Session 4

A Systems Engineered Approach for Performance-Based Contracting







Session Theme

The RFP is one of the single, most important documents in acquisition. Using a Systems Engineered approach we are able to ensure that the process of developing the RFP will give us the most effective product or service in the time required at an affordable cost.

Session Competencies

By the completion of this session, participants will be able to:

Apply a "Systems Engineered" approach in developing performance-based RFPs, including understanding the related roles and responsibilities of key team members

Define the key process steps in RFP preparation and development

Understand the impact of performance-based contracting on each RFP section of the Uniform Contract Format (UCF)

Describe the contents/purpose of each section of an RFP

Understand the IPT concept and its application in performance-based RFPs 



Session Contents

4.0	Performance-Based Contracting as a Systems Engineered Process

4.1	Key Process Steps in PBC RFP Preparation

4.2	Exercise: The PBC Journey

4.3	Impacts of PBC on the Uniform Contract Format (UCF)

4.4	Using IPTs in Performance-Based Contracting

�Section 4.0



Practical Example

ìYou have to work to get a paycheckî (NEED). You have to be at a physical place to workî (REQUIREMENT). You will have to be involved in a process to ensure that all of the aspects of meeting the requirements are covered and that the process will get you where you want to go. 

 ìIf you donít know where you are going, you will get there.î 

 Requirement you need to be at work. Functional requirement must be met. Analysis what will make sure that I am at work. Some mode of movement : ìtransportationî, ìwhat methods will move or transport me to work ì 1. walk, 2. public transportation(train, taxi, bus), 3. car (buy, rent, lease), 4. Bike (motorized, non-motorized).  Depending on which is selected there are allocation of functions i.e. how to use, maintain, license required, up keep environment that it works best. All of the associated things and people that have to be in place to make things happen.

Use each one and do a verification ìdoes it meet the requirementî.

What are my Resources

Cost

time

storage

parking (home/work)

Trade-offs

Budget

Schedule

Supportability 

The student should see that there is more that one end result to achieving or meeting the requirement and that they all can do the job. The process includes the requirement definition, verification, allocation of functions to meet the requirement , verification and integration of the functions and verification.  This process takes place with each step and is done multiple times in all areas.

�4.0	Performance-Based Contracting as a Systems Engineered Process

Successful development of a performance-based contract requires viewing both the process and the product as an inter-related system of essential functions. In performance-based contracting, isolated actions in separate fields of logistics, engineering, budgeting, management, and contracting form an ensemble of “critical components” that are essential to each other’s success. Until this ensemble begins to interact productively and to understand the inter-operability of the parts, the mission cannot reach its objective. 

4.0.1	Practical Example

�

�Section 4.0.1: Definition of Systems Thinking

The instructor should note that there are many definitions of SYSTEMS APPROACH, it is a part of systems engineering, systems planning, or systems management.  The bottom line is that it is an integrated and iterative process that can be use to insure that all functions and requirements are met and applied.

A good place for the student to look in systems management is the DSMC Systems Engineering Management Guide, the DoD 5000.2-R and EIA/IS632 Systems Engineering Standard



�4.0.1	Practical Example, cont’d

�

�

Section 4.0.1: Permanence-Based Contract as a Systems Engineered Process vgs



This slide is used to show the students that the Systems Engineered approach can be used in the Major Acquisition, Smaller Acquisition and Services Acquisition.

For the Major acquisition the instructor should point out that this process is used where the Need/Results is translated into a Specification  is included in the Statement of Work (SOW) and the SOW is included in the RFP to which a solicitation is submitted.  Part of the checks and balances is that the specification meets the operational functional environment need. There is a verification of the specifications requirement against the need, at the same time there is the verification of SOW requirements to meet the to achieve the specification requirement, while the section M is the evaluation of the proposal against the RFP. While all these events do not happen in a vacuum they are constantly being reassessed.

Through best value contracting, a contractor's System Engineering ability and past performance should be evaluated during source selection. If a contractor is deemed capable of satisfying the requirements at this point, then some oversight and review requirements can be avoided by the Program Manager/ILS Manager (PM/ILSM). Thus offerors must be required to explain their capability and past performance in response to Section L of the Request For Proposal (RFP). 

