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ACQUISITION MANAGEMENT SYSTEM OVERVIEW

1.1  Purpose
Purpose

[image: image21.wmf]The Federal Aviation Administration (FAA) Acquisition Management System (AMS) establishes policy and guidance for all aspects of the acquisition lifecycle from the determination of mission needs to the procurement and lifecycle management of products and services that satisfy those needs. It is intended to simplify, integrate, and unify the elements of lifecycle acquisition management into an efficient and effective system that increases the quality, reduces the time, and decreases the cost of delivering needed services to its customers.

1.2  Background
Background

The FAA developed the Acquisition Management System in response to Public Law 104-50 which was signed by the President on November 15, 1995. Section 348 of the law directed the FAA to:

"...develop an Acquisition Management System that addresses the unique needs of the agency and, at a minimum, provides for more timely and cost-effective acquisition of equipment and materials."

Expanding the procurement reforms previously authorized by Public Law 104-50, the FAA Re-authorization Act of 1996, Public Law 104-264, October 9, 1996, provides the Administrator with autonomy in carrying out the functions of the Administrator and the Administration, and the authority to enter into such contracts, leases, cooperative agreements or other transactions with public and private entities on such terms and conditions as the Administrator may consider appropriate.

1.3  Precedence
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Precedence

The Acquisition Management System defines all acquisition and procurement policy within the FAA. It replaces existing policy pertaining to the elements of acquisition management, including functional disciplines such as logistics support, test and evaluation, human factors, configuration management, contracting, and transition to operational use. Policy for the functional disciplines is contained in Section 2.9, while related guidance (e.g., instructions, best practices, lessons learned, other job-related aids) are in the FAA Acquisition Management System Toolset - FAST (see Section 1.7). FAA's policy regarding legal participation is defined elsewhere.

The Acquisition Management System supersedes the Major Acquisition Policies and Procedures of the Department of Transportation, and all other acquisition and procurement statutes and regulations including the Federal Acquisition Regulation. Contracts awarded prior to April 1, 1996, remain under the Federal Acquisition Regulation until bilateral modification brings them under the Acquisition Management System. The FAA will continue to follow certain other statutes identified in the guidance section of FAST.

1.4  Applicability
Applicability

[image: image23.wmf]The Acquisition Management System applies to the activities associated with the analysis of agency needs, determination of requirements, analysis of investment alternatives, establishment of acquisition programs, allocation and expenditure of resources, procurement and deployment of needed products and services, the in-service management of fielded capability, and eventual disposal of obsolete products. It applies to all acquisition programs of any cost and any appropriation. This includes programs managed at headquarters and those managed by the regions, centers, and other field activities.
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Acquisition programs are sponsored, fully funded efforts initiated at the investment decision by the Joint Resources Council to satisfy approved mission needs. Typically, multiple procurements and several projects may reside within the authority of a single acquisition program, and may be funded directly from it. These projects and procurements must comply with the appropriate requirements of Section 3, Procurement Policy, but do not need separate approval from the Joint Resources Council or separate AMS documentation.

Waivers or deviations from this policy may be approved by the FAA Acquisition Executive (referred to as the Acquisition Executive throughout this document).

1.5 Key Attributes
Key Attributes (Revised 09/1999)
The Acquisition Management System embodies seven key attributes considered essential for achieving good acquisition management. The seven attributes are:

 Effectiveness - the timely and cost-effective acquisition of products and services that work well for the customer.

 Flexibility - the ability to make good decisions based on best practices for particular circumstances rather than rigid adherence to standard procedures.

 Efficiency - simple processes and a competent workforce that achieve good decisions without undue oversight or waste of resources.

 Checks and balances - a system of program boundaries and monitoring techniques that identify and correct problems before they become unmanageable.

 Assurance of balance - a healthy tension between the pull of requirements and the push of technology that enables the agency to best satisfy mission needs within realistic resource constraints.

 Public trust - fairness and trust achieved through open and honest communications with industry, the aviation community, and the public.

