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I.  Introduction:

A. Purpose:

The SPI is a key component of the DOD Acquisition Reform Initiatives to move towards performance based contracting with industry using best practices and commercial processes in lieu of military standards and specifications. The implementation of common and/or improved processes at a contractor’s facility requires the joint efforts of industry, the Defense Contract Management Agency (DCMA), the Defense Contract Audit Agency (DCAA), Program Executive Officers/program managers (PEO/PM), buying commands, and other Defense acquisition organizations that award contracts with industry. This guidebook is intended to provide Army SPI participants a comprehensive understanding of the SPI, to include policy guidance published to date, an overview of the process, and lessons learned based on participation of Army personnel that have been involved in the process. The guidebook provides "how to" information for both Army Component Team Leaders and others in the Army community involved in the SPI process to ensure their participation is both proactive and effective. The proponent for this guidebook is the U.S. Army Materiel Command, Attention: AMCCP-O, 5001 Eisenhower Avenue, Alexandria, VA  22333-0001. 

B. Background:

1.  Beginning with issuance of the "Perry Memo" in June 1994, the DOD began to focus on specifications and standards reform as a major part of the Acquisition Reform Initiatives. However, the elimination of Military Specifications and Standards, developing performance specifications, eliminating unnecessary functional requirements, reducing Government oversight, implementing Integrated Product and Process Development, and other aspects of Specs and Standards reform were focused primarily on new acquisitions. The benefits of specs and standards reform will not be fully realized unless action is taken to address the hundreds of existing contracts which still include provisions for compliance with military specs and standards, often with multiple, burdensome requirements for similar processes at each contractor facility.  In June 1998, Dr. Gansler expanded the use of SPI by identifying it as a tool to support the DOD goal of civil/military integration.

2.  The problem with existing contracts is that all three Services, and buying activities within the Services, have imposed different requirements for similar manufacturing and management processes. This caused increased costs, burdens in contract management and administration, and results in multiple, redundant, overlapping and/or non-value added requirements. The solution to this problem is to allow contractors to adopt common processes/commercial practices on a facility-wide basis capable of meeting each customer’s requirements. The Administrative Contracting Officer (ACO) issues a Block change modification to incorporate the single process into all existing contracts at the contractor’s facility. The objective is to allow contractors to use best commercial practices, thereby eliminating multiple, redundant, and non-value added requirements and reducing costs.

C. Overview of Process:

There are three basic steps to the process of eliminating the multiplicity of military specs and standards imposed at a contractor facility and facilitating the contractor’s adoption of common processes/commercial practices on a facility-wide basis. Step One is the identification of proposed common processes that are candidates for implementation across the contractor’s facility. These proposed common processes are documented in "Concept Papers" which are brought before the local Management Council. Step Two is the joint evaluation and approval of these Concept Papers by the Management Council. Step Three is the execution of a Block change modification to implement the approved processes across all applicable contracts. The initial implementation guidance from Dr. Paul Kaminski, DUSD(A&T), established a cycle time goal of 120 days from the establishment of Concept Paper(s) to the execution of a Block change modification. The process flow provided by the DUSD(A&T) is a guide. In practice, the process steps will vary between facilities depending on the organization and procedures implemented by the local Management Council. The expeditious implementation of technically acceptable single processes can significantly decrease the costs of performance and facilitate the realization of the full benefits of the Acquisition Reform Initiatives.  Concept Papers forwarded to the CAE for resolution will be processed IAW par. III.a.6 of this Guidebook.
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Figure 1 - Block Change Process Overview TC "Figure 1 - Block Change Process Overview" \f F \l "1" 
D. DCMA Management Council:

1.
Purpose and Objectives of a DCMA Management Council. TC "1.
Purpose and Objectives of a DCMC Management Council:" \f C \l "3" 
The DCMA has been designated as the lead Government facilitator in implementing plant-wide changes to common or single processes. The local DCMA plant or area office therefore has primary responsibility for administering the SPI process at each contractor facility. The forum to accomplish this is through a Management Council, which is established and chaired or co-chaired by the local DCMA Commander. The primary role of the Management Council is to facilitate the receipt, evaluation, and acceptance of Concept Papers, which describe common processes the contractor proposes to adopt on a facility-wide basis. While the Management Council is convened to reach consensus on block changes, it is important to note other actions and topics may be brought before the Council as well. Since this is an integrated team with customer, contractor, and DCAA representation, the forum is commonly used to address DCMA Reinvention Laboratory activities, Process Oriented Contract Administration Services (PROCAS), and other contract administration activities of mutual interest to DCMA customers.