Coupled with this evaluation during solicitation is the need to refrain from shackling the contractor, after contract award, with government review and approval requirements on detailed aspects or the System Engineering process



�4.0.1	Practical Example, cont’d

�

�System Engineering

Definition: 	System engineering (SE) is both a technical and management process. It is a discipline that ties together all aspects of a program to assure that the individual parts assemblies, subsystems, support equipment and associated operational equipment will effectively function as intended in the operational environment. It also is a logical sequence of activities and decisions transforming an operational need into a description of system performance parameters as well as a preferred system configuration.

�

�4.0.2	Relevant Policy and Resources for the PBC RFP Process

Defense Systems Management College, Systems Engineering Management Guide, �May 1996

EIA/IS - 632; Systems Engineering Standard (one source for guidance on Systems Engineering approach)

FAR part 15 - The Uniform Contract Format

DOD memo 10 May 1995, Use of Integrated Product and Process Development and Integrated Product Teams in DOD Acquisition

Defense Acquisition Deskbook - An automated reference tool that provides acquisition information for all DOD components across all functional disciplines. Provides access to the most current mandatory directives, discretionary guidance, practical advice, and software tools.

TurboStreamliner

DOD Guide to Integrated Product and Process Development, February 5, 1996

ìRules of the Road,î A Guide for Leading Successful Integrated Product Teams, November 1995

�Section 4.1



This is the list of participants for a major acquisition .

The RFP is the Key or lynch pin to getting a good contract, which can assist in getting a good product or service. The product or service key is the specification that is determined from the need.

 

With acquisition reform the thresholds have been changed and these processes do not apply to those procurements that are covered under Simplified Acquisition Threshold or the Simplified Acquisition Procedures.



The key to the technical success of  any program is systems planning. Recall that the three aspects of program management are technical, business and contract management.  Successful technical management depends on integration of the many aspects of the technical effort (including congruence with the business and contract management efforts). This takes planning by the Government and contractors individually as well as collectively. To all organizations and functions, planning is a s important to the program as results. Building plan consensus within the Government and contractor communities not only ensures coverage of all critical disciplines gut also creates ìownershipî by key supporting organizations.

�4.1	Key Process Steps in PBC RFP Preparation

�

4.1.1	Participants in the PBC RFP Process for a Major Acquisition

Technical community (Engineering, Logistics, Manufacturing, )

Business and Financial

Contracting

Industry

User community

Legal

Program Management



�Section 4.1.2 DOD’s System Approach.  The key activities that shall be performed are:

1.	Mission Need Analysis. Throughout the acquisition process the program office shall work with the user to establish and refine operational and design requirements that result in the proper balance between performance and cost within affordability constraints. Requirements analysis shall be conducted interactively with functional analysis/allocation to develop and refine system level functional and performance requirements, external interfaces and provide tractability among user requirements and design requirements.

2.	Functional Analysis/Allocation. Functional analysis/allocation shall be performed interactively to define successively lower level functional and performance requirements, including functional interfaces and architecture. Functional and performance requirements shall be traceable to higher level requirements. System requirements shall be allocated and defined in sufficient detail to provide design and verification criteria to support the integrated system design.

3.	Design Synthesis. Design synthesis and verification activities shall translate functional and performance requirements into design solutions to include: alternative people, product and process concepts and solutions, and internal and external interfaces. These design solutions shall be in sufficient detail to verify requirements have been met. The verification of the design shall include a cost effective combination of design analysis, design modeling and simulation, and demonstration and testing. The verification process shall address the design tools, products, and processes.

4.	Evaluation and Optimization. System analysis and control activities shall be established to serve as a basis for evaluating and selecting alternatives, measuring progress, and documenting design decisions. This shall include:

a.	The conduct of trade-off studies among requirements (operational, functional and performance), design alternatives and their related manufacturing, testing and support processes, program schedule and life-cycle cost at the appropriate level of detail to support decision-making and lead to a proper balance between performance and cost.

b.	The establishment of a risk management process to be applied throughout the design process. The risk management effort shall address the identification and evaluation of potential sources of technical risks based on the technology being used and its related design, manufacturing, test and support processes, risk mitigation efforts, and risk assessment and analysis. Technology transition planning and criteria shall be established as part of the overall risk management effort.

c.	A configuration management process to control the system products, processes and related documentation. The configuration management effort includes identifying, documenting, and verifying the functional and physical characteristics of an item; recording the configuration of an item; and controlling changes to an item and its documentation. It shall provide a complete audit trail of decisions.

