Notice to Current and Perspective FAA Contractors

November 6, 2001

Subject: Request for Comments on Changes Being Considered in FAA’s Acquisition  Management Processes

Synopsis.  This notice addresses changes being considered in FAA acquisition processes that are designed to increase the likelihood of successful performance by FAA organizations and their contractors in achieving the objectives and requirements of major FAA programs.  These changes are aligned with the FAA’s Strategic Goal for Increased Efficiency.   The FAA expects these changes to significantly increase the quality, predictability, performance and cost effectiveness of products and services provided by contractors to the FAA, and to improve FAA’s continuing working relationships with its contractors.  The changes being considered are to:

1. Evaluate the process capabilities of contractors and to use the evaluation results to guide post-contract award activities. 

2. Include requirements in new contracts and major extensions to existing contracts  that address weaknesses in contractors’ process capabilities, and to enhance the maturity level of contractors’ processes for areas designated by FAA as critical to performance on a particular program, and  

3. Strengthen post-award contract monitoring activities to ensure that contractors maintain quality processes equivalent to the FAA’s own improved processes throughout the life of a contract.

FAA is aware of DOD’s plans to migrate to the Capability Maturity Model Integrated (CMMI) models as the basis for objectively measuring the process maturity of contractors, and the proposed extension of DOD’s current software policy to require specific levels of CMMI process maturity as a pre-condition for award of a DOD contract.  However, the FAA does not intend at this time to require contractors to have a specific level of process maturity as a pre-condition for award of an FAA contract. The FAA plans to use the FAA-iCMM Version 2.0, which includes CMMI as the basis for evaluating both FAA internal and FAA contractors’ process capabilities.  The changes described in this Notice will not be effective until they have been formally cleared through the FAA Acquisition Management System (AMS) configuration management process.

Background. Over the past several years, the FAA has been engaged in a comprehensive, internally focused process improvement effort to improve the management and engineering processes used by the FAA to support the acquisition lifecycle of systems.  An integrated capability maturity model (FAA-iCMM) has been used as the framework for guiding most process improvement efforts.  Version 1.0 of the FAA-iCMM was derived from 3 widely recognized maturity models: Software Capability Maturity Model (SW-CMM), Systems Engineering Capability Maturity Model (SE-CMM) and Software Acquisition Maturity Model (SA-CMM).  Version 2.0 of he FAA-iCMM, which includes updates to existing standards and expands the model to include additional process improvement frameworks such as CMMI and ISO-9000, has just been released and is available on the FAA’s website.  Many FAA organizations already have processes that are at FAA i-CMM level 2 and several organizations are currently working towards level 3.  

FAA’s experiences, as well as those of other organizations, show that the implementation and consistent application of mature processes is essential to the successful acquisition and sustainment of both mission critical and business systems.  A successful acquisition is one that results in the development, deployment and sustainment of products and services within defined targets for cost, schedule, performance and quality.  Experiences also have shown that both the acquirer and the developer of systems need to have comparable levels of process maturity within their respective organizations. This is necessary in order for both organizations to communicate and work together effectively throughout the product or service lifecycle, and to enable achievement of the target business or operational performance objectives for the product/service.  In light of these experiences, the FAA is considering changes to current acquisition processes for new contracts and changes to existing contracts to improve ongoing working relationships with current contractors.

Changes Being Considered in FAA Acquisition Processes.  The changes described below are being proposed to enhance the quality, predictability, performance and cost effectiveness of products and services provided by contractors to the FAA, and to enhance the effectiveness of our continuing working relationships with contractors.   The FAA may pilot these changes on a few programs before their full institutionalization.  The changes described in this Notice will not be effective until they have been formally cleared through the FAA Acquisition Management System (AMS) configuration management process.  These changes, when formally adopted, will be incorporated as supplemental guidance in the appropriate parts of the current AMS.  The specific changes are described below. 

Acquisition Planning.  The FAA is implementing several improvements in internal management and operations processes as the agency progresses towards becoming a performance-based organization. As a part of these efforts, new processes and practices such as portfolio management and formal risk management are being implemented and institutionalized.  The expected benefits of these improvements are that major programs will now have established performance targets for their end products or services, and that major risk areas will be identified and will become key drivers for managing any acquisitions that are performed.  As projects proceed through the acquisition lifecycle, the performance targets and identified risks associated with the project will continue to be maintained and will provide a common foundation for both the FAA and suppliers to communicate, manage and successfully guide the project towards achievement of its target performance objectives.