2.
Membership on a DCMA Management Council: TC "2.
Membership on a DCMC Management Council." \f C \l "3" 
The Management Council should consist of representatives from the local DCMA office, the DCAA office, the contractor, an SPI Component Team Leader from each Service, and representatives from customer organizations that have active contracts at that facility. Key customers (e.g., PMs, buying commands) with significant contract activity at the facility may already have a working relationship with the local DCMA office.
II. Army Participants/Roles:

A. Army SPI Program Coordinator (AMCCP-O):

The DASA(P&P) delegated the responsibility of managing the Army’s participation in the SPI to the Army Materiel Command. An Army SPI Program Coordinator in AMCCP-O has been assigned as the single point of contact for this effort. The Army SPI Program Coordinator shall (a) develop and disseminate Army policy and guidance on the SPI, (b) serve as the Army member on the SPI Management Team (SPIMT) to coordinate inter-service SPI policy, (c) serve as the facilitator for conflict resolution when an intra- or inter-service issue is preventing resolution of a concept paper, (d) elevate problems, concerns, or issues within Army customer teams or between Services to the DASA(P&P) when resolution cannot be reached at the SPI Program Coordinator level, (e) provide status information to DASA(P&P) and other Army leaders. The Army SPI Program Coordinator is U.S. Army Materiel Command, ATTN: AMCCP-O, 5001 Eisenhower Avenue, Alexandria, VA  22333-0001.  The phone number for the SPI Program Coordinator is DSN 767-1907, or COMM (703)617-1907.

B. Buying Commands, Program Executive Officers (PEOs)/Program Managers (PMs):

Buying Commands and PEOs/PMs that have active contracts with a contractor participating in the SPI are responsible for the effective and timely implementation of the Single Process Initiative where it impacts contracts under their command.  This responsibility includes:

1. Ensuring that adequate resources are available for the review and approval of contractors' SPI concept papers and proposals.

2. Designating a Single Point of Contact (SPOC) to coordinate all SPI activities.  In those instances when Concept Papers submitted by contractors impact both Buying Commands and PEOs/PMOs, the activity having primary responsibility will appoint the SPOC.  Primary responsibility will be determined based on the unliquidated obligations plus unobligated commitments for multi-year contracts on the impacted contracts.  Conflicts concerning this responsibility will be forwarded to AMCCP-O for final resolution.

3. Ensuring that the SPOCs and Army Component Team Leaders under their command are adequately trained and familiar with current SPI procedures and policy.

4. Facilitating the resolution of issues and problems affecting contracts or subcontracts under their command.

5. Proactively encouraging participation in SPI of those contractors who are not active in SPI implementation.

6. Resolving disagreements among Army PEOs/buying commands when SPI concept papers are escalated for a final decision.

C. Single Point of Contact (SPOC):

SPOCs are responsible for identifying the Army Component Team Leader (CTL) when requested by the local DCMA representative.  The SPOC will coordinate, as required, the SPI activities within his organization and must ensure Army customers and PCOs are kept well informed of SPI activity to include the issuance of block change modifications that impact their contracts.

1. Process for Appointing an Army Component Team Leader TC "1.
Process for Appointing an Army Component Team Leader" \f C \l "3" : 

When a DCMA office initially establishes a Management Council and/or receives a proposed Single Process Concept Paper(s) from a contractor, the local DCMA Commander or ACO will take action to identify an SPI Component Team Leader from each Service. For the Army, the DCMA office will identify the key Army customer(s) that have significant contract activity at that facility and contact the applicable SPI Single Point of Contact (SPI SPOC) to obtain an Army Component Team Leader. The SPI SPOC, acting on behalf of the Army SPI Coordinator, will notify the Army customer with the largest unliquidated obligation plus unobligated commitments for multi-year contracts, in writing, of the need for an Army Component Team Leader. That Army activity, be it PEO/PM organization or buying command, will identify an individual to serve as the lead for all Army customers in the evaluation of Concept Papers, proposals, and to sit on the Management Council. The identification and appointment of CTLs is delegated to the PEO/PM and buying Command. The CTL Charter is included as Appendix A. 

2.
Considerations for Selecting an Army Component Team Leader: TC "2.
Considerations for Selecting an Army Component Team Leader" \f C \l "3"  

The appointment to the role of SPI Army Component Team Leader necessitates a strong management commitment to the implementation of the Acquisition Reform Initiatives in general, and to the success of the SPI in particular. The responsibilities assumed in this role as a "spokesperson" for the Army requires the nomination of an individual that is, (1) empowered to serve the best interests of all Army customers in this process, (2) willing and able to fulfill the commitment of time and effort to attend Management Council meetings and be directly involved in SPI activities, and, (3) committed to dedicating effort in facilitating the coordination of SPI activities between all applicable Army customers.  Commands should consider appointing new CTLs at the GS-14 or O-5 levels.  Where the workload warrants, one or more Action Officers should be appointed to provide program and technical support to the CTL.

