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Teaming On Proposals (TOPs)

Teaming On Proposals (TOPs) is a multi-organizational, multi-functional team coming together to build from scratch a proposal to address a user’s requirements.  The organizations involved are the Training System Product Group (TSPG) consisting of ASC/YW and/or OO-ALC/YW, the Contractor, Defense Contract Management Agency (DCMA) and Defense Contract Audit Agency (DCAA).  The intent of the TOPs process is to ensure complete understanding of the requirement and development of a proposal that is acceptable to all parties upon submission.  In a perfect world, following the TOPs process would eliminate the need for negotiations; but this is unrealistic.  Some areas of contention will require a degree of negotiations.  However, it is the intent of TOPs to ensure submission of a viable proposal without scrap and re-work, minimize the number of contentious issues, and reduce the amount of time required to reach resolution.  

The TOPs process follows the steps outlined in the flow diagram on the next page.  It is important for each team to note the following items to make TOPs a success on your program.  By adhering to these recommendations and being “true to the process,” you’ll find that TOPs really works, that getting on contract will not take as long as has been experienced in the past, nor will it be as painful.

This guide addresses only sole source proposals, for new acquisitions or changes to existing contracts. 

1.  As mentioned above, be true to the process.  Finish all of the items comprising one block before you move to the next.

2.  As a true IPT comprising the four organizations listed above, lay out a plan/schedule and then work the plan.  This doesn’t mean that the process should be totally schedule-driven.  Having a documented plan, in whatever format the Integrated Product Team (IPT) chooses, helps commit the players to the process.

3.   There may arise situations where you’ll want to modify the process.   That’s OK, but give careful consideration as to why and the advantages/disadvantages to be derived.  Any modifications should not be driven by schedule; the process should be event-driven and based on individual circumstances.  When a tailored TOPs approach is used, be sure the whole IPT understands and agrees with the tailoring.  Such tailoring should be reflected in the plan discussed above.  

Element Title:  Step 1 -- Initial Planning Meeting

Element Owner:  TSPG

Element Participants:  Contractor, DCMA & DCAA

Purpose/Objectives:  The team will develop a plan for meeting the customer’s requirement.  The meeting should provide an overview of the program scope, including what is being bought and any existing constraints such as cost or schedule.  The team must determine whether the TOPs process is appropriate for the acquisition, how to tailor the process to the situation, how all participants will support the process, and how proposal preparation costs will be charged.  If any unique ground rules will apply to the tailoring of the TOPs process, these should be agreed to and documented.  A milestone schedule should be developed and agreed upon.  

Entrance/Exit Criteria:  


Entrance:  Draft requirements document such as Operational Requirements Document

                             (ORD), Mission Need Statement (MNS), Program Management Directive

                             (PMD), Letter of Offer and Acceptance (LOA)


Exit:  Coordinated TOPs plan and schedule, with ground rules, if applicable

Software Implementation Tools:  N/A

Guidance: To determine whether TOPS is appropriate or how it should be tailored, consider the complexity of the acquisition.  For example, straight forward actions that are clearly defined and easy to quantify in terms of technical effort and/or verify in terms of cost would not be good candidates for TOPs.  As a requirement moves away from “clearly defined,” the Requirements Identification and Joint Document Writing steps of TOPs become more appropriate, to ensure that both parties are working toward achieving the same technical requirement.  As a requirement moves away from “easy to quantify/verify,” Joint Document Writing and Joint Estimating become more appropriate to ensure that both parties have the same scope in mind.  This is not black and white; judgment must be applied based on individual circumstances.  And, remember, it’s not an all or nothing process – do what makes sense for your program. 

When developing your TOPs plan, consider the administrative aspects of the process.  For example, will common databases or spreadsheets be used?  Will documents be distributed electronically or by mail?   Will meetings be conducted by VTC or face-to-face?  How many copies of the final proposal will be required, and to whom will they be distributed?

Consider documenting lessons learned as you exercise the process.  Your experience can help other teams use the process more effectively as we gain experience with TOPs.    

Element Title:  Step 2 -- Requirements Identification

Element Owner:  TSPG

Element Participants:  Contractor

Purpose/Objectives:  Identify in clear, concise performance-related terms exactly what requirements must be met.  Ensure that both parties understand the requirement.  

Entrance/Exit Criteria:  


Entrance:  1) Initial Planning Mtg;  2) Approved user requirements

Exit:  Coordinated TSPG/Contractor performance/baseline document(s) such as Statement of  Objectives (SOO), System Requirements Document (SRD)

Key References:  AF:  AFPD 10-6, Mission Needs and Operational Requirements

                                      AFPD 63-1, Acquisition System




  AFPD 36-22, Military Training 

Guidance:  This may sound a bit like “tea-leaf reading” but make sure that the requirements “jello” is starting to solidify before a great deal of time is expended on this effort.  Recommend that the TSPG participate as much as possible in the requirements definition process to ensure that requirements are called out in performance-based terms. 