 Continuous process improvement – the systematic ongoing activity to improve the capability, efficiency, and effectiveness of agency processes (Added 09/1999)
1.6  Structure of the Acquisition Management System
Structure of the Acquisition Management System

[image: image25.png]ACQUISITION PROGRAMS

Integrated Product Team

Functional
""" Disciplines

PRODUCTS AND SERVICES




The Acquisition Management System consists of core policy, generic processes, and an extensive reference set of guidance and job-related aids (see Figure 1-1). This integrated set of policy, processes, and guidance is managed through agency-wide acquisition policy configuration management, and is intended to facilitate efficient and effective acquisition management by the workforce. It is located in the FAA Acquisition System Toolset (FAST), an on-line information system available at employee workstations via the Internet (http://fast.faa.gov).

Figure 1-1
FAA Acquisition Management System structure minimizes mandatory policy and stresses guidance and best practices.

1.6.1 
Core Policy

This document contains the core policy of the Acquisition Management System. This policy applies universally across the FAA, and is intended to be lean and efficient so agency energy can be focused on the products and services needed by users and customers. Section 2 of this document contains all lifecycle acquisition management policy. Section 3 contains all procurement policy. Throughout, core policy stresses delegation of authority to the appropriate level, empowerment of a fully qualified workforce, the increased use of guidelines in place of detailed policy, and enlightened management.

1.6.2
Generic Processes

A set of generic processes for each primary acquisition category (systems and software, facilities, and services) supplements this core policy. These generic processes are tailored for different types of acquisition programs within each acquisition category (e.g., simple purchases of commercial equipment, nondevelopmental item hardware with developmental software, full developmental programs, leased services, major new facilities, modification of existing facilities). They provide a standard set of activities and decisions to assist the workforce in planning and managing acquisition programs during the solution implementation and in-service management phases. There are also generic processes for conducting mission analysis and investment analysis.

1.6.3
Guidance and Job-Related Aids

A comprehensive reference set of guidance, instructions, templates, databases, and checklists are linked directly to specific activities in the generic processes. They are intended to support the workforce in planning and executing all aspects of the Acquisition Management System. This reference set is intended to be tailored for the circumstances of each acquisition program.

1.7 FAA Acquisition System Toolset (FAST)
FAA Acquisition System Toolset (FAST)

The FAA Acquisition System Toolset is the official record of the Acquisition Management System. FAST is an on-line information system available at employee workstations via the Internet (http://fast.faa.gov). It contains all acquisition management policy, process flowcharts, guidance, procurement clauses and prescriptions, document templates and instructions, checklists, best practices, lessons learned, and other job-related aids for use by the workforce. FAST is updated on a continuing basis under strict configuration control. 

1.8 Key Features
Key Features

The following are key features of the Acquisition Management System:

LIFECYCLE ACQUISITION MANAGEMENT POLICY
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  Creates a seamless lifecycle acquisition management process that extends from mission analysis to product disposal.
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  Explores advanced technology opportunities and non-traditional operational concepts in full partnership between providers and users/customers.
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  Provides a framework for evolutionary product development so the upgrade of complex systems can be faster and cheaper.
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  Stresses preference for commercial and nondevelopmental solutions to mission needs.
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  Streamlines policy so effort and resources are focused on products.
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  Establishes a rigorous configuration control process for improving the Acquisition Management System continuously.
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  Places resource decisionmaking at the Corporate level and program decisionmaking with Integrated Product Teams to increase the pace of doing business and stabilize program execution.