D. Army Component Team Leader (CTL):

1. General Responsibilities: TC "1.
General Responsibilities:" \f C \l "3" 
There are six primary responsibilities of the Army Component Team Leader.  They are to: (1) sit on the local DCMA Management Council as the lead representative from the Army, (2) assist the DCMA office in coordinating and facilitating the Army customers’ participation in the Management Council/assessment of Concept Papers/evaluation of proposals, (3) represent all Army customers in the final acceptance of proposals, (4) consolidate the Army priority list for any "Consideration" proposed by the contractor resultant from instant contract savings (if applicable),  (5) resolve disagreements between Army customers, and, if necessary, develop the Army nonconcurrence position with supporting rationale for resolution by the CAE, and (6) actively encourage participation in SPI by those contractors who are not active in the program.

. 

2. Specific Responsibilities: TC "2.
Specific Responsibilities:" \f C \l "3" 
(a)  Establishing the Army Customer List. Once appointed an SPI Army Component Team Leader, the first action needed is to immediately obtain a mailing list of all Army customers from the local DCMA office’s ACO. The list of Army customers may include PEO/PM managed organizations, buying command technical directorates/ organizations, and other Army activities. In some instances the list obtained will not be all inclusive in identifying all points of contact that represent the Army customer base. Not only are technical points of contact needed, but Procuring Contracting Officers (PCOs) from the servicing acquisition centers/contracting activities shall be identified for both weapons systems and spare parts procurement. Each Army activity will be contacted to obtain valid points of contact, mailing addresses, fax numbers and email addresses. Expanding the initially provided customer list to include all parties impacted by the implementation of single processes at a contractor’s facility is a value-added task beneficial in keeping the effected Army community informed of SPI initiatives. 

(b)  Identifying Functional Subject Matter Experts. The Army Component Team Leader will ensure that a core group of functional experts is established to provide technical expertise in the evaluation of management and manufacturing process changes proposed in the Concept Papers prepared by the contractor. The Army CTL will solicit the support of a cadre of functional experts, to provide support on an as required basis, and to assist him in his role as the Army lead. 

(c)  Communications with DCMA and Army Team Members. Perhaps the weakest aspect of implementing the SPI is in maintaining effective communications on SPI activities within the Army customer community. Once the Army customer POCs have been established, the Army CTL will send a memorandum to all Army customers. The initial memorandum issued by the Army Component Team Leader should advise all Army customers of his appointment as the SPI Army Component Team Leader, outline planned Management Council meetings, provide details on any ongoing evaluation activity on Concept Papers, and solicit their support and active participation in SPI activities. It is beneficial for the Army Component Team Leader to issue reminder memoranda to Army customers on every occasion the local DCMA office distributes Concept Papers for evaluation, sends notices of Management Council meetings, distributes block change modifications or correspondence on other SPI initiatives. It is equally important that the Army Component Team Leader maintain frequent contact with the local DCMA Commander and/or ACO to keep abreast on the latest developments and status of SPI activity at the contractor’s facility. 

(d) Status Updates for the SPI Program Coordinator. It is essential that the SPI Program Coordinator be informed of SPI activities for each contractor facility. This is particularly important where there are significant disagreements within the Army customer team or between the Services.  The SPI Program Coordinator will obtain routine information concerning non-controversial SPI activity from the DCMA reporting system.  The Army CTLs will provide the SPI Program Coordinator notification when the Army CTL nonconcurs or when the 120 day processing period is exceeded.  Notification will include a description of issues and a proposed plan of action for resolution.
(e) Resolution of Internal Disagreements.  If affected Army customers disagree on the merits of an SPI concept paper, the CTL has the authority to resolve the disagreement.  The CTL should first try to develop a consensus among the affected customers concerning the approval of the concept paper.  However, if the majority of Army customers are in agreement and the CTL believes that implementation of the concept paper would be in the best interest of the Army, the CTL is authorized to approve the concept paper.
E.  Corporate Council Representatives

Army employees may be called on to be the Army member of a corporate council.  This council is an organization whose focus is company-wide, rather than to one facility.  Grade of Army representatives will normally be at least GS-15 or O-6.  Responsibilities of these individuals will be to:

1. Represent Army interests on issues in which the council is involved.

2. Coordinate with Army activities and seek to achieve consensus on concept papers that come to the council for review and approval.
3. Facilitate resolution of disagreements on concept papers or issues brought to the council.
4. Work with corporate managers on the development of corporate concept papers.
5. Notify Army customer commands when corporate changes (e.g., reorganizations and plant closures) affect those commands.
6. Notify the corporate council when changes or developments in the Army will have an effect on the company’s Army contracts.
7. Coordinate with Headquarters, Army Materiel Command and the Department of the Army on corporate council issues, as appropriate.
8. Attend corporate council meetings.
III. SPI Process:

A. Development and Evaluation of Concept Papers:

1. Genesis of Contractor-Developed Concept Papers: TC "1.
Genesis of Contractor-Developed Concept Papers." \f C \l "3"  

Once a contractor has committed to participation in the SPI program, the first step is to assess areas where there is potential for adaptation of a common or single process. One starting point being used in practice are the areas reported in the Coopers and Lybrand study of 1994 as primary cost drivers in doing business with the Department of Defense (DOD). There are obvious candidates for conversion to single processes when an objective assessment is made of the multiplicity of military specs and standards and duplicative requirements that are imposed through existing contracts by different customers for the same management and manufacturing processes. Based on all SPI activity as monitored by DCMA, the most frequent proposed process changes include the requirements for the quality system, electronic manufacturing, configuration management, calibration standards, material review, cost data reporting, military soldering, subcontractor approval, property management, and test requirements. 

2. Contents of Concept Papers: TC "2.
Contents of Concept Papers." \f C \l "3" 
The contractor is responsible for preparing the Concept Papers for recommended process changes. A definitive Concept Paper includes elements needed to effectively evaluate a proposed change and allows for rapid assessment by the customers, Management Council, and ACO. The format may vary from contractor to contractor and the data required can be tailored to meet the needs of the local Management Council. In practice, Concept Papers are generally 2-5 pages in length. The following are common data elements found on Concept Papers: 

(b)  Process Title and Assigned Sequence Number – Establishing a discrete subject title and sequentially numbering Concept Papers facilitates tracking. 

(b)  Proposed Process Description – a summary description of the recommended process change. 

(c)  Existing Process Description – a summary description of the existing process requirements imposed by customers for a comparison to the proposed change. 

(d)  Implementation Approach – the methodology for moving to the proposed common process and a schedule for transition. Understanding how the contractor proposes to maintain quality and his approach to scheduling the implementation of the new process is essential to ensure performance requirements are maintained during the transition period. 

(e)  Rough Order of Magnitude (ROM) Cost Benefit Analysis – a ROM estimate of current and future net cost savings to determine if implementation is advantageous (cost effective) to the Government. Net cost savings are referred to as there may be initial costs associated with implementation. 

(f)  Risk – identify the risks associated with implementing the process change to both the contractor and the Government. 

(g)  Waivers Required – identify any Federal Acquisition Regulations (FAR) or other regulatory waivers necessary to allow for implementation of the process change. 

(h)  Programs/Contracts Impacted – identify the customer programs with contracts that are likely to be effected by the process change. Include all prime contract numbers if they can be identified at the time the Concept Paper is developed. The contracts listed should include candidate Government contracts for change implementation on which the contractor is a subcontractor, with the applicable prime contractor named, the subcontract number, and the cognizant ACO. 

(i)  Points of Contact – identify names and phone numbers of the contractor and DCMA subject matter experts or focal points that can be contacted to address technical questions regarding the proposed process change. 

3. Joint Development of Concept Papers:  TC "3.
Joint Development of Concept Papers" \f C \l "3" .  

Enough cannot be said about the first step in the process flow chart shown at Figure 1, "Early Customer/Industry Interface," in developing Concept Papers. This is the key element on the critical path for successful acceptance of process changes and timely execution of block change modifications within the 120-day cycle time. A proven way to avoid the inevitable series of customer objections, concerns, questions, and clarifications that delay the process is the early involvement of the local DCMA, DCAA, customers and the Management Council when the contractor is contemplating process changes as candidates for Concept Papers. Once process changes are contemplated, joint working level meetings of subject matter experts representing all parties should meet or communicate to address the issues, and to reach mutual understanding and consensus on the more significant types of process changes. In effect, investing more time in jointly developing Concept Papers with key customers will significantly shorten the time required to reach approval of Concept Papers by the Management Council. Not all process changes are technically complex or subject to potential disagreement, therefore, the early effort invested in the joint development of Concept Papers may vary from process to process. 

4. Review and Evaluation of Concept Papers: TC "4.
Review and Evaluation of Concept Papers:" \f C \l "3" 
Once a Concept Paper is formalized, the contractor will submit it to the ACO. The ACO will make distribution to the local Management Council members, requesting review, comments, and concurrence. It is important to understand that a Concept Paper can be characterized as a concise executive summary. As such, it will not address every detail, answer every question, nor include the contractor’s operating procedures or written internal policy manuals that may be associated with a new process change. As previously stated, if key customers have been involved in the development of the Concept Papers then the review and evaluation process can be relatively painless and executed in an expedited manner. All concurrences from Army customers should be provided through the CTL to the ACO. Questions can be directed to the subject matter expert points of contact shown on the Concept Paper. Army customer concerns and issues must be forwarded to both the ACO and the Army Component Team Leader. 