The focus should be the “what” and not on the “how.”  Define the requirement as concisely as possible to avoid ambiguity as to what is being bought.  Don’t let the baseline “float” – changing requirements cause proposal revisions that increase costs and schedules.

Element Title:  Step 3 -- Joint Document Writing  

Element Owner:  Contractor/TSPG

Element Participants:

Purpose/Objectives:  Translate the requirements documents into contractual documents.  These documents may need to be refined during later steps, but should provide a basis for pricing and documenting the requirement in the contract. 

Entrance/Exit Criteria:  


Entrance:  Coordinated TSPG/Contractor performance/baseline document(s)

Exit:  Mutually agreed to contractual documents such as Work Breakdown Structure

          (WBS)*, Statement of Work (SOW), Integrated Master Plan (IMP), Integrated

          Master Schedule (IMS), Prime Item Development Specification (PIDS),

                      Contract Data Requirements List (CDRL), Technical Proposal or Engineering

                      Change Proposal (ECP), draft Model Contract

Software Implementation Tools:  AF:  Conwrite

Guidance:  A “requirements cross-reference” matrix has been found helpful to track paragraph by paragraph between all of the documents, e.g., if the trainer has to display a particular geo-specific database then the matrix should reflect where that requirement originated and how it is flowed into the other appropriate documents.  

Just as in Requirements Identification, the team needs to be careful to eliminate ambiguities. Assume nothing; write in clear, simple language.
*provide the WBS to DCAA and DCMA for information purposes

Element Title:  Step 4 -- Joint Estimating

Element Owner:  Contractor

Element Participants:  TSPG, DCMA & DCAA

Purpose/Objectives:  Based on the nature of the work to be accomplished, a clear definition of the tasks and an estimate of the hours, materials, and other direct costs for each task will be agreed upon.  It may not be possible to reach agreement on every task.  If the team’s best efforts result in an “agreement to disagree” rather than an agreement on an individual task sheet, the disagreement shall be documented on the task sheet and identified in the resultant proposal.

Entrance/Exit Criteria:  


Entrance:  Contractual documents prepared during Joint Document Writing.

Exit:  1)  Agreed to task definitions and the estimate of hours, materials, other costs for

               each, documented by finalized/coordinated task sheets (see next page).  

          2)  Bill of Materials provided to DCAA.

Software Implementation Tools:  May vary by Contractor

Guidance:  During this step, the contractor estimates the scope of each task, and the TSPG, DCMA, and DCAA members conduct technical evaluations and fact-finding on those estimates.  As estimates or evaluations are changed by information brought out through fact-finding, the results should be factored back into the proposal developed during Proposal Preparation or the technical evaluations and audits to be finalized during Proposal Processing.

This is where the real “rubber meets the road.”  This step will probably be the most time-consuming one but will also provide the highest payback as far as minimizing the need for any negotiations to take place.  The team really has to roll-up its sleeves and understand how what has just been words on a page will now actually turn into a finished product.  This step also provides, one more time, a chance to catch ambiguities.

This step is NOT negotiations.  Estimated hours/materials will be changed based on achieving a better or different understanding of a task, resulting in the need to change an estimate to reflect that understanding, or based on receipt of additional information that would drive a change to the estimate.  Evaluations or audits are changed based on receiving additional information that justifies a different amount of hours/materials or changes the evaluator’s understanding of what is required to accomplish the task.  There is not a requirement to reach agreement on every element during this step.

If possible, agreement on terms & conditions should be reached before completing this step because terms & conditions can affect the effort required to complete tasks.

Rationale

OPTION:  AA

SERIAL:  000048

REF. NO.:  11830-051

WBS ELEMENT:  114D1

______________________________________________________________________________                                                                              

        PROGRAM: 

    WBS DESCRIP:                                      

     PERF. ORG.:                                                     

     RESP. ORG.:                                                   

______________________________________________________________________________

 PERIOD OF PERF: 
THRU  0-       SUMMARY:    LABOR HOURS:                 

                                                 MATERIAL COST:                 

                                                      ODC COST:                 

TASK DESCRIPTION                                                                



LABOR SUMMARY                                                           

  BURDEN        CLASS RES/SUB RES        DESCRIPTION              HOURS

                                                            ___________

                                                    TOTAL              

LABOR BASIS OF ESTIMATE                                                



MATERIAL SUMMARY                                                        

  BURDEN        CLASS RES/SUB RES        DESCRIPTION            DOLLARS

                                                            ___________

                                                    TOTAL              

MATERIAL BASIS OF ESTIMATE                                             



ODC SUMMARY                                                                 

  BURDEN        CLASS RES/SUB RES        DESCRIPTION     UNITS      DOLLARS

                                                         __________________

                                                  TOTAL                    

ODC BASIS OF ESTIMATE                                                      



CONTRACTOR OPR:





