to Project Personnel (Step 5)

The software project manager must see that all Government personnel associated with the project are properly trained, not only in how to execute their software responsibilities, but also in how to interface appropriately with SSC San Diego's contract administration personnel and the contractors.  The COR must attend COR training and be officially approved by the Contracting Officer via a designation letter.

3.5.6
Determine Source Selection Strategy (Step 6)

3.5.6.1  Goal.  A quality engineering firm, currently performing state-of-the-art software engineering methodologies and techniques, will yield tremendous cost savings to the Government in the performance of contract requirements.  For example, quality work does not need to be repeated to get the desired product, thereby satisfying the integral schedule oftentimes directly mandated by our customer.

3.5.6.2  Type of Contracts.  The majority of acquisitions at SSC San Diego are full and open competition acquisitions as opposed to Small Business, Sole Source, or other types of acquisitions (see the SSC San Diego Procurement Quick Look Procedures Guide web site for further information).  Contract pricing arrangements of these full and open acquisitions, frequently referred to as the "type of contract", determine the Government's rights, degree of risk, and degree of interaction between Government and contractor.  Type of contract is determined by the Government to make the contractor's cost responsibility commensurate with the risk required to perform.  When software requirements are well-defined (such as upgrading or enhancing an existing system) and the risk of development is low, a firm fixed-price contract might be the right choice.  Where requirements are less well understood and development risk is high, a more flexible cost-reimbursable contract is the better choice.  The major contract types include fixed price, cost reimbursement, time and material, and indefinite delivery type.  The types of contracts are described below: 

a. Fixed price is an agreement to pay a specified, fair, and reasonable price for specific items or performance at the time of delivery.

b. Cost reimbursement contracts allow reimbursement of allowable and allocable incurred costs to the extent prescribed in the contract.

c. Time and material contracts are used for acquiring supplies or services on the basis of direct labor hours at specified fixed hourly rates and materials at cost.

d. Indefinite delivery type contracts are used when the exact times and/or quantities of future deliveries are not known at the time of award.  These are also referred to as delivery order contracts.

The indefinite delivery type contract (IDTC) is most often used at SSC San Diego for software support efforts.  The IDTC is desirable because detailed tasking, delivery schedules, and funding are not required until after the IDTC basic contract has been awarded.  The IDTC Statement of Work (SOW) describes in general terms the different types of work that may or may not be required.  Once the IDTC has been awarded, delivery order tasks are prepared that provide specific task requirements, delivery schedules, and costs.  Normally, an IDTC can be awarded for a period of one to five years.  The IDTC's can have many different options, e.g. one base year with several option years.  If an existing IDTC is available, preparing a delivery order is the quickest and easiest method of obtaining contractor support services.  If an existing IDTC is not available, the software project manager must initiate a Procurement Requirements Package for a new basic contract.  

3.5.6.3  Pre-existing Contract Vehicle.  An early assessment should be conducted to determine if there is an existing IDTC, with adequate performance requirements and ceilings, that can be used for the services to be acquired, or if there is justification for a Sole Source procurement from a contractor with unique capabilities, and with proven software capability.  The Contracting Officer will provide assistance in this determination.

3.5.6.4  New Contract.  In the event that a requirement is beyond the scope of an existing contract, execution of a new contract may be necessary.  The contracting process begins with the preparation of the Request for Proposal (RFP) which is developed from the information submitted in the PRP and is the basis for proposal evaluation, source selection, and contract award (see Section 3.7 for more information on the PRP).  The terms RFP and Solicitation are often used interchangeably.  An RFP or Solicitation becomes the contract after award.  The heart of the RFP is the SOW, a "what" document (see Section 3.7.3 for more information on the SOW).  Do not make the mistake of over specifying the software requirements and telling potential contractors "how" to develop or build the software.  A major purpose of source selection is to give industry the opportunity to develop and propose their optimum solution to your requirement.  The contract vehicle must be designed to clearly express a vision of product goals and performance effort and represents the formal means for communicating government requirements and the criteria used to judge contractor proposals.  The evaluation criteria should only measure those items that are valid discriminators and directly traceable to requirements (see Section 3.8 for technical evaluation criteria discussion).  See the SSC San Diego Procurement Quick Look Procedures Guide web site for further information on the contents of a typical RFP.  Since a competitive procurement process will add significant cost and time to the overall effort, careful planning is essential.  It is not unusual that a procurement action of this nature, from initial submission of a PRP to contract award, may add eight to ten months to the schedule.

Note:  Any RFP for software development work must require each offeror to show evidence of software process maturity commensurate with the work to be done (see the sample Technical Evaluation Plan in the Software Contracting section of the SEPO home page).  In addition, the PRP can contain provisions for the Government to conduct a Software Capability Evaluation (SCE) prior to award.  SEPO will provide guidance and assistance.  See the Capability Maturity Model section or SEI link of the SEPO Home Page for a description of SCEs.
3.5.6.5  Contract and Delivery Order Relationships.  Appendix D shows the relationship of contracts and delivery orders.  

3.5.6.6  Source Selection Plans.  At SSC San Diego, the terms Source Selection Plan and Technical Evaluation Plan are often used interchangeably even though in strict terms the Source Selection Plan is a more comprehensive document applied to the program level vice the project level.  The Source Selection Plans/Technical Evaluation Plans are generally submitted with the Procurement Requirements Package. See Section 3.8 for more information on technical evaluations.

Note:  No one, other than the SSC San Diego Contracting Officer, has the authority to request or direct the contractor to do anything that is not negotiated in a contractual vehicle nor to make changes to an already negotiated contractual vehicle.  

3.5.7
Prepare the Procurement Requirements Package (Step 7)

3.5.7.1  Preparation.  The preparation of an adequate PRP can shorten the time required to place a contract or delivery order.  The PRP consists of all documents required to facilitate the procurement request, and will vary depending upon the dollar value, type of contract, and on type of supplies or services to be procured.  Information about the SSC San Diego contracting procedures is available from the. Procurement Quick Look Procedures Guide web site.

The Technical Assistance Office, or Contracting Officer, will provide guidance and assistance for completing the items necessary for a specific procurement.  Each procurement request will always contain documentation that describes the requirement and specifies which data is to be delivered.  The PRP will also always identify the estimated cost of the acquisition, and the technical evaluation plan.  