[image: image8.png]


  Establishes a strong capability for mission analysis that looks forward in time to identify and prioritize needs before they become operational problems.
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  Establishes a strong capability for investment analysis that ensures rigorous and impartial treatment of alternative strategies for satisfying mission need, while also achieving "buy-in" from the users who must live with the solution and the providers who deliver it.
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Unifies Acquisition Management System processes with agency planning, programming, and budgeting; the NAS Architecture; and long-range strategic planning. 
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Institutes continuous process improvement throughout the agency using periodic comparison of FAA processes to best practices, including those embodied in the FAA integrated Capability Maturity Model (Added 09/1999)

PROCUREMENT POLICY
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  Establishes competition for products and services among two or more sources as the preferred method of source selection.
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  Strives to provide small businesses with attainable and reasonable opportunities to participate as contractors and subcontractors.
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  Enables tailoring of processes and guidance to meet the goals of each requirement.
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  Encourages industry participation in the development of requirements and solutions throughout the lifecycle acquisition management process.
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  Establishes lists of qualified vendors for products and services based on their capabilities and past performance.
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  Eliminates the requirement for formal solicitation and allows screening to narrow offerors to only those likely to receive an award based on capabilities and past performance.
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  Delegates source selection responsibility, authority, and accountability to the Integrated Product Team.
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  Resolves protests and contract disputes at the agency level through the FAA Dispute Resolution System.

1.9 AMS Configuration Management
AMS Configuration Management (Revised 09/1999)
The Acquisition Management System (AMS) contains all agency acquisition and procurement policy, as well as additional information contained in FAST.  The AMS is the exclusive source for acquisition management and procurement policy and guidance within the FAA.

The AMS is under formal configuration control and is managed as a system to ensure: 

· Every change strengthens and improves it, and makes it more useful to the acquisition workforce; 

· Policy remains lean, streamlined, and effective; 

· Information is consistent and compatible across all functional disciplines; 

· Quality is maintained and improved; and

· A "system view" is consistent and strengthened.
1.9.1
Initiating and Developing Changes (Revised 09/1999)
 Anyone may propose changes to the Acquisition Management System by submitting them to the AMS Configuration Manager (ASU-100).  Offices of Primary Responsibility (OPR) for individual functional disciplines, within the Lines of Business (LOB), do not have authority to unilaterally create or make changes to acquisition management policy or guidance.  Proposed changes, including additions and deletions, must be submitted to the AMS Configuration Manager, who will process them in accordance with the procedures described in the Initiator Guidance document contained in FAST.  Originators will be requested to develop the proposed change fully in conjunction with the cognizant functional organization, or in the case of a complex change, an ad hoc workgroup established to develop the change and resolve issues.

1.9.2
Evaluating and Approving Changes (Revised 09/1999)
A corporate cross-functional body, the Acquisition System Advisory Group (ASAG), co-chaired by the AMS Configuration Manager and a rotating co-chair from a LOB other than ARA, evaluates all proposed changes to ensure they improve the AMS and are consistent with agency direction. The Acquisition System Advisory Group also initiates changes, and establishes working groups to develop new policy and guidance. It ensures the full participation of all affected organizations, informs and solicits guidance from management, resolves issues, and gains consensus. ASAG endorsed policy changes are presented, via the Acquisition Executive, to the Administrator for approval. The Director, Office of Acquisitions, is delegated authority to approve and issue all guidance changes endorsed by the ASAG.

1.9.3
Availability of Approved Changes

Approved changes are incorporated into FAST on a continuing basis. Change pages to policy and guidance may be printed from FAST at any individual workstation and inserted into the hard-copy policy document. Revised printed copies of the policy document will be issued periodically. The AMS Configuration Manager maintains FAST and the printed policy document.

1.10 Decisionmaking and the Joint Resources Council
Decisionmaking and the Joint Resources Council

1.10.1
Decisionmaking
The Acquisition Management System streamlines decisionmaking and accountability within FAA, and fosters partnership between users and providers throughout the acquisition management lifecycle. The Joint Resources Council makes corporate-level resource and investment decisions, and establishes acquisition programs. Integrated Product Teams implement acquisition programs established by the Joint Resources Council. They are empowered to make and are responsible for all program decisions except those explicitly retained by or assigned to another decision authority by the Joint Resources Council. 

Appendix A defines the roles and responsibilities of the following key officials and organization elements:

 Joint Resources Council.

 Line of Business Associate Administrators.