5. Resolution of problems or Disputes Between Army Customers: TC "5.
Resolution of problems or Disputes Between Army Customers" \f C \l "3" 
It is the responsibility of the Army Component Team Leader to work the issues and resolve differences between Army customers for approval of Concept Papers, proposal evaluation issues, and block change modifications. The Army Component Team Leader has the authority to resolve disagreements between affected Army customers and to develop the Army position on disputed issues. If Army customers affected by a concept paper cannot reach a consensus on a proposal, the CTL will escalate the disagreement to the PEO or the Commander of the Major Subordinate Command (MSC).  Alternatively, if a consensus cannot be reached and the CTL believes that a particular concept paper would benefit the Army, the CTL is authorized to advise the ACO that the concept paper is approved for implementation.  If a dissenting customer elects to pursue the disagreement, it will escalate the disagreement to the PEO or the MSC Commander for resolution.  If the resolution process will exceed the 120 day cycle time, the CTL will notify the Army SPI Program Coordinator. 

6. Resolution of Problems or Disputes Between the Services: TC "6.
Resolution of Problems or Disputes Between the Services" \f C \l "3" 
If there is disagreement among Service Components, the issue must be escalated as soon as possible.   However, prior to escalating such disputes, the CTL will ensure the parties to the disagreement have met to discuss the issues and reach a resolution.  The Army CTL will escalate the issue to the Army SPI Program Coordinator.  The SPI Program Coordinator will work the issue with other Services and DCMA to attempt resolution.  If further escalation is necessary, the SPI Program Coordinator will elevate to DASA(P&P). 
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B. Block Change Modification:

1.
Proposal Evaluation: TC "1.
Proposal Evaluation" \f C \l "3" 
In the process flow chart shown at Figure 1 and in several SPI policy and guidance documents there are references to the contractor’s submission of a proposal. A clarification is needed here, as in many instances the contractor will not prepare a separate proposal. If a Concept Paper documents no instant cost savings associated with existing contracts, then the Concept Paper is the "proposal," and the block change modification will be executed based on the Management Council’s approval of that Concept Paper. Future cost savings will be incorporated into the forward pricing rates the contractor uses for bidding on new solicitations. There have been instances however where the Concept Paper has identified instant cost savings for existing contracts at the facility. In this case the contractor will prepare a proposal, which will include both the technical content of the Concept Paper(s), data to substantiate the proposed cost savings associated with the proposed processes, and a list of the existing contracts for which the savings are applicable, etc. The ACO will make the determination relative to the requirements of the proposal and the extent to which cost and pricing data is required. Where there is a proposal submitted subsequent to the approval of Concept Papers, Service customers will be provided a copy of the proposal from the ACO requesting review and evaluation inputs. The DCMA and DCAA will have primary responsibility for evaluation of proposed costs, rates and factors; while the Service customers normally will focus their evaluation on the technical aspects of the proposed process changes. Army customer proposal evaluation inputs will be submitted directly to the ACO. 

2. Consideration: TC "2.
Consideration" \f C \l "3"  

DCMA SPI-IS 96-3, Subject: Consideration:  Applying it to the Single Process Initiative, provides a good summary of the ground rules for obtaining consideration in those cases where instant contract savings are proposed by the contractor. Several key points are noteworthy for Army customers and Army Component Team Leaders on this subject. First, understand that consideration to the Government applies only when instant contract cost savings are proposed by the contractor for existing contracts. In most cases, Concept Papers result in future savings for new awards. In practice, there have been relatively few instances where SPI process changes have resulted in instant contract savings for existing contracts. However, past results in the area of attaining instant contract cost savings do not necessarily indicate that no such cost savings can be achieved on current and future SPI process changes.  Personnel must make every attempt to realize and maximize instant contract cost savings.   Second, where instant contract cost savings are proposed, there will be a proposal submitted and a process whereby the ACO will be negotiating for consideration in the form of additional goods, services (non-monetary) or adjustments to contract prices. In practice, the basis for determining each Service customers’ share of this consideration has been based on the amount of Unliquidated Obligations (ULOs) associated with the applicable contracts as documented in the DCMC database. Third, where consideration is offered in terms of goods and services, the Army Component Team Leader is responsible for coordinating with Army customers to establish the priority list of goods and services and what contracts to which these savings apply. The Army priority list is provided to the ACO. Be cognizant of the fact there are legal implications in dealing with this issue. Care must be given to preclude the augmentation of appropriations (i.e., Miscellaneous Receipts Act, 31 U.S.C. 3302(b)), to ensure that consideration is applied back to the existing contracts that generated these savings. A further aspect for consideration relates to the restrictions from using credits to expired appropriations to acquire additional goods and services (i.e., Bona Fide Needs Statue, 31 U.S.C. 1502(a)). Fourth, the ACO will manage the process of consideration in support of the Management Council.  The process for handling consideration is complex. For this reason, it is absolutely essential that PCOs are kept fully informed by their Army customers participating in the SPI. 