Note:  The two most important documents for ensuring a successful contract are the SOW and the Technical Evaluation Plan.  It has been shown repeatedly that the success of a contract is directly related to the quality of the SOW and Technical Evaluation Plan.  

Because the requirements (SOW), data, cost, and Technical Evaluation Plan of each procurement are most critical, they are briefly discussed in the following sections.  

3.5.7.2  Preparing the Statement of Work.  The distinguishing characteristic of service contracts is that contractors perform identifiable tasks rather than furnish end items of supply.  Services can require professional or non-professional skills or a combination of the two.  The majority of government contracts include a SOW which forms the basis for successful performance by the contractor and effective administration of the contract by the Government.  A well written SOW enhances the opportunity for all potential offerors to compete equally for government contracts and serves as the standard for determining if the contractor meets the stated performance requirements.  The SOW must specify in clear, understandable terms, the work to be done in developing or producing the goods to be delivered or services to be performed by a contractor.  Preparation of an effective SOW requires both an understanding of the goods and services that are needed to satisfy a particular requirement and an ability to define what is required in specific, quantitative terms.  A SOW prepared in explicit terms will enable offerors to clearly understand the Government's needs.  This facilitates the preparation of responsive proposals and delivery of the required goods and services.  A well-written SOW also aids the Government in source selection and contract administration and management after award. In preparing a SOW for a service contract, the guidelines in MIL-HDBK-245D “Preparation of Statement of Work” can be followed.  A sample Statement of Work for software contracts is available from the SEPO Home Page. Contact the Technical Assistance Office, or Contracting Officer, for details on the specific format to be used for delivery order SOWs as formats can vary.

3.5.7.3  Contract Data Requirements List.  A properly written SOW establishes tasks that inherently generate information (data) in performance of that effort.  Deliverable data is a by-product of a SOW task and must meet requirements set forth in the Contract Data Requirements List (CDRL).  Information in the CDRL should not be duplicated in the SOW.  The SOW may reference data items related to a task.  These references shall be limited to the CDRL sequence numbers.  Conversely, each data item listed by sequence number on the CDRL shall specify the SOW paragraph to which it applies.  

As the contractor performs and completes the SOW tasks, data may be developed.  Ordering and delivery of data which the Government desires to retain is defined and scheduled through the use of the CDRL, DD Form 1423, in conjunction with the associated Data Item Description (DID), DD Form 1664.  The DID describes both the data and the preparation format and arrangement.  The CDRL is used to order the data required and to tailor the DID.

Submission of the data, which is generated from the SOW tasks, is generally expensive.  Proper tailoring and scheduling of data submission items requires particular attention by the SOW preparers.  For example, if certain elements of data are not needed, the DID shall be tailored downward.  These deletions should be noted in Block 16 of the CDRL item.  Further, when it meets the Government's needs, the contractor format for data products can be specified in Block 16 of the CDRL item.  Data costs can be further minimized by selectively eliminating unnecessary reports and requiring appropriately phased submissions.  Further Information about CDRLS and the SSC San Diego contracting process and contracting regulations are available from the Procurement Quick Look Procedures Guide web site and the SSCSD Contracts Policy web site.

3.5.7.4  Independent Government Cost Estimate.  Each PRP must have an Independent Government Cost Estimate (IGCE) done by the COR independent of any discussions or input from the contractor.  The IGCE breaks down the estimated cost of the acquisition and provides a measure of certain aspects of the cost proposals received from prospective contractors, such as those listed below:

a. The offeror's understanding of the anticipated effort.

b. Any contingency factors contained in the cost proposal.

c. The identification of possible buy-ins that may result in subsequent overruns if awarded as a cost type contract.

Comparison and reconciliation of the Government's cost estimate with the offeror's cost estimate for the same phases, segments, or events, brings into focus any areas of excessive or insufficient emphasis and provides a foundation for meaningful discussions with the offeror.

An IGCE for a service contract or associated delivery order must include the labor categories, the hours per category, and the estimated labor rates and any other direct charges.  Contact the Contracting Officer to determine the rates and categories to use.   A Software Estimation Process is also available from SEPO’s Home Page under the Software Project Planning KPA to assist in developing the IGCE.  

Also see Appendix E for a detailed discussion of how to acquire contractor support services.

3.5.8
Evaluate Proposal(s) and Make Award (Step 8)

Note:  The two most important documents for ensuring a successful contract are the SOW and the Technical Evaluation Plan.  It has been shown repeatedly that the success of a contract is directly related to the quality of the SOW and Technical Evaluation Plan.  

3.5.8.1  Plan.  At SSC San Diego, the terms Source Selection Plan and Technical Evaluation Plan are often used interchangeably even though in strict terms the Source Selection Plan is a more comprehensive document applied to the Program level vice the Project level.  

3.5.8.2  Criteria.  To determine if a contractor's proposal is technically acceptable, the software project manager, COR, and/or members of the project will be asked to conduct a technical evaluation of the proposals.  The technical evaluation team will compare each of the proposals to the technical evaluation criteria generated as part of the Technical Evaluation Plan and give each offeror a score.  Technical evaluation criteria generally include areas such as: Technical Approach, Personnel, Management, Past Performance, and Software Engineering Capability. The criteria are structured to allow the selection of the contractor proposal that offers the greatest value, highest degree of realism and credibility, and whose performance is expected to best meet the Government's objectives.  See the Contracting subpage of the SEPO Home Page for a sample Technical Evaluation Plan.  The scores are then used by the Contracting Officer in helping to determine technical acceptability and need for Best and Final Offers (BAFO).  

3.5.8.3  Software Engineering Evaluation Criteria.  Offerors should demonstrate they have plans in place to improve the quality and productivity of the software they produce, are progressing toward their improvement goals, and continue to improve their software maturity level throughout the life of the contract which is the basis for the Software Engineering Capability evaluation criteria.  The technical score for the Software Engineering Capability evaluation criteria shall be determined through an evaluation of the offeror's strengths and weaknesses in the SEI’s CMM KPAs as measured by the Software Process Improvement Plan and the Software Standards/Processes documentation that are provided with the proposal.  See the CMM Information subpage of the SEPO Home Page for sample Software Engineering Evaluation Criteria.