 Acquisition Executive.

 Associate Administrator for Research and Acquisitions.

 Systems Engineering/Operational Analysis Team.

 Director, Office of Independent Operational Test and Evaluation.

 Mission Analysis Steering Group.

 Integrated Product Leadership Team.

 Integrated Management Team.

 Integrated Product Team.

 Integrated Product Team Leader.

 Contracting Officer.

 Source Selection Official.

1.10.2
Joint Resources Council

The Joint Resources Council makes corporate-level decisions. The deliberations of this body focus on five investment-related decisions: (1) the mission need decision which determines what capability the agency will pursue; (2) the investment decision which determines what acquisition programs the agency will approve and fund fully; (3) Acquisition Program Baseline change decisions which alter the performance, cost, schedule, and benefit baselines established at the investment decision; (4) approval of the agency's RE&D and F&E budget submissions; and (5) approval of the NAS Architecture baseline. The Joint Resources Council also participates in development of the agency's operations budget submission.

Membership of the Joint Resources Council consists of:

· Associate Administrators representing the FAA lines of business (Air Traffic Services, Airports, Regulation and Certification, Civil Aviation Security, Administration, Commercial Space Transportation, Research and Acquisitions);

· Acquisition Executive (may be delegated to an Associate Administrator);

· Assistant Administrators for System Safety and for Policy, Planning and International Aviation;

· Chief Financial Officer, representing fiscal fiduciary responsibilities;

· Legal Counsel

1.11 Integrated Product Development System
Integrated Product Development System

The philosophy of the Integrated Product Development System (IPDS) is to team functional disciplines systematically, and thereby integrate and apply all relevant processes to produce an effective and efficient product or service that satisfies customer needs. This system is built on the concept of "teams leading teams," and requires a cultural and organizational focus that understands and accommodates the mechanics and dynamics of team operation. It stresses cutting across organizational "stovepipes," and emphasizes full lifecycle responsibility from program inception to disposal for products and termination for services.

There are four levels of teams within the IPDS: the Product Team (PT), Integrated Product Team (IPT), Integrated Management Team, and the Integrated Product Leadership Team. The Integrated Product Team is a cross-functional, empowered team that is given a budget and other resources to accomplish lifecycle acquisition and management for specific products or services. An Integrated Product Team may be organized with sub-IPTs, called Product Teams, in cases where multiple products or services need to be broken into manageable elements. IPTs or PTs, as appropriate, are the

 primary lifecycle acquisition management teams. They are empowered at the lowest level to make binding, team-based decisions on the programs within their purview in the interests of all stakeholders, users, and customers in accomplishing their mission (see Figure 1-2).

The IPDS includes Integrated Management Teams, consisting of IPT leaders and functional managers, to assist and support IPTs and PTs in each of the product/service areas. The Integrated Product Leadership Team, consisting of director-level managers, oversees the entire IPDS operation and resolves high-level, cross-domain issues requiring senior management assistance and support.

Figure 1-2
Product Teams are empowered to carry out acquisition programs

Integrated Product Teams will be used for all acquisitions, whether at headquarters or for field activities, including those pre-existing to April 1, 1996. The size and composition of individual Integrated Product Teams will vary widely. A complex development of a NAS system may require an IPT of many people with varied capabilities. On the other hand, the procurement of low-cost products or services may involve an IPT of as few as two people, representing the provider and the user or customer.

Product Team leadership typically shifts over time as a solution transitions from development to production to implementation and then to in-service management. Leadership during development and production typically resides with an IPT member from the providing organization, while during in-service management, leadership will typically shift to an IPT member from the operating organization when the primary focus of the team changes from acquisition to operations.

This document refers to lifecycle acquisition management teams as IPTs throughout as a convention, with the understanding that the lowest level of empowered teams, Product Teams or two-person field teams, will most often execute acquisition programs for their assigned products or services. Even though all lines of business have not yet reorganized under IPDS principles, the policies of the AMS and IPDS apply and should be tailored to fit existing organizational needs.

1.12 Acquisition Workforce Learning System
Acquisition Workforce Learning System

The Acquisition Workforce Learning System identifies, maintains, and continuously assesses the capabilities required of the acquisition workforce. The objective is a competent, efficient workforce that can make good decisions without undue oversight or waste of resources. The acquisition workforce encompasses those individuals, supervisors, and leaders at all levels within FAA engaged in the broad range of activities defined by the Acquisition Management System, including mission analysis, investment analysis, and the implementation and in-service management of agency acquisition programs. The capabilities required of the acquisition workforce cover the wide spectrum of competencies essential to efficient management of complex system/software, facility, and service acquisition programs, as well as thousands of small procurements. The FAA Acquisition System Toolset (FAST) contains guidance regarding workforce qualifications, leadership learning, measurement and assessment, processes, participants and their roles, and resources embodied in the Acquisition Workforce Learning System.

1.12.1
Responsibility

Ultimate responsibility for increasing the level of competence of the acquisition workforce resides with the Acquisition Executive. The Acquisition Executive holds executives, leaders, and supervisors accountable for identifying and maintaining the currency of mission-related core competencies, and for analyzing, measuring, and improving the workforce's capability to perform. An inherent responsibility of acquisition workforce leaders is to create and manage a culture where efficiency, flexibility, quality, and learning are recognized as essential elements of mission accomplishment. Overall, leaders must build individual and organizational capabilities to ensure long-term acquisition effectiveness. Every individual, supervisor, and leader is responsible for participation in continuous work-related learning. A Learning System Coordinator provides the day-to-day guidance and oversight of the learning system.

1.12.2
Resources

An initial and ongoing investment targeted only for increasing the human and intellectual capital of the acquisition workforce is required. This investment must be separately identified, prioritized, and defended in the same manner as any of the agency's most important NAS or infrastructure programs. A human and intellectual capital investment plan should be coupled with the Aviation System Capital Investment Plan, the RE&D Plan, and the Operations Plan, all of which act as integral parts of meeting the agency's mission outcomes.

1.12.3
Workforce Qualifications

The learning system maintains a profile of core competencies for the acquisition workforce based on continuous assessment of mission requirements, customer needs, and new technology, and establishes quantitative and qualitative objectives for growth in the competence of the workforce. Standards of excellence for each competency constitute the structure for assessing the capacity and capability of the workforce, and for identifying opportunities for individual growth.

1.13 Metrics And Performance Measurement
Metrics And Performance Measurement

The Acquisition Management System is structured to achieve quantifiable levels of performance for the resources expended. The primary control mechanism is the Acquisition Program Baseline which quantifies the performance and benefits expected to be achieved by each acquisition program in return for the resources committed to it. Benefits are quantified as savings to the FAA in terms of more efficient and effective operations, and to the aviation community in terms of better service. As a result, acquisition program effectiveness is linked directly to the benefits experienced by the agency's users and customers.

In compliance with the Government Performance and Results Act of 1993 (GPRA), the Acquisition Management System requires performance indicators and metrics to be established at the investment decision for each acquisition program. Actual performance and benefits will be measured and reported against planned values.

The agency uses metrics to identify opportunities for improvement, and to facilitate learning by highlighting successful programs and practices that demonstrate savings in cost and time, and achieve improvements in customer satisfaction. Metrics will also be developed to assess the performance-oriented effectiveness and maturity of the Acquisition Workforce Learning System, and to obtain a comprehensive picture of individual, Integrated Product Team, and functional organization performance relative to competencies.

1.14 Metrics And Performance Measurement
Acquisition Management Process Improvement (Added 09/1999) 
Processes performed throughout the agency are continually improved to increase capability, efficiency, and effectiveness.  Agency processes are periodically compared with best practices, and are continually improved in accordance with best practices, principles and guidance, including those embodied in the FAA integrated Capability Maturity Model (FAA-iCMM) which provides a framework for systematic process improvement.
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