d.	An integrated data management system to capture and control the technical baseline (configuration documentation, technical data, and technical manuals); provide data correlation and tractability among requirements, designs, decisions, rationale, and other related program planning, and reporting, support configuration procedures, and serve as a ready reference for the systems engineering effort. Pus shall use existing information systems and data formats rather than DOD unique systems and formats provided they can readily meet the program's information requirements and do not pose compatibility issues with operational DOD information systems and data.

e.	The establishment of system definition/test performance metrics to provide measures of how well the technical development and design are evolving relative to what was planned and relative to meeting system requirements in terms of performance, risk mitigation, ability to produce, cost and schedule. Performance metrics must be traceable to performance parameters identified by the operational user.

f.	The establishment of interface controls to ensure all internal and external interface requirement changes are properly recorded and communicated to all affected configuration items.

g.	A structured review process to demonstrate and confirm completion of required accomplishments and their exit criteria as defined in program planning. Reviews necessary to demonstrate, confirm, and coordinate progress will be incorporated into overall program Planning."

�4.1.2	DOD’s Systems Approach

�

�”The Program Manager shall ensure that a systems engineering process is used to translate operational needs and/or requirements into a system solution that includes the design, manufacturing, test and evaluation, and support processes and products. The systems engineering process shall establish a proper balance between performance, risk, cost, and schedule, employing a top-down iterative process of requirements analysis, functional analysis and allocation, design synthesis and verification, and system analysis and control.”

�

�4.1.2	DOD’s Systems Approach, cont’d

�

�The systems approach process shall:

1. 	Transform operational needs and requirements into an integrated system design solution through concurrent consideration of all life-cycle needs (i.e., development, manufacturing, test and evaluation, verification,  deployment, operations, support, training and disposal).

2.	Ensure the compatibility, interoperability and integration of all functional and physical interfaces and ensure that system definition and design reflect the requirements for all system elements: hardware, software, facilities, people, and data; and

3.	Characterize and manage technical risks.



�Section 4.2

The PBC Journey Exercise



1.	Have the students form groups of 5 or 6 people. The instructor should ensure, if at all possible, that there is an equal mix of functional disciplines assigned to each group.

2. 	Hand out the package of laminated cards to each group.

3.	With out telling the students how or in what order, have them study all of the available cards and then place stick them up on the wall surface provided (e.g., large felt wall covering) in the order that they feel will represent the flow of the Performance Based Contracting process(es).  Explain that this includes the processes before actually writing an RFP and the processes or elements of a RFP. The exercise is meant to have the students, using the “Systems Approach”, coupled with the group or team process, establish a flow and format for achieving a performance based RFP.



�4.2	Exercise: The PBC Journey

�

The participants will be given the necessary materials, such as "milestone markers," to accomplish the exercise. Upon completion, the facilitator will query them about their experience, particularly about any items of disagreement that they identified. Each team will review the other teams' products for consistency and discussion.

�This is the section by section FAR explanation of the UFC

Section A,	Solicitation/contract form

Section B,	Supplies or services and prices/costs.  Include on the second page of the solicitation brief descriptions of the supplies or services; e.g., item number, national stock number/part number if applicable, nouns, and quantities. (This includes incidental deliverables such as manuals and reports.)The second page may be supplemented as necessary by Optional Form 336, Continuation Sheet (53.302-336).

Section C,	Description/specifications/work statement.  Include any description or specifications needed in addition to Section B (see Part 11).

Section D,	Packaging and marking.  Provide packaging, packing, preservation, and marking requirements, if any.

Section E,	Inspection and acceptance.  Include inspection, acceptance, quality assurance, and reliability requirements (see Part 46, Quality Assurance).

Section F,	Deliveries or performance.  Specify the requirements for time, place, and method of delivery or performance (Subpart 11.4, Delivery or Performance Schedules, and 47.301-1).

Section G,	Contract administration data.  Include any required accounting and appropriation data and any required contract administration information or instructions other than those on the solicitation form.

Section H,	Special contract requirements.  Include a clear statement of any special contract requirements that are not included in Section I, Contract clauses, or in other sections of the uniform contract format.

	15.406-3 Part II -- Contract Clauses.

Section I,	Contract clauses.  The contracting officer shall include in this section the clauses required by law or by this regulation and any additional clauses expected to be included in any resulting contract, if these clauses are not required in any other section of the uniform contract format.