3.5.8.4  Types of Awards.  A Contracting Officer will use the input from the evaluation team and may use three basic methods to evaluate offers.  The methods are listed below:

a. Price alone may be used for advertised or negotiated acquisitions when the SOW or specification is well defined and permits the award of a fixed price contract.  This evaluation method is normally used for small purchases or when a reasonable expectation exists that offerors can meet the Government's minimum requirements (including delivery schedule).

b. Award to the lowest priced, technically acceptable offeror (Go/No Go) is used for negotiated solicitations when a firm requirement exists that may have more than one technical approach.  SSC San Diego evaluates technical proposals and determines whether the offer is technically acceptable.  Award is then made to the offeror submitting the lowest priced, technically acceptable proposal.  As part of the PRP, the requester must provide a description of the technical input (which prospective contractors must submit with the their proposal for evaluation) and a technical evaluation plan to determine acceptability.

c. Award based on factors other than price alone is used in negotiated acquisitions to ensure selection of the source whose proposal has the highest degree of realism and whose performance is expected to best meet stated Government requirements.  This evaluation method provides the Government the best value in terms of performance and other factors.  Award is therefore not always made to the lowest offeror.  Source selection based on best value is the preferred method and may be performed through either formal or informal source selection procedures, as described above.

Note:   Members of the technical evaluation team must sign a non-disclosure statement in which they agree not to reveal any information about the proposals to anyone outside the team.  

3.5.9
Process Delivery Order(s) (Step 9)

3.5.9.1  Preparation.  If the contract is an IDTC, delivery orders are generated.  The preparation of the delivery order will not be discussed here as all of the official SSC San Diego documentation pertaining to preparing a delivery order is available to the reader in the SSC San Diego. Procurement Quick Look Procedures Guide web site.

It is important that each new delivery order be reviewed thoroughly to ensure that all of the work is within scope of the basic contract.  Very often a contractor who has a large ceiling (negotiated amount of dollars, hours, and/or fee) in the contract may request use of the contract by other organizations inside or outside of SSC San Diego.  In these cases, the COR should coordinate with the Contracting Officer and be careful in reviewing the technical requirements of the delivery order to ensure that they are indeed within scope of the contract.
3.5.9.2  Funding.  The COR must be careful of what funds are used in funding the delivery order and that they match the funding plan generated during the acquisition of the basic contract.  If a mixing of funds is required (multiple-funding), then a special approval request must be inserted as part of the PRP.  Funding may be Research, Development, Test and Evaluation (RDT&E), Other Procurement, Navy (OPN), Ship Construction, Navy (SCN), Operations and Maintenance, Navy (OM&N), etc.  However, direct and overhead funds should not be used for the same delivery order.  It is very important to know if the funds are in work request form or direct cite.  How the dollars are identified controls how the dollars can be spent.  Work request dollars are obligated immediately as SSC San Diego dollars and have limitations on a maximum percentage that can be used for contract support.  Typically, a maximum of 49% can be used out-house.  Direct cite dollars, sometimes called Request for Contractual Procurement (RCP) dollars, are treated much differently.  There is no percentage limit since direct cite is contract dollars, i.e. 100% of the dollars are directed to the contractor.  It must be remembered however, that for processing of any stub at SSC San Diego, a percentage fee based on the total value of the contract or delivery order must be kept aside to pay SSC San Diego accounting and contracts for procurement processing.  These procurement fee costs/funds must be in work request form and be of the same customer order.   For additional information, see the Financial Control Guide on the Quick Look Procedures Guide web site.

3.5.9.3  Contractor Response.  The contractor will respond to SSC San Diego’s RFP by stipulating a cost for the task.  This will include labor hours, material, travel, and other items.  The Contracting Officer will send the quote to the COR and in turn the appropriate software project manager who will review it for technical accuracy (e.g., making sure that the CDRLs are responded to correctly and that SSC San Diego will be receiving what is required by the task).  To ensure that this step occurs satisfactorily, it is important that the software project manager has discussed with the contractor what the technical requirements of the task are.  This way submission of the technical response should be academic.  The only new information should be the contractor's costing of the task, which cannot be discussed before submission.  This should be reviewed closely to ensure that the cost of the task truly is the least expensive way to provide the technical information.  Also, the evaluator must make sure that the funding allocated for the task is enough to fund the task to completion, or at least enough to initiate the task with a plan in place for acquiring the balance of the funding.  If the contractor's quote is different than that of the IGCE then the Contracting Officer must negotiate the task with the contractor and will use the COR's evaluation of the contractor's proposal as the basis for negotiation.

3.5.10
After Award Communication (Step 10)

It is critical for the COR to maintain a trusting relationship with the Contracting Officer.  Personal interface is much more valuable than a phone call.  A constant interface will occur over the length of the contract, especially if the contract is used extensively by other software project managers.

The COR should also introduce himself/herself to the contractor representatives who will be interfacing with SSC San Diego.  It is important that at this first meeting the COR emphasize what his/her duties actually are.  Most contractors do not know exactly what the role of the COR is.  The contractor must understand that the COR can only give technical advice to the Contracting Officer and has no authority to change the contract or give technical direction to the contractor.  Personal services must be avoided at all times.  Appendix F discusses appropriate communication amongst all parties involved with the contract.  Also see “Keys to a Successful Meeting/Review” which discusses conducting effective reviews and meetings; this document is available on SEPO’s Home Page under the Software Project Tracking and Oversight KPA.

3.5.11
Perform Tracking and Monitoring of Contractor Performance (Step 11)

A COR file must be set up for the contract.  This file must be completely separate from all other technical documentation.  The file should include items, such as contract with any modifications, all delivery orders, a copy of each CDRL delivery, and all financial and contractor status reports.  In addition, any specific reports prepared by the COR should also be included (e.g., annual contractor status evaluation).  See Appendix C for a detailed checklist of file contents.

The COR must establish a tickler file to alert himself/herself of when the CDRLs are due.  Since each CDRL identifies the format of each technical deliverable, it is not too difficult to evaluate them when a DID is available.  The DID only covers the format and what the contents of the delivery should include, the actual information included in the delivery must be thoroughly evaluated by the software project manager or a designee.  Periodically, the COR will receive a request from contracts to verify that all of the CDRLs have been received by SSC San Diego.  The software project manager will inform the contract COR in writing whether the CDRLs has been satisfactorily met.  If they have, the COR will inform contracts in writing of acceptability.  Then the contractor will be paid by SSC San Diego.  This is a simplified approach to how CDRLs at SSC San Diego are tracked, but it gives the reader a basis of understanding.