3. SPI Performance Based Contract Block Change (PBC2 ): TC "3.
SPI Performance Based Contract Block Change (P-BC2 )" \f C \l "3" 
SPI proposals and contract block changes should be written in performance language whenever practicable.  It is the preferred approach for the contractor's proposed SPI block changes(s).  However, due to variations in organizations, business practices and product requirements, it may not be feasible for every block change to be in performance terms.  Performance language for a contract block change provides flexibility so that process improvements or changes can be pursued without having to negotiate additional contract changes.  PBC2 should be based on assessments of risk, adherence to overall requirements, as well as good business judgement and common sense.

(a)  Definition:

A Performance Based Contract Block Change (PBC2) defines the functional requirements for the process, desired and required output(s), and any interface and interchangeability requirements.  It states a requirement in terms of required results with criteria for verifying compliance, without stating methods and procedures for achieving the required results. 

(b)  Acquisition Reform Principle:

An overarching goal of acquisition reform is to reduce cost, remove barriers, and promote business efficiencies between the government and industry.  The single process initiative is the mechanism for implementing changes to existing contracts.  Use of PBC2, in lieu of Government-imposed specifications, standards, processes, and management systems, places increased responsibility on the contractor for meeting contract requirements.  The use of performance-based requirements provides industry the flexibility to seek innovative solutions and supports DOD's goal of civil/military integration.  The following general guidance is provided in developing performance-based block change modifications where practicable. 

(c)  Look For:

· Requirements stated in terms of the required results and criteria for verifying compliance. 

· Block changes that clearly state "what we need" and not "how to."

· Technical and schedule requirements stated in terms of desired results. 

· Contractor flexibility on how to achieve desired results.

· Criteria and methods of performance measurement.

· Clearly defined deliverables and reporting requirements. 

· Appropriate use of warranties/incentives, negative incentives tied to process/product performance.

· Key characteristics, interface requirements, and parameters.

· Flexible language that allows contractors to exceed the minimum contract requirements.

· Acceptable risk.

(d)  Look Out For:

· Use of contractual, detailed design, manufacturing, or business processes; work methods; or procedures on “how” a requirement is to be achieved or performed.

· Requirements that are not measurable or verifiable. 

· Language that constrains the contractor to a single solution.

· Mandatory processes or management systems that unnecessarily restrict flexibility or innovation.

· Inappropriate application of MIL-SPECS or MIL-STDS.

· Adverse impact on reliability, maintainability, and supportability.

(f) Additional Guidance:

· Management Councils should not apply PBC2 guidelines retroactively to redo existing "accepted block changes" unless the contractor proposes them.

· Performance based standards, interface standards, and standard practices (defined in the DoD Index of Specifications and Standards (DoDISS)) may be used, when appropriate in PBC2.  PBC2 does not restrict use of processes directed by DoDD 5000.1, DoD 5000.2-R, FAR, DFARS, or public law
4. Issuing the Block Change Modification: TC "4.
Issuing the Block Change Modification" \f C \l "3" 
Once a Concept Paper is approved and proposal evaluation has been completed, the final step is the process is to modify affected contracts to incorporate the change.  For those contracts that have been delegated to DCMA for contract administration, the ACO will issue the modification.  In those instances when contract administration has been retained by the PCO, the PCO is responsible for modifying affected contracts.  As most contracts are delegated to DCMA for administration, the ACO will incorporate approved SPI Concept papers through the issuance of an Administrative Block Change Modification.  The ACO may provide copies of the draft block modification to SPI Service customers for final coordination. The block modification will identify the process changes to be implemented, the applicable contract numbers of the existing contracts that are affected, the facility locations to which these processes shall be applied and the terms of any equitable adjustment (consideration) that has been negotiated (only where there are instant contract savings realized). Executing this single modification will incorporate the new processes into all affected contracts without the burden of individually modifying every contract. Although copies will be provided by the ACO, it is essential that Army customers ensure that their PCOs receive a copy of the block modification. In those cases where there is an equitable adjustment (consideration) to selected contracts, the ACO will issue a contract modification for each of the affected contracts to incorporate the applicable consideration. The PCO involvement in this process is essential. Having incorporated the process changes in the contracts, the final implementation of the common processes can be achieved.

5. Status Reports: TC "5.
Status Reports:" \f C \l "3" 
DCMA Contract Administration Offices report the status of individual processes to HQ DCMA for tracking purposes.  The DCMA SPI database is updated monthly.  It contains POC information for each facility and the status of individual processes submitted at each contractor facility.  