	When contracting by negotiation, the contracting officer shall insert the clause at 52.215-33, Order of Precedence, in solicitations and contracts to which the uniform contract format applies.

	Any alteration pertaining to the contract shall be included in this section as part of the clause at 52.252-4, Alterations in Contract. See Part 52, Solicitation Provisions and Contract Clauses.

	15.406-4 Part III -- List of Documents, Exhibits, and Other Attachments.

Section J,	List of attachments.  The contracting officer shall list the title, date, and number of pages for each attached document, exhibit, and other attachment.

	15.406-5 Part IV -- Representations and Instructions.

The contracting officer shall prepare the representations and instructions as follows:

Section K,	Representations, certifications, and other statements of offerors or quoters. Include in this section those solicitation provisions that require representations, certifications, or the submission of other information by offerors or quoters.

Section L,	Instructions, conditions, and notices to offerors or quoters.  Insert in this section solicitation provisions and other information and instructions not required elsewhere to guide offerors or quoters in preparing proposals or quotations. Any alteration pertaining to the solicitation shall be included in this section as part of the provision at 52.252-3, Alterations in Solicitation. Prospective offerors or quoters may be instructed to submit technical proposals in several parts to meet agency requirements. The severable parts should provide for separation of cost or pricing data, past performance data and, when needed, technical data. The instructions may specify further organization of proposal or quotation parts, such as

	(1)administrative, (2) management, (3)technical, (4)past performance, and  (5)cost or pricing data (see 15.804-6 and 15.804-8).

Section M,	Evaluation factors for award.  Identify all significant factors, including cost or price, cost or price-related factors, and non-cost or non-price-related factors, and any significant subfactors that will be considered in awarding the contract (see 15.605(d) and (e) and the multiple award provision at 52.215-34) and state the relative importance the Government places on those evaluation factors and subfactors.

�4.3	Impacts of PBC on the Uniform Contract Format (UCF)

�

�4.3.1	Relationship of Contract Sections

The government Request for Proposal (RFP) or solicitation defines the government's requirements and constitutes the cornerstone of the program, as it ultimately shapes the resultant contract. Therefore, the SOW must be consistent with all sections of the RFP. The SOW preparer should work closely with the overall RFP drafter and all contract section authors to achieve consistency. 

If acceptance and inspection of supplies or services is required to satisfy the contract, RFP Section E should address the acceptance criteria. Data deliverables are identified in Contract Data Requirements List (CDRL) exhibits to the contract. Section F (Deliveries or Performance) requires delivery of data listed in these exhibits. Clauses required by law, regulation, or any other clauses that may apply to a resulting contract are cited in Section I (Contract Clauses). Section J is a listing of all exhibits and attachments to the contract. 

Sections K, L, and M apply only to RFPs. They are contained at the end so that when the contract is awarded, they can be removed. Section K includes provisions that require representations, certifications, or the submission of other information by offerors. Section L includes provisions and other information or instructions to guide bidders/offerors in preparing their offers or bids in a manner that is responsive to the governmentís RFP. 

��4.3.1	Relationship of Contract Sections, cont’d

�Section M identifies the factors that will be considered in awarding the contract. It contains the evaluation criteria listed in order of importance and other factors for award. 

The SOW and Work Breakdown Structure (WBS) are utilized in preparing the corresponding CDRL, Section L, Section M, and other parts of the RFP/contract. Many new solicitations contain  statement of objectives (SOO) which states the results required and asks the contractor’s proposal to present the statement of work (SOW) that will be used to meet the results. The SOW and SOO may, at the preference of the procuring activity, be placed in one of several different locations in the solicitation. Because of the complex interrelationships among RFP/contract documents, use of a cross-reference matrix may be helpful.

�

�4.3.2	Lessons Learned in Developing a Systems Engineered PBC

�

�

The government should utilize IPTs to achieve integration of all functional requirements and prepare an "integrated" RFP. This will motivate the contractor to use concurrent engineering techniques in preparing his response. The PM/ILSM should also conduct integrated program reviews where the Navy's program office concurrent engineering team participates as a body. Separate functional only reviews should be minimized. This approach will result in the contractor using his concurrent engineering team to perform the reviews. 