The COR must also track contractor performance by logging, analyzing, and reporting on discrepancies between planned and actual amounts for labor hours, skill levels, other direct charges, schedules and many other items.  See Appendix G for details on performance monitoring activities.  It is important that discrepancies be understood and resolved quickly.  SCEs can also be conducted after award to determine contractor's software capability improvement.  See the Capability Maturity Model section or the SEI link of the SEPO Home Page for a description of SCEs.

3.5.12
Close Out Contract (Step 12)

Most contracts at SSC San Diego are multi-year in nature and therefore a annual contract review is typically required by the Contracting Officer.  The COR and software project managers will be requested by the Contracting Officer to provide a complete evaluation of the contractor's performance both at annual contract review and at the end of the contract.  It is very important that this report not be taken lightly, since information in this report will be used in fixing an award fee (if it is an award fee contract) or be used as a historical background of contractor performance for future contractor competition.  See the Quick Look Procedures Guide for more information on close out procedures.
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Appendix A.  Capability Maturity Model Traceability

Table A-1.  Software Subcontractor Management Key Practice Area

Goal/
Key Practice
Description
Coverage

Goal 1
The prime contractor selects qualified software subcontractors.
3.5.6-3.5.8

Goal 2
The prime contractor and the software subcontractor agree to their commitments to each other.
3.5.9.3

Goal 3
The prime contractor and the software subcontractor maintain ongoing communications.
3.5.10

Goal 4
The prime contractor tracks the software subcontractor's actual results and performance against its commitments.
3.5.11

Commitment 1
The project follows a written organizational policy for managing the software subcontract.
2.2

Commitment 2
A subcontract manager is designated to be responsible for establishing and managing the software subcontract.
3.5.4

Ability 1
Adequate resources and funding are provided for selecting the software subcontractor and managing the subcontract. 
3.5.4

Ability 2
Software managers and other individuals who are involved in establishing and managing the software subcontract are trained to perform these activities. 
3.5.5

Ability 3
Software managers and other individuals who are involved in managing the software subcontract receive orientation in the technical aspects of the subcontract. 
3.5.5

Activity 1
The work to be subcontracted is defined and planned according to a documented procedure 
3.1-3.5.12

Activity 2
The software subcontractor is selected, based on an evaluation of the subcontract bidders' ability to perform the work, according to a documented procedure.  
3.5.6

Activity 3
The contractual agreement between the prime contractor and the software subcontractor is used as the basis for managing the subcontract. 
3.5.11

Activity 4
A documented subcontractor's software development is reviewed and approved by the prime contractor.
3.5.6

Activity 5
A documented and approved subcontractor's software development plan is used for tracking the software activities and communicating status.
3.5.11

Activity 6
Changes to the software subcontractor's statement of work subcontract terms and conditions, and other commitments are resolved according to a documented procedure
See SSC San Diego Procurement Quick Look Procedures Guide

Activity 7
The prime contractor's management conducts periodic status/coordination reviews with the software subcontractor's management.
3.5.10

Activity 8
Periodic technical review and interchanges are held with the software subcontractor. 
3.5.10

Activity 9
Formal reviews to address the subcontractor's software engineering accomplishments and results are conducted at selected milestones according to a documented procedure.
3.5.10

Activity 10
The prime contractor's software quality assurance group monitors the subcontractor's software quality assurance activities according to a documented procedure 
See SSC SD SQA Process and SQA Plan Template

Activity 11
The prime contractor's software configuration management group monitors the subcontractor's activities for software configuration management according to a documented procedure. 
SCM Process

Activity 12
The prime contractor conducts acceptance testing as part of the delivery of the subcontractor's software products according to a documented procedure.
See SSC San Diego Software Test Planning and Management Guide

Activity 13
The software subcontractor's performance is evaluated on a periodic basis, and the evaluation is reviewed with the subcontractor.
See SSC San Diego Procurement Quick Look Procedures Guide

Measurement 1
Measurements are made and used to determine the status of the activities for managing the software subcontract. 
3.5.11

Verification 1
The activities for managing the software subcontract are reviewed with senior management on a periodic basis. 
See project specific procedures for management reviews

Verification 2
The activities for managing the software subcontract are reviewed with the project manager on both a periodic and event-driven basis. 
See project specific procedures for management reviews

Verification 3
The software quality assurance group reviews and/or audits the activities and work products for managing the software subcontract and reports the results. 
See SSCSD SQA Process and SQA Plan Template
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Appendix C. forms for Contracting Officer’s Representative 

C.1
COR Checklist

Depending on the requirements of the contract and the presiding Contracting Officer, any or all of the actions listed in Figure C-1 may be required of the COR concurrently and/or iteratively throughout the life of the contract and/or delivery order.


Action
_______Obtain nomination from Software Project Manager

_______Review the SSC San Diego Procurement Quick Look Procedures Guide



_______Attend COR training






_______Obtain delegation letter from Contracting Officer

_______Understand scope of responsibilities for each player, e.g. Software Project Manager, Contracting Officer, COR, contractor, etc.)

_______Translate project's technical requirements into contract format and language

_______Develop, submit, track, the Procurement Requirements Package

_______Facilitate technical evaluation of contractor's proposal

_______COR understands all provisions of contract

_______Establish and maintain a file of all documentation pertaining to the contract

_______Establish and maintain a performance tracking system



- delivery order log



- CDRL status



- planned vs actuals for staffing by skill levels, hours, dollars, and schedules

_______Establish and maintain frequent contact with the Contracting Officer

_______Ensure copies of all Government technical correspondence are forwarded to the Contracting Officer

_______In the event of contractor delay or failure to perform, determine cause and make recommendations for appropriate corrective and/or preventative measures to the Contracting Officer

_______Inform the Contracting Officer of unforeseen conditions or any contemplated changes

_______Periodically check contractor performance to ensure labor hours charged appear consistent and reasonable and any travel charged was necessary and actually occurred

_______Periodically check that individual contractor employees are of the skill levels required and are actually performing at the levels charged

_______Review, complete, sign, and forward the Contractor Invoice Reviews

_______Ensure the accuracy and adequacy of all documents submitted by the contractor; facilitate review of all deliverables; document approvals or reasons for rejections

_______Ensure that any Government-furnished property or contractor-acquired property is adequately monitored and accounted for, used properly, that satisfactory measures are taken to protect and safeguard it

_______Submit progress, performance, and receiving reports:


- to PCO:


- Monthly - Monthly Status Reports (which should be a contract deliverable) 


- At any time - deficiencies in contractor performance


- Annually - Annual report on contractor performance


- Within 60 days of contract completion - Report on contractor performance


- Within 60 days of contract completion - COR Contract File


- to SSC San Diego Property Administrator


- Annually - Annual Property Certification


- to Software Project Manager


- Frequently - status of accounting and tracking

_______Implement required modifications to contract and/or delivery orders

_______Report to the Contracting Officer any labor disputes, problems, or violations which have a potential for impairing the contractor's ability to perform

_______Notify the Contracting Officer of any pending COR reassignment

_______Inform both the Contracting Officer and contractor of any unsatisfactory performance

_______Establish, maintain, and control government technical interface with the contractor and preclude all personal service activities

_______Give prompt attention to correspondence from the contractor that requires approval or signature

_______Put task assignments or instructions to the contractor in writing

_______Complete close-out procedures

Figure C-1.  COR’s Checklist

C.2
COR Contract or Delivery Order File
A COR's Contract or Delivery Order File should contain copies of the following documentation as applicable:

1.  COR Documentation

a. COR nomination and appointment letters

b. Proof of COR training

c. Name, position title, and phone number of the alternate COR

d. Minutes of Contracting Officer's debriefing of COR

e. Termination letter for COR designation

2.  Contract or Delivery Order Documentation (for Original and any Modifications)

a. Procurement Request Package

b. Original RFP and all amendments and modifications

c. Contractor's technical proposal

d. COR's technical evaluation

e. Any pre-award correspondence

f. Contract or Delivery Order award documentation

3.  Funding Documentation

a. Original funding documents

b. Funding plans

c. Stubs

d. Invoices and vouchers

4.  Name, position title, phone number, and functions of every government person who is providing technical or administrative assistance

5.  Government Furnished Property/Contractor Acquired Property Documentation

a. Record of all GFP, the date provided to the contractor, and the condition

b. GFP/CAP Certification Reports

c. Annual Certification Report

6.  Performance Monitoring Data

a. Surveillance plan describing when, where, and how surveillance is accomplished, and the use of results

b. Government inspector's performance log and procedures

c. Performance reports (periodic, annual, and end of contract)

d. Descriptions of contractor performance or provisional deficiencies and corrective 
actions

7.  Tracking Data

a. Planned vs actuals (per month and cumulative)

1) Staffing by skill levels

2) Labor hours

3) Costs (labor, travel, other direct costs, fees)

4) Schedules

b. Deliverables

1) Due date, received date, review date, accept/reject date

2) Review results

3) Status

4) Receipt and acceptance documents

c. Action Items/Issues/Decisions

1) Description

2) POC

3) Due date

4) Status

d. Delivery Order Log

1) Start and stop dates

2) Amounts authorized, used, and balance remaining for dollars, hours, fee

8.  "Tickler system" for all contract due dates

9.  Contract "diary"

a. All memos, correspondence, and notes of significant conversations with the contractor, Contracting Officer, or other government officials involved in the contract

b. Record of attendees and minutes of each contract meeting

c. Record of unforeseeable situations, conditions, Acts of God, etc., and any actions taken to minimize adverse consequences

Appendix D.  Contract and Delivery Order Contents and Relationships

Figure D-1 shows the relationships between contracts and delivery orders and includes some of the contents.
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Figure D-1.  Contract and Delivery Order Relationships
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Appendix E.  Procedure for Acquiring Contractor Support Services

E.1
Purpose

To provide information on the activities required to obtain contractor support services when SSC San Diego in-house personnel are unable to complete project tasking.

E.2
Responsibilities

The software project manager is responsible for implementing the Contractor Acquisition and Performance Monitoring (CAPM) Policy.  The software project manager will act as the requester.

The Contracting Officer’s Representative (COR) is responsible for executing the duties outlined in Appendix C and will act as the liaison between the software project manager and both the SSC San Diego Contracting Officer and the contractor.

The Budget Analyst will be responsible for assuring the proper funding documentation is in place.

The Technical Assistance Office (TAO) of the Contracts Division is responsible for assigning a Technical Assistance Officer whose responsibility it is to shepherd the Procurement Requirements Package (PRP) from the requester through to issuance of the Request for Procurement (RFP).  Once the RFP has been issued, the assigned Contracting Officer is responsible for the package until and after it is awarded.  

E.3
Inputs

The inputs for this procedure are listed below:

a. SSC San Diego Procurement Quick Look Procedures Guide

b. Technical requirement which needs contractor support.

E.4
Entry Criteria

The software project manager has completed the following activities: 

a. Determined a need for contractor support services.

b. Reviewed SSC San Diego Procurement Quick Look Procedures Guide and this CAPM Process.

c. Obtained adequate resources and funding.

d. Planned for, or provided, adequate training for all project personnel involved with the contracting effort.

e. Designated a COR.

f. Ensured project personnel's awareness of, and compliance to, all official regulations for acquiring contractor services.

The COR has completed the following activities:

a. Reviewed SSC San Diego Procurement Quick Look Procedures Guide, and this CAPM Process

b. Received COR training

c. Received a letter of designation from the Contracting Officer.

E.5
Activities

E.5.1
Initiate New Contract Package

_______Choose the contract type, e.g. Indefinite Delivery Order Type Contract (IDTC), Cost Plus Fixed Fee, Completion type, Fixed Price, Small Business, etc.  The Contracting Officer will assist with this determination, although at SSC San Diego, most software support contracts are the IDTC type.   

_______Develop and track a Plan of Action and Milestones for generating and processing a PRP.

_______Develop the PRP.  The Software Engineering Processes by KPA subpage of the SEPO Home Page offers guidance for generating the SOW for either a basic contract or delivery order.

_______Submit proper funding documentation to Budget.

_______Submit completed PRP for processing.

_______Prepare for conducting a Software Capability Evaluation (see the CMM subpage of the SEPO Home Page for more information).

E.5.2
Initiate a New Delivery Order Package

_______Determine the desired delivery order is within scope, schedule, and ceilings of the basic contract (IDTC).

_______Develop and submit the PRP.  The Contracting for Software subpage of the SEPO Home Page offers guidance for generating the SOW for either a basic contract or delivery order.

