The acquisition cycle begins with the most crucial step in the procurement process – defining the requirement in writing. This begins with the program official as they have a full understanding of the needs of their program and considerations for accomplishing the planned acquisition. 
FAR Part 11 specifies that when describing agency needs, acquisition of supplies or services should be stated in terms of a) functions to be performed, b) performance required, or c) essential physical characteristics.  Requirements should be developed in a manner that promotes competition, allows for use of commercial items, eliminates restrictive features, and includes only what is essential to satisfy the Government’s minimum needs and is authorized by law.  If the requirement is a product (supplies), the Contracting Officer should be given all possible information relating to that product, an explanation of its desired functionality, and data regarding the end user’s need. These will all facilitate working towards a viable implementation or installation schedule.  The items below are included to help assist individuals in the planning of an acquisition.
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Define the Requirement


Begin by writing a rough draft of the requirement


Are there any potential conflicts of interest (COI)?


 FAR Subpart 9.5 discusses Organizational and Consultant Conflicts of Interest (COIs)


Conduct Market Research


FAR Part 10 describes the policies and procedures for conducting market research


 If a signficant potential OCI exists, the procedures at FAR 9.506 shall be followed


Work jointly with Contracts to develop Acquisition Strategy


Prepare and Submit the PR Package


Consider the acquistion method


Consider the contract type


Consider small business and socio-economic goals


Consider EIT Certification/Section 508 Compliance (FAR 39.201)


Service Contract Act applicability?


Determine Security Requirements


Advisory and Assistance Services?


Government Furnished Property?


Refer to the PR Package Guidance for more information regarding necessary documentation
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Procurement Packages

nce an agency identifies a requirement to fill an

agency need, the program (or requiring) office

should begin assembling the documents that will
enable the contracting office to develop a solicitation and
award a contract or order. Depending on the size, complex-
ity, and characteristics of the requirement, as well as local
regulations, several documents may be required as part of
the procurement package.

What documents are necessary to start
the process?

Regardless of the size or type of the requirement, you