�4.4	Using IPTs in Performance-Based Contracting

�

Systems Engineering uses the IPPD/IPT process to integrate the ìsystems approachî to RFP preparation. The Program/Technical planning approach for the government and industry is the same. Both parties must be together in the up-front or pre-planning of what is expected. This is not to say that industry helps in the preparation of the RFP but in the planning of  the process in preparation of the Acquisition. In the Performance Based world where the specification is written or communicated to the contractor in performance terms and the Contracts are written in performance terms it is incumbent on all parties to be able to understand each other. This ìCooperative Effortî is a shift in paradigm for all parties Government and Industry. This effort will with the change in the way we do business and greater dependence on computers and computer technology lead the way for the new future of PBC into what might be known as ìVirtual RFPî where both the government and industry can plug into the RFP and see if  the RFP will meet the  requirements and the proposal be evaluated.



�

Integrated Product and Process Development (IPPD) and Integrated Product Team (IPT) are management processes that integrate all activities from product concept through production/field support, using a multi-functional team, to simultaneously optimize the product and its manufacturing and sustainment processes to meet cost and performance objectives. IPPD is an expansion of concurrent engineering utilizing a systematic approach to the integrated, concurrent development of a product and its associated manufacturing and sustainment processes to satisfy customer needs. One of the ten tenets of an IPPD is that of multidisciplinary teamwork via Integrated Product Teams (IPTs). IPT is a Multidisciplinary teamwork approach to implement IPPD and enable making the right decisions at the right time. IPTs are composed of representatives from all appropriate functional disciplines working together with a Team leader to build successful and balanced programs, identify and resolve issues, and make sound and timely decisions. The purpose of IPTs is to make team decisions based on timely input from the entire team (e.g.., program management, engineering, manufacturing, test, logistics, financial management, procurement, and contract administration) including customers and suppliers. The program manager must give careful attention to participation with contractors on the IPTs while continuing to hold the contractor accountable for contract performance.  Acquisition Reform Principles: IPPD/IPT is a cornerstone principle of acquisition 

�4.4	Using IPTs in Performance-Based Contracting, cont’d

�

ìRules of the Roadî for IPPD/IPT can be found on the Web at the USN ARO home page listed in your list of web addresses in the appendix. There are several courses on what and how to establish and manage an IPT in the government.

�

1.	Customer Satisfaction: This is the ultimate objective of IPPD and it starts with an understanding of the customer's requirements.

2.	Team-work: IPPD requires a multidisciplined team, pulled from all stakeholders, and chartered to address issues impacting the overall product. The IPPD approach requires a product teaming structure characterized by open communication among team members, access to evolving information, concise understanding of roles and responsibilities, and commitment to the product versus commitment to the functional "home" office.

3.	Management Commitment: For IPPD to work effectively, there must be teamwork among the team members, open lines of communication among the team, and a commitment on the pan of management to give the IPT the time and resources necessary to achieve success. However, in the past, we have created functionally aligned, stovepipe organizations characterized by independent specialized areas, formalized communication channels, and intense management scrutiny. For IPPD to succeed, these organizations must break through this paradigm and management must allow a new culture to evolve. Management must create a climate in which the IPPD philosophy can flourish. Management must set goals for the organization and empower the IPT’s to make the required product a reality. Management must share their power with the individuals of the organization; this requires a strong commitment.

4.	Continual Improvement: IPPD requires continual improvement of the processes by which the product is developed. This will give you an improved product in less time and cost and a satisfied customer. In the "development" world this does not necessarily mean continually improving the design characteristics and attributes of a system, but to improve the design process.

5.	Work Processes: IPPD can reduce development time through the early identification and resolution of life-cycle concerns for the product. Early identification and resolution of problems avoids costly, time-consuming rework later in the effort. Studies indicate up to 70% of life cycle cost drivers are locked into a product after 20% of the development time has been expended. This 70/20 relationship provides IPPD the potential to reduce cost and development time. and increase quality through improved processes.

6.	Training:  With IPPD, a broad-based training program which focuses on individual needs and desires is the best overall training approach. The organization must provide the necessary training to bring the team members to the appropriate level of proficiency.  The team needs training to understand the basic roles and functions of each member of the team. Members of the multi-disciplined teams need improved methodologies, techniques, and tools to handle the complex integrated decision process as well as the necessary training to employ them.

7.	People as the Critical Resource: IPPD recognizes that people are a very valuable resource. Management alone is not responsible for managing and developing a product. If management represents ten percent of the organization, 90% of the organizational brain power is ignored. IPPD embraces continual process improvement and puts 100% of an organization's brain power to work improving and developing a product.  IPPD recognizes that the decision process is accomplished by members of the IPT. The concept of a multidisciplined team collectively addressing life-cycle issues for the product and making decisions regarding tradeoffs, stresses the importance of qualified and motivated individuals within the IPT’s

�4.4	Using IPTs in Performance-Based Contracting, cont’d

�

IPPD and Total Quality

Embedded in IPPD are seven of the key principles of Total Quality: customer, satisfaction, teamwork, management  commitment, continual improvement, work processes, training, and people as a critical resource.



�The 5000.1 StatesÖ.

POLICIES and PRINCIPLES

	The primary objective of the defense acquisition system is to acquire quality products that satisfy the needs of the operational user with measurable improvements to mission accomplishment, in a timely manner, at a fair and reasonable price. Successful acquisition programs are fundamentally dependent upon competent people, rational priorities, and clearly defined responsibilities. The following policies and principles govern the operation of the defense acquisition system and are divided into three major categories: (1 ) Translating Operational Needs into Stable, Affordable Programs, (2) Acquiring Quality Products, and (3) Organizing for Efficiency and Effectiveness. These principles shall guide all defense acquisition programs:

1. TRANSLATING OPERATIONAL NEEDS INTO STABLE, AFFORDABLE PROGRAMS

Integrated Product and Process Development (IPPD). PMs and other acquisition managers shall apply the concept of IPPD throughout the acquisition process to the maximum extent practicable. IPPD is a management technique that integrates all acquisition activities starting with requirements definition through production, fielding/deployment and operational support in order to optimize the design, manufacturing, business, and supportability processes. At the core of IPPD implementation are Integrated Product Teams (IPTs).

The 5000.2 statesÖÖ

DEFINITIONS

Integrated Product and Process Development (IPPD). A management technique that simultaneously integrates all essential acquisition activities through the use of multidisciplinary teams to optimize the design, manufacturing and supportability processes. IPPD facilitates meeting cost and performance objectives from product concept through production, including field support. One of the key IPPD tenets is multidisciplinary teamwork through Integrated Product Teams (IPTs).

PART 1

Overview of the Acquisition Management Process

	The acquisition process shall be structured in logical phases separated by major decision points called milestones. The process shall begin with the identification of broadly stated mission needs that cannot be satisfied by non-materiel solutions. Acquisition program stakeholders shall consider the full range of alternatives prior to deciding to initiate a new MDAP or MAIS. Threat projections, system performance, unit production cost estimates, life cycle costs, interoperability, cost-performance-schedule trade-offs, acquisition strategy, affordability constraints, and risk management shall be major considerations at each milestone decision point, including the decision to start a new program.

	At program initiation, and after consideration of the views of the Working-Level Integrated Product Team (IPT) and Overarching IPT members, the PM shall propose, and the MDA shall consider for approval, the appropriate milestones, the level of decision for each milestone, and the documentation needed for each milestone. This proposal shall consider the size, complexity, and risk of the program. The determinations made at program initiation shall be reexamined at each milestone in light of then-current program conditions.

Integrated Product Teams

	ì The Secretary of Defense has directed that the Department perform as many acquisition functions as possible, including oversight and review, using IPTs. These IPTs shall function in a spirit of teamwork with participants empowered and authorized, to the maximum extent possible, to make commitments for the organization or the functional area they represent. IPTs are composed of representatives from all appropriate functional disciplines working together to build successful programs and enabling decision-makers to make the right decisions at the right time.

�4.4	Using IPTs in Performance-Based Contracting, cont’d

�

�Secretary of Defense Perry, in his 10 May 1995 memo, presented the ten tenets of an IPPD.  This memo set the ground work for the requirements to use IPPD/IPT process within DOD to the maximum extent possible.

1.	Customer Focus -   The primary objective of IPPD is to satisfy the customer's needs better, faster and at less cost.  The customer's needs should determine the nature of the product and its associated processes. 

2.	Concurrent Development of Products and Processes - Processes should be developed concurrently with the products which they support.  It is critical that the processes used to manage, develop, manufacture, verify, test, deploy, operate, support, train people, and eventually dispose of the product be considered during product development.  Product and process design and performance should be kept in balance. 