E.5.3
Modifying an Existing Contract or Delivery Order

_______Determine area requiring modification.  Modifications are necessary whenever there are changes to scope, requirements, deliverables, schedule, costs, or funding. 

_______Develop and submit PRP outlining the desired changes. 

Note:  No one, other than the SSC San Diego Contracting Officer, has the authority to request or direct the contractor to do anything that is not negotiated in a contractual vehicle nor to make changes to an already negotiated contractual vehicle.  The use of contractors for personal services is also prohibited at all time (see Appendix F for a description of Personal Services).

E.6
Outputs

Outputs from this procedure are listed below:

a. New contract:  Standard Form 26 Award/Contract

b. Delivery Order:  DD Form 1155 Order for Supplies or Services

c. Modification:  Standard Form 30 Amendment of Solicitation/Modification of Contract.

E.7
Exit Criteria

The exit criteria for this procedure is that an acceptable contractor is on board and ready to begin tasking.  

E.8
Metrics

The metrics to be collected for this process include the length of time/number of hours each step of the procurement process took.

E.9
Tailoring

The Contracting Officer will act as final guidance on the activities required to obtain contractor support services when SSC San Diego in-house personnel are unable to complete project tasking and will take precedence over any part of this procedure.  Otherwise, no tailoring of the procedure is feasible.

E.10
References

· SSC San Diego Procurement Quick Look Procedures Guide
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Appendix F.  Procedure for Government and Contractor Interchange

F.1
Purpose

The purpose of this procedure is to ensure continuous management and technical interchange between government and contractor.  The objectives of this interchange are listed below:

a. Provide the contractor with visibility of the customer's and end user's needs and desires as appropriate.

b. Monitor the contractor's technical activities.

c. Verify the contractor’s interpretation and implementation of the technical requirements conform to the contract's requirements.

d. Verify that commitments are being met.

e. Verify that technical issues are being resolved in a timely manner.

Regularly scheduled meetings between appropriate Government and contractor personnel should be conducted to enable the exchange of technical or technical management information relating to each project.  All discussions between government and contractor personnel should be limited to technical and technical management issues (see document following for discussion of Personal Services).  Regular interface must also be maintained amongst appropriate government personnel.

F.2
Responsibility

The software project manager or Technical Coordinator has the responsibility of ensuring that regular technical interchange between the government and contractor occurs, and that appropriate project participants, both government and contractor, are included in the discussions.  The Contracting Officer's Representative (COR) has responsibility for providing documentation and input to both the software project manager and Contracting Officer.

F.3
Inputs

The input for this procedure is an approved contract.

F.4
Entry Criteria

The project has begun, and project participants, both Government and contractor, have been determined.

F.5
Activities

_______Determine types of reviews or meetings.  “Keys to a Successful meeting/Review” are defined in the Software Engineering Processes by KPA subpage of the SEPO Home Page under the Software Project Tracking and Oversight KPA.

_______Determine the schedule for planned technical and/or technical management meetings or reviews.  If the COR is not a regular participant, make sure that he/she is made aware of all meetings.  In determining the frequency of these meetings, it may be appropriate to consider one or more of the following items:


a.
Project size


b.
Complexity


c.
Cost


d.
Overall schedule/Critical path


e.
Risk


f.
Contractor dependencies on subcontractors.

Extemporaneous meetings should be held whenever performance issues or threat to completion issues arise.

_______Maintain regular technical interchange with Government and contract project and contract administration personnel either informally or formally via phone, e-mail, in person, etc.  and document action items, issues, and decisions.  Distribute as appropriate, and file copy in COR Contract/Delivery Order file.

_______The COR must regularly provide technical management data resulting from tracking contractor to the Software Project Manager.  The COR must provide contract documentation to the Contracting Officer according to contractual requirements and milestones.  Any nonconformance should be brought to the attention of the software project manager and Contracting Officer in a timely manner.  

F.6
Outputs

The outputs of this procedure are meeting minutes including Action Items, which are tracked to closure, and decisions.

F.7
Exit Criteria

Regular technical interchange meetings are being conducted, reported on, and any resulting Action Items are being tracked and acted upon.

F.8
Metrics

The metrics for this procedure are listed below:

a. Action Items open/closed

b. Number of meetings/reviews

c. Lessons learned for improving meetings/reviews.

F.9
Tailoring

None 

F.10
References

SECNAVINST 4200.27 (series) Proper Use of Contractor Personnel, 23 June 1976 


F.11
Personal Services at SSC San Diego

The purpose of this section is to provide guidance to ensure that tasks performed by contractor personnel are proper.

The following is intended to ensure that all SSC San Diego personnel having responsibilities related to contractor-furnished services understand the limitations upon the use of such services, the difference between personal and non-personal services, and the factors arising during contract administration which may render otherwise proper contracts illegal.

Basically, work at SSC San Diego is done in two ways -- "in-house" with military and civilian personnel, or "out-of-house" by contract.  Which way it is done is a decision based on policy, practicality, and law.  Generally speaking, it has been SSC San Diego policy for a number of years to perform commercial or industrial activities by contract unless some compelling reason -- such as military readiness, security, or economy -- warrants bringing the job "in-house".  The concern here is only that, if a decision is made by the SSC San Diego program manager to let a contract involving services, it is made properly, and uses the services properly.

The fundamentals that must be followed are these.  It is perfectly proper for SSC San Diego to purchase by contract what may be described as a finished product -- a piece of hardware, a defined piece of research, or a report.  Unless Congress has passed a specific statute to authorize something different, SSC San Diego personnel may not contract out for services of people who receive their assignments from SSC San Diego personnel, work under the direct supervision of SSC San Diego personnel, and whose relationship to SSC San Diego is thus no different from that of an SSC San Diego employee.  Where SSC San Diego wishes to procure services in this fashion, it must hire the people directly, in accordance with the Civil Service Laws.

A finished product versus personal services -- these form the two ends of the spectrum.  The one may be procured by contract; the other may not.  In between are situations where SSC San Diego does not want to hire people, yet the work it needs to have performed is essentially just labor.  In these situations SSC San Diego must still obtain the work by contract, providing two conditions are met: (1) the contract itself must ask for the finished product, only, and (2) the contract itself must be administered in such a way that control and supervision over the work and discretion as to the techniques which will be used remain solely with the contractor.