Upon receipt of the DCMA database, the Army SPI Coordinator extracts the Army only data and updates the Army status reports.  This information is distributed to the SPOCs and CTLs via E-Mail.  CTLs that do not have access to Microsoft ACCESS are provided copies of the pertinent reports in WORD format.

The Army SPI Website (http://www.amc.army.mil/amc/rda/rda-ac/spi/spi-army.htm) provides links to SPI Guidance that includes a copy of this Guidebook, current listings of SPOCs and CTLs, briefing material, the Army SPI Newsletter, and DCMA and other Service SPI Websites. 

C. Prime and Subcontractor Relationships:

When a contractor is proposing specification and common process changes for prime contracts at his facilities, it is important to consider this prime contractor may also be a subcontractor to other primes. The full benefits of adopting single processes may not be fully realized without implementing these changes across all work at the contractor’s facility. When a contractor identifies in a Concept Paper other Army contracts for which he is a subcontractor as candidates for applicability of process changes, the Army Component Team Leader shall ensure the Army customers for those prime contracts are contacted and included in the technical review of the process changes. The ACO should ensure that the cognizant DCMA office and applicable prime contractors are consulted as well. When the Management Council and the prime contractor(s) to which the requester (originator of a Concept Paper) is a subcontractor agree on the change, three conditions exist: 

1.  If another Government contract must be changed to modify the requirement, the ACO may send the request for contract modification to the cognizant prime contractor ACO along with an assessment of costs or savings. The prime contractor ACO should modify the contract. 

2.  If another Government contract does not require modification because the requested subcontract change is only a prime contractor requirement, the subcontractor should be advised to request the change from his prime contractor, without further DOD participation. 

3.  No actions by the Government should in any way relieve a prime contractor of assuring subcontractor compliance with contract performance requirements.

IV. Lessons Learned:

A. What Constitutes a Facility:

As part of participating in Management Councils, the question of what constitutes the contractor’s "facility" at which proposed single processes apply must be addressed. The contractor may have multiple facilities within its organization which are not collocated. In some cases there can be different DCMA offices responsible for contract administration of these facilities. In other cases the company may allow for different management and manufacturing processes at its various locations (e.g., operating units, divisions, subsidiary operations) as a normal way of doing business. It is important up front to establish precisely what facility location(s) the contractor’s proposed single processes apply, as this may impact customer and DCMA representation on the Management Council as well as the list of applicable contracts.. 

B. In the Absence of a Local Management Council:

Where there is a local DCMA office (former DPRO) at a major contractor’s facility, you will normally find a Management Council has already been established. In the case of a DCMA office responsible for many contractors over a wide geographic area (former DCMAO) this may not be the case.  In those instances, the area DCMA office has sent letter invitations to contractors under their cognizance encouraging SPI participation.  If this is the case, as an Army Component Team Leader or Army customer it is likely a Management Council will be organized and convened only when Concept Papers are submitted.  In other words, if the local DCMA is an area office responsible for a large number of contractors, SPI coordination and communications may rely on electronic media for frequent communications rather than the face-to-face meetings more easily coordinated in a DCMA Plant Office. 

C. Matrixed Support is Necessary:

In practice, the Army representatives to the Management Council tend to be senior customer officials; however, it is imperative that Army customers call on or otherwise involve subject matter experts from their organization or the supporting organizations that provide matrixed functional expertise to ensure the thorough evaluation of proposed single processes. It may be necessary to invite these subject matter experts to Management Council meetings as appropriate and for working group meetings where issues, questions, and concerns are resolved prior to presentation of Concept Papers as appropriate.
V. Review of Policy Guidance:

A review of the initial policy and guidance implementing the SPI is helpful in understanding the evolution of this process and as reference material. These memoranda are 

described and listed in chronological order.  The complete documents summarized below can be retrieved from the Army SPI Website.

a.  SECDEF Memo, 6 Dec 95, Subject: Common Systems/ISO-9000/Expedited Block Changes. In this memorandum the Secretary of Defense directed that block changes to the management and manufacturing requirements of existing contracts be made on a facility-wide basis, to unify management and manufacturing requirements within a facility, wherever such changes are technically acceptable to the Government. The Under Secretary of Defense for Acquisition and Technology was charged with issuing additional guidance necessary to replace Government-unique requirements in existing contracts with uniform requirements within the contractor’s facilities.

b.  USD(A&T) Memo, 8 Dec 95, Subject: Single Process Initiative. This memorandum directed the use of an expedited, streamlined approach to evaluating contractors’ proposals for single processes. The general roles and responsibilities for the SPI and a 120-day process was defined for accomplishing block changes to existing contracts. DCMA ACOs were given the authority to execute class modifications to implement these processes.