TSPG OPR:

Element Title:  Step 5 -- Proposal Preparation

Element Owner:  Contractor

Element Participants:  TSPG, DCMA & DCAA  

Purpose/Objectives:  Costs are applied to the task sheets, and the final proposal is prepared after completion of internal contractor reviews.  Any changes from previous agreements will be identified and the rationale for such changes provided.  As the last step before proposal submission, the TSPG, DCMA, and DCAA members of the IPT will review the final draft proposal to verify compliance with previous task sheet agreements.  Any disconnects will be corrected by the contractor or rationale will be included, and the formal proposal will be submitted.

Entrance/Exit Criteria:  


Entrance:  Agreed-to task sheets.

Exit:  1)  Contractor Internal reviews are completed.

2)  Coordinated proposal submitted, with disagreements clearly identified.

Key References:  AF:  FAR Subpart 15.4, Contract Pricing

Software Implementation Tools: May vary by Contractor

Guidance:  During this step, AF and Contractor Contracting representatives should be leading the efforts to resolve issues identified during Step 4, Joint Estimating.  Attempts should be made to resolve issues related to scope or terms and conditions as early in the process as possible.  This issue resolution activity will continue through the Steps 6 and 7 until all issues are resolved.

Complete cost support documentation in accordance with FAR 15.401 is crucial.  Failure to provide adequate cost support documentation will result in delays to the schedule.        
Element Title:  Step 6 -- Proposal Processing

Element Owner:  TSPG



Element Participants:  Contractor, DCMA & DCAA

Purpose/Objectives:  Documentation of technical evaluations and audits conducted during Joint Estimating will be completed, including updated information on any changes incorporated by the contractor after Joint Estimating.  The Air Force will prepare for and conduct any required reviews, such as Configuration Control Boards and Clearance reviews/approvals.

Entrance/Exit Criteria:  


Entrance:  Final proposal submitted.

Exit:  Air Force Clearance obtained.

Key References:   AF:  AFFARS Subpart 5301.90, Clearance Process

Software Implementation Tools:  NA

Guidance:  During this step, AF and contractor Contracting personnel will continue to resolve issues identified during Step 4, Joint Estimating, and issues that might arise during Step 5, Proposal Preparation.  

Element Title:  Step 7 -- Negotiations

Element Owner:  TSPG

Element Participants:  Contractor, DCMA & DCAA

Purpose/Objectives: All outstanding differences are resolved, and a clear meeting of the minds is achieved on all issues.    

Entrance/Exit Criteria:  


Entrance: AF Clearance approved.  

Exit:  A negotiated settlement.

Software Implementation Tools:  NA

Guidance:  Keep an open mind; there are always two sides to each coin.  Also, consider engaging all members of the team as an educational experience.
Use of a draft model contract during negotiations can facilitate resolution of issues that require special contractual language, because the draft can be modified at the table.  A draft document also helps to ensure that all aspects of a negotiation that affect the contract are addressed. 






Element Title:  Step 8 -- Contract Award  

Element Owner:  TSPG and The Contractor

Purpose/Objectives: All required documentation is finalized.  Legal review is accomplished and congressional notification is made, if applicable.  Both parties review and sign the contract.

Exit criteria:  A signed, distributed contract.  Congratulations!




LESSONS LEARNED

1.  A means of obtaining a formal review of acquisition strategies for ECPs and other lower dollar acquisitions should be implemented.  Such a review will interject an external perspective, tapping expertise that may prevent problems with the acquisition approach, process tailoring, schedule inadequacies, or pricing methodology.  (i.e. Before you charge off with the plan you developed in step 1, it would be a good idea to have a formal review to make sure you did not overlook something!)

2.  Teams need to ensure that all members have the same understanding of the schedule for provision of cost data and the pricing methodology, to ensure that data is available when it is needed.  It might be necessary to include considerable detail about provision of cost information in the team’s TOPs plan.    

3.  It is generally better to price each requirement discretely when requirements have not been finalized.  This makes it much easier to add or delete, because each requirement constitutes a separate package.  If the requirements are uncertain, it might be advisable to plan on pricing potential requirements separately, to retain the flexibility to change requirements without causing the total proposal to be re-worked.    

4.  IPTs need to keep management informed concerning problems being experienced and intended resolution plans.  Confidence that problems are being worked toward timely resolution might preclude management intervention.
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