A contract may thus cross over into the forbidden area either because of the way it is written or because of the way it is administered.  The former should not occur very often.  The Armed Services Procurement Regulations (ASPR) provide adequate guidance and procedures which, if faithfully pursued, will ensure that every contract for services is in fact legal on its face.  But even the best-written contracts can later be ruled illegal if they are not administered properly.  Good, intelligent contract administration is really the key to avoiding personal services problems.

In planning the contract, the contracting officer must receive a great deal of willing cooperation from all hands -- technical personnel, legal personnel, and especially the users -- those with the requirement for the proposed services.  Under ASPR, before the contracting officer may enter into a service contract, he must make a written determination that the services are non-personal.  To do so, he must rely almost completely upon the users for the facts he needs, because only they can provide them.  As the first step, therefore, the contracting officer must learn the whole story -- of all the circumstances of what the services are to be and how they will be used.  In view of his/her responsibility for making the procurement, he/she deserves -- and has every right to receive -- the users' fullest assistance and candor.

Second, the users must provide the contracting officer with a detailed description of the job they want done.  Since the contract must be couched in terms of providing SSC San Diego with some sort of finished product, this is the information that will be needed to draft proper specifications or task orders or work assignments.  Although it is the job of the contracting personnel to reduce this information to contract format, it is the job of the users to explain precisely what work they want to be performed.

Third, there must be a review of all the collateral circumstances that might have a bearing upon whether an illegal personal services contract has been created.  Although the key factor is the degree to which SSC San Diego exercises control and supervision over the performance of the contract, the Civil Service Commission's opinion, as well as rulings of the Comptroller General, also look to related circumstances which, by their very nature, go hand in hand with the exercise of SSC San Diego’s control over contract performance.

SSC San Diego employees work on-site, whereas a contractor's employees may or may not.  Thus, providing the contractor with office space at SSC San Diego might lend weight to an inference that the contractor’s employees are, in effect, SSC San Diego employees.  By the same token, the work should be planned to avoid a mix of SSC San Diego and contractor personnel, so that they are not working side-by-side under similar conditions and supervision.  It should be cautioned, however, that a determination of personal services would still be found in cases where these personnel -- although physically separated -- were all performing the same work and were otherwise interchangeable.  The same would be true where succeeding contracts with different firms included provisions for orderly changeover of key personnel, and the same contract employees were found doing the same work at the same desk year after year.  And personal services have even been found in the past, in incentive or award fee contracts, where the evaluation of contract performance was made, not upon the whole job, but rather upon the separate performances of individual contractor employees.

Factors like these are important because each such piece of circumstantial evidence may contribute to a later conclusion that the services concerned are personal.  All of them pertain to supervision and control, and they are weighed according to the extent of their contributions to actual SSC San Diego control over the contractor's personnel.  Taken together and viewed objectively, they may give every practical appearance that contract employees are being treated as if they were actually SSC San Diego employees.

In the planning stage, then, requirements, technical, and contracting people should pursue every effort toward eliminating as many such factors as they can.  None of them alone would be necessarily fatal to the contract's legality, and some of them might indeed be absolutely necessary and, therefore, inevitable.  It is important to realize, however, that these ancillary factors can be critical to the result, and that they can be effectively provided for only in advance.  If they are carefully considered during the planning stage, and if there are good reasons for providing the contractor with tools, or working space, or doing anything else which might imply SSC San Diego supervision or control, then the contract can provide for them, and later be administered, in a manner which will be proper and will not be susceptible to drawing an inference of personal services later on.

The sort of planning described above should provide the contracting officer and his staff with all they need to know about the actual requirements, in order to reduce them to clearly defined work statements.  They must, then, in clear, understandable language, set forth exactly what SSC San Diego wants to have done.  They must provide in the contract all the specifications or instructions the contractor needs, both to understand and to complete the job.  This will ensure that SSC San Diego has the right to expect an acceptable end product without the need for control over the way the contractor goes about his work.

The contract, or the task orders or work assignments written under it, should adequately describe the job to be done so that further informal direction is unnecessary.  This, of course, does not mean they cannot be formally modified or amended, if needed.

Furthermore, the contract must avoid creating in SSC San Diego a specific or even an implicit power to hire or fire the contractor's employees.  It is always permissible to retain the authority to require security clearances or other legitimate and relevant administrative controls, but it must not go beyond that.  And it goes without saying that the contract must not provide for SSC San Diego supervision or control over the contractor's staff.

Sometimes it is the actions of the contractor himself, which will cause the contract to cross over into the forbidden area.  By being overzealous in attempting to be responsive to the SSC San Diego personnel with whom he is working, the contractor may initiate contracts which result in SSC San Diego control or supervision over the work being performed.  In other words, where the contractor himself continually asks SSC San Diego personnel for direction on how to carry out the various tasks required by the contract, SSC San Diego may end up, in effect, supervising the performance of the work.  This type of situation must be guarded against.
This page intentionally left blank.

Appendix G.  Procedure for Monitoring Contractor Performance

G.1.
Purpose

The purpose of this section is to provide information and guidance on how to effectively monitor the performance of contractors against government requirements to ensure software product quality.

G.2
Responsibility

The software project manager reviews monthly status reports, attends formal technical reviews and management reviews, provides input to contract and/or Delivery Order file evaluations, and determines the need for, and reviews results of, Software Capability Evaluations (SCE). The software project manager and appropriate Government representatives should conduct internal reviews/audits to verify the following items:

a. Activities for selecting the contractor

b. Activities for managing the contractor’s performance

c. The conduct of planned reviews with the contractor

d. The acceptance process for the contractor's software products. 

The COR ensures contractual data is collected, maintained, analyzed, and reported on and acts as the liaison among project personnel and management, the Contracting Officer, and the contractor.  The COR also ensures that work being performed is within scope and ceilings, planned vs. actuals for hours, dollars, fees, and schedules are tracked, and receipt and review of deliverables is accomplished.

G.3
Entry Criteria

A government project that requires contractor support has been commenced.  Appendix C COR Duties has been reviewed.

G.4
Inputs

The inputs for this procedure are listed below:

a. Contractor status reports

b. Technical review briefs

c. Contractor deliverables.

G.4
Activities

There are a variety of mechanisms available to Government personnel for monitoring contractors' performance.  Some of the methods are described in the following sections.  Each method will include inputs, activities and outputs.