c.  CMDR DCMA Memo, 11 Dec 95, Subject: Adoption of Common Processes at Defense Contractor Facilities. This memorandum defined the DCMA roles and guidance for the block change process.

d.  ASA(RDA) Memo, 21 Dec 95, Subject: Common Process Facilities Initiatives. The Army Acquisition Executive provided early implementing guidance for Army activities. It described the establishment and responsibilities of an Army Component Team Leader coordinating the evaluation of contractor single process proposals and block changes with Army customers. The Deputy Assistant Secretary of the Army, Procurement, DASA (P), was identified as the focal point for Army participation in the process.

e.  DCMA Single Process Initiative Information Sheet (SPI-IS 96-1 through 96-9). The DCMA has been issuing SPI Information Sheets (SPI-IS) to assist in understanding the SPI and Block Change process. Although these are not official policy, they are intended to provide information for DCMA personnel on various aspects of implementing the SPI. They are useful for Army participants to better understand the process.  SPI Information Sheets and additional information on the SPI can be found on the DCMA SPI Internet Home Page at http://www.dcmc.hq.dla.mil/spi/INFO/Spi_info.htm.

f.  USD(A&T) Memo, 3 Sep 96, Subject: Prime and Subcontractor Relationships in the Single Process Initiative (SPI). This memorandum provided follow-up SPI guidance on implementing process changes to a participating prime contractor’s subcontracts with other primes.

g.  Acting USD(A&T) Memo, 16 May 97, Subject: Subcontract Single Process Initiative.  This memorandum reiterates that Prime Contractors may allow for substitute processes to those flowed down to their subcontractors where the subcontractor has SPI processes accepted by a DoD Management Council.

h.  Acting Deputy Assistant Secretary of the Army (Procurement) Memorandum, 10 Jun 97, Subject:  U.S. Army Materiel Command (AMC) Responsibility for the Single Process Initiative (SPI) Project.  This memorandum transferred operational and policy responsibilities for Army SPI to AMC.

i.  Acting DASA(P) Memorandum, 11 Jun 97, Subject: Single Process Initiative and New Contracts.  This memorandum allowed for acceptance of contractor proposed SPI as substitute solicitation specifications where the SPI had been accepted by a DoD Management Council.  It reiterated the goal of a 120 day cycle time for processing SPI.

j.  Under Secretary of Defense Memorandum, 20 Aug 97, Subject: Single Process Initiative.  This memorandum provides the details of a Defense Federal Acquisition Regulation Supplement (DFARS) amendment that encourages contractors to propose accepted SPI as replacements for military or Federal specifications or standards.

k.  USD Memo, 3 Jun 1998, Subject: The Single Process Initiative - A Long Term Perspective.  This memorandum emphasizes Civil Military integration, transition to a Performance Based Business Environment, and maximum use of commercial items and practices.  The memo states: (a) that block change modifications will be written in performance language whenever practicable; (b) directs appropriate representation on corporate and local management councils; (c) requires expeditious review of SPI concept papers and elevation of disagreements among the components to USD (A&T) for resolution (to be reviewed at periodic Acquisition Reform Updates with USD (A&T); and (d) ensures resources are committed to support SPI. 

.

l.  ASA(RDA) Memo, 21 Jul 1998, Subject: Support for the Single Process Initiative (SPI).  This memorandum endorses the USD Memo, 3 Jun 1998, Subject: The Single Process Initiative - A Long Term Perspective and directs that Army PEOs, PMs, MACOMs and AMC subordinate commands and activities to support the SPI program and make the resource commitments necessary to make SPI a continued success.

m.  AMCRDA-AC Memo, 4 Nov 1998, Subject: Cost Avoidance from the Single Process Initiative (SPI) and New Contracts.  This memorandum reinforces the requirement to ensure that cost avoidance features previously identified by industry are incorporated in future contracts.

ARMY COMPONENT TEAM LEADER

CHARTER
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ARMY COMPONENT TEAM LEADER

SINGLE PROCESS INITIATIVE

In accordance with Department of Defense Directive 5000.1

and Army SPI Implementation Guidance, I hereby appoint

As the Army Component Team Leader for 

Single Process Initiative Proposals

Submitted to the _______________Management Council.

As Army Component Team Leader, you will perform as the Army manager and represent all Army customers for assigned programs.  You are responsible for facilitating consensus with the other component team members.

You shall obtain assistance from subject matter experts in order to apply sound technical, business and programmatic judgment in the implementation of the Single Process Initiative.

You have the authority to make decisions on all issues related to the review and approval of assigned Single Process Initiative concept papers and proposals.

Unless sooner terminated, this appointment shall remain in effect so long as the Management Council is established.
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