Pre-solicitation.   As a part of issuing formal screening requests and other means of requesting information from perspective suppliers, the FAA on selected projects, will provide explicit information on the target performance goals/objectives and values it is seeking to achieve for the project.  The FAA will also identify the specific performance characteristics of the project or service that are most important, and particular aspects of the developer’s or service provider’s process maturity and performance capabilities that are considered critical to the success of the project.  Also, the FAA will identify the major areas of risk that it believes may jeopardize the actual realization of the objectives and performance targets of the project.  For example, for a high performance safety critical system, the FAA may identify safety, security protection, high availability and extensibility as essential performance characteristics of the target product or service.  Also, the FAA may identify specific engineering skills or process capabilities that potential suppliers need to have in order to develop or provide the end product or service.  Examples of these skills and process capabilities architecture design, safety engineering, security engineering, human factors, measurement, risk management and quality assurance.  The FAA will use the results of these information requests to further refine acquisition requirements before proceeding with the next phase of the acquisition.

Solicitation.  During the solicitation phase, the refined target performance objectives for the project and the necessary skills and capabilities that suppliers must have for the project will be reflected in the solicitation document.  In response to the solicitation request, perspective contractors will be asked to respond to the specific target performance characteristics of the project, and the skills and process capabilities possessed by the contractor that match with those identified as being critical by the FAA.  The FAA also will request specific information regarding contractors’ current status and commitment to process improvement.  Examples of the information requested from each prospective contractor will be:

· What process improvement framework(s) is being used to guide the contractor’s own process improvement (PI) efforts?

· What independent appraisals or other forms of verification have been used to measure the contractor’s current capabilities or maturity levels?  When were these appraisals conducted?

· What specific sub-components of the contractor’s organization were appraised?

· What are the contractor’s plans and commitments to continuous process improvement?

· How do the contractor’s skills and process capabilities match with the target performance objectives for the project and the process areas that are deemed critical by the FAA to the success of the project?

Evaluation, Selection, and Contract Award.  The FAA will evaluate each contractor’s responses against the specific performance objectives for the project and also compare the contractor’s claimed process capabilities against the FAA’s own FAA-iCMM Version 2.0.  It is not expected that perspective contractors necessarily will be using the FAA-iCMM as the framework for guiding their own PI efforts.  Since the FAA-iCMM was derived from several different PI frameworks including ISO-9000 and CMMI that are widely used throughout both industry and government, the use of different PI frameworks by contractors should not be a problem.  Based on the FAA’s evaluation, it is expected that both areas of strength and potential areas of weakness in the process capabilities of perspective contractors will be identified.  At this time, the FAA will not use the evaluation results of contractors’ process capabilities as a decision factor in the award of the contract.  Rather these evaluation results will be used to tailor the final contract requirements, and to guide post-contract award activities.  As a condition of contract award, the FAA may require a more detailed, formal appraisal (using the FAA-iCMM Appraisal Method (FAM)) of the selected contractor’s process capabilities to be completed 30-60 days after award.  Based on the results of this appraisal, the FAA may require that the contractor establish and carry-out a process improvement initiative to correct any deficiencies in processes that are considered critical to the contractor’s performance and to the achievement of the major target performance objectives of the project.  Successful completion of the process improvement initiative will be considered a contract performance requirement, and may be a pre-condition for payment for a part of the contract work performed.

Post Contract Award Activities.  To reduce acquisition risk and enhance FAA’s contract management processes, contractors may be required to provide periodic reports and specific metrics that relate to the products or services being delivered.  Contractors may also be required to provide periodic reports regarding other ongoing activities such as:

· The contractor’s progress in correcting known weaknesses in capabilities, 

· Actions taken to sustain the continued use of quality processes in the performance of work, and 

· Results of mitigation activities directed at eliminating high-risk areas of the project.  

These reporting requirements will be implemented in the form of CDRLs within the contract.  The FAA will use this information to identify and implement any corrective actions necessary to keep the project on track and to ensure the project’s target performance objectives are achieved.  

Request for Comments.  The FAA requests comments on the changes being considered in FAA’s acquisition processes described above.  In addition to any general comments, the FAA requests that the following specific questions be answered.

1. What kinds of objective evidence should the FAA consider in evaluating or confirming contractors’ claims of process capabilities and maturity levels?

2. What are the possible impacts on contractors’ proposal costs, time and other resources as a result of these changes?

Comments are requested within 30 days of the date of posting of this notice on the FAA’s Contracting Opportunities webpage.   Comments should be provided via e-mail to:  Roger.Cooley@FAA.GOV using the Subject: Comments on Notice Dated November 6, 2001.