G.4.1
Monthly Status Report
Inputs for the monthly status report may include the following items:

a. Overall brief of summary of status report

b. Status report of summary broken down by WBS element or task item

c. Project Metrics could include planned vs. actuals for the following:  

1) Cost 

2) Schedule

3) Size

4) Computer Resource Utilization

5) System maturity and stability

6) Build/release content

7) Staffing (skill levels and hours)

8) Design complexity.

d. Project health

e. Problems/issues

f. Action Items

g. Configuration Management Status Accounting Reports

h. Deliverable status

i. Trip reports.

The activities for the monthly status report are listed below:

a. Review monthly status report and determine if there are any significant problems.  If actual progress to date is falling behind planned progress, conduct an investigation or analysis to determine the cause of the deviation.  Look at items such as staffing profiles and size estimates to see if there are corresponding changes in requirements that account for the deviation.  Based on findings of analysis, develop a plan to get back on schedule or work with contractor to update schedule to account for changes in scope of work.

b. Review any corrective action status.  If the corrective action status indicate a high number of problems being detected, conduct an analysis to determine the cause.  Look at staffing profiles, size estimates, and staff productivity rates to determine if the contractors are trying to accomplish too much in too short a time.  Look at stability of the requirements to determine if the contractors are experiencing too much deviation.  Based on findings of analysis, develop a plan to resolve the current problems and minimize the number of defects in software products.

c. Update government tracking records with contractor's monthly status input, compare planned vs. actuals, and forward analysis of status of progress to project management.

The output for a monthly status report is a reviewed and signed copy of the report.

G.4.2
Peer Review

The input for a peer review is any project document which is ready for review.

The activities for a peer review are described in the SSC San Diego Peer Review Process.

The outputs from a peer review are listed below:

a. Approved/disapproved deliverable product

b. Problem/defect report

c. An action plan for defect correction (optional).

G.4.3
Formal Technical Reviews

The inputs for formal technical reviews are listed below;

a. Technical and program schedules and plans

b. Developmental progress

c. Summary of relevant product reviews

d. Agenda with action item updates

e. Relevant project personnel.

The activities for formal technical reviews are listed below:

a. Establish regular formal technical reviews.  Establish frequency of meetings, basic agenda, attendees list, form of record, and distribution of minutes.

b. Review the agenda and determine the desired attendees.  Agenda should include current status, review of action items and review of risk elements and mitigation strategy.  Attendees should include all project leaders and any other project member that are interested or are needed to focus on a particular technical area.

c. Ensure a successful meeting by using the “Keys to a Successful Meeting/Review” brief included in the Software Engineering Processes by KPA subpage of the SEPO Home Page and adhering to the principles in Appendix F of this Process, Government and Contractor Interchange

d. Conduct review using checklists contained in the documents listed below:

1) SSC San Diego Software Management for Executives Guidebook
2) SSC San Diego Peer Review Process
The output from a formal technical review is the reviewed and signed meeting minutes and action item list.

G.4.4
Management Review

The inputs for a management review are listed below:

a. Program, plans schedules and milestones

b. Developmental progress status

c. Summary of relevant product reviews

d. Agenda with action item updates

e. Project Risk Management Plan

f. COR evaluation of current contractual status

g. Relevant project personnel.

The activities for a management review are listed below:

a. Establish regular management reviews.  Establish frequency of meetings, basic agenda, attendees list, form of record, and distribution of minutes.

b. Prepare and publish agenda indicating items to be reviewed and persons responsible for presenting each item.  Include the data from the monthly status reports in addition to project status relative to the Software Development Plan and requirements and change order status.

c. Ensure a successful meeting by using the “Keys to a Successful Meeting/Review” brief included in the Software Engineering Processes by KPA subpage of the SEPO Home Page and adhering to the principles in Appendix F Government and Contractor Interchange.

d. Conduct review using checklists contained in the documents listed below:

1) SSC San Diego Software Management for Executives Guidebook
2) SSC San Diego Peer Review Process
The output from a management review is the reviewed and signed meeting minutes and action item list.

G.4.5
Contract and/or Delivery Order File Review

The input for a Contract and/or Delivery Order File Review is the contents of Contract/Delivery Order File which appears in Appendix D.

The activities for a Contract and/or Delivery Order File Review are listed below:

a. COR to maintain current contractual data.

b. COR to collect, track, and analyze all data contained in the Contract and/or Delivery Order file and during daily business, and forward issues to project management and/or the Contracting Officer.

c. Project management to review data provided by COR and determine and assign action items. 

The outputs from a Contract and/or Delivery Order File Review are listed below:

a. Written report on contractor performance to be forwarded to project management and the Contracting Officer.

b. Action item list with due dates and responsible individuals assigned.  

G.4.6
Software Capability Evaluations 

Software Capability Evaluations are an excellent tool for tracking a project’s progression to higher software maturity (see the CMM section of the SEPO Home Page for details on SCEs).

G.5
Exit Criteria

Contractor's performance during all phases of the task has been tracked and documented, and appropriate action taken.  

G.6
Metrics

The following metrics are the minimum to be considered:

a. Size - representative data to collect would include SLOC, function points, count of catalogue requirements, document page counts, etc.

b. Effort - representative data to collect would be civil service and contractor staff months, both estimated and actual.

c. Quality - representative data would include tracking of trouble reports, change requests, action items, and customer satisfaction information.

d. Budget - data would include tracking funding received, cost/schedule estimates, cost/schedule variances, cost to complete estimates, tracking of actuals, etc.

G.7
Tailoring

Tailoring of this procedure is based on need.  Every project requires the activities of this procedure to be done, but the types of inputs, intensity of activity, and amount of output will vary depending on the technical requirements of the project.  The COR must ensure that the results of tailoring the procedure will, in all cases, satisfy the Exit Criteria.

G.8
References 

The references for this procedure are listed below:

a. SSC San Diego Software Management for Executives Guidebook
b. SSC San Diego Peer Review Process
c. SSC San Diego Software Project Tracking and Oversight Process
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APPENDIX H.  References
The following references should always be used anytime contractor services are required:

a. SSC San Diego Procurement Quick Look Procedures Guide
b. MIL-HDBK-245D Preparation of Statement of Work (SOW)

c. SEPO home page (http://sepo.spawar.navy.mil)

d. SSC San Diego Contracts Policy web site (http://supply.spawar.navy.mil/policy)

e. Software Capability Maturity Model V1.1, CMU/SEI-93-TR24 and 25 

f. IEEE/EIA 12207, Software Life Cycle Processes
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