3.	Early and Continuous Life Cycle Planning - Planning for a product and its processes should begin early in the science  & technology phase (especially advanced development) and extend throughout a product's life cycle.  Early life cycle planning, which includes customers, functions and suppliers, lays a solid foundation for the various phases of a product and its processes.  Key program events should be defined so that resources can be applied and the impact of resource constraints can be better understood and managed.  

4.	Maximize Flexibility for Optimization and Use of Contractor Unique Approaches:  Requests for Proposals (RFP's) and contracts should provide maximum flexibility for optimization and use of contractor unique processes and commercial specifications, standards and practices.

5.	Encourage Robust Design and Improved Process Capability -  Encourage use of advanced design and manufacturing techniques that promote achieving quality through design, products with little sensitivity to variations in the manufacturing process (robust design) and focus on process capability and continuous process improvement.  Utilize such tools as “Six-Sigma” process control and lean/agile manufacturing concepts to advantage.

6.	Event-Driven Scheduling -   A scheduling framework should be established which relates program events to their associated accomplishments and accomplishment criteria.  An event is considered complete only when the accomplishments associated with the event have been completed as measured by the accomplishment criteria.  This event-driven scheduling reduces risk by ensuring that product and process maturity are incrementally demonstrated prior to beginning follow-on activities. 

7.	Multidisciplinary Teamwork -   Multidisciplinary teamwork is essential to the integrated and concurrent development of a product and its processes.  The right people at the right place at the right time are required to make timely decisions.  Team decisions should be based on the combined input of the entire team (e.g. engineering, manufacturing, test, logistics, financial management, contracting personnel) to include customers and suppliers.  Each team member needs to understand their role and support  the roles of the other members, as well as understand the constraints under which other team members operate.  Communication within teams and between teams should be open with team success emphasized and rewarded.  

8.	Empowerment -  Decisions should be driven to the lowest possible level commensurate with risk.  Resources should be allocated at levels consistent with authority, responsibility, and the ability of the people.  The team should be given the authority, responsibility, and resources to manage their product and its risk commensurate with the team's capabilities.  The team should accept responsibility and be held accountable for the results of their effort. 

9.	Seamless Management Tools -  A framework should be established which relates products and processes at all levels to demonstrate dependency and interrelationships.   A single management system should be established that relates requirements, planning, resource allocation, execution and program tracking over the product's life cycle.  This integrated approach helps ensure teams have all available information thereby enhancing team decision making at all levels.  Capabilities should be proved to share technical and business information throughout the product life cycle through the use of acquisition and support databases and software tools for accessing, exchanging, and viewing information.

10. Proactive Identification and Management of Risk -   Critical cost, schedule and technical parameters related to system characteristics should be identified from risk analyses and user requirements.  Technical and business performance measurement plans, with appropriate metrics, should be developed and compared to best-in-class industry benchmarks to provide continuing verification of the degree of anticipated and actual achievement of technical and business parameters

�4.4	Using IPTs in Performance-Based Contracting, cont’d

�

The teaming approach that is used in the IPT process is to aid in the development of an RFP without the functional stovepipe effects, which often develop when each functional area creates its own part of the process in a vacuum.

�Potential Pitfalls

Reporting chains of command can be awkward

	Who writes the review, who is the approval authority, etc.

Rewards for ìteam playingî are still scarce



GROUPTHINK 

The term "Groupthink" was created by theorist Irving Janis. It describes those situations where agreement is so desired by all group members that they tend to abandon rational thought and begin thinking as a single unit. Groupthink causes a failure to weigh the pros and cons of an issue and causes members to dismiss their Individual thoughts or concerns as Irrelevant. The slogans of Groupthink are lack of disagreement, high cohesiveness/conformity, and perceived Infallibility.

The conformity of Groupthink undermines the success of any group, especially a Process Action Team (PAT), where it prevents an adequate search for alternative solutions and may cause the group to make poor decisions. The PAT facilitator should be vigilant to signs of Groupthink and steer the team away from It.



AVOIDING GROUPTHINK

 There are other actions the team can take to avoid the pitfalls of Groupthink

1. Establish Debates - Frame every issue as a debate between alternatives.

2. Assign Gadflies, Devils Advocates, Fact Checkers, and Second Guessers.

3. Seek Outside Opinions.

4. Include Some Checkpoints In the Decision-Making Process to permit members to pause, regroup, and consult the map one more time.

�4.4.1	Successful PBC IPTs

�

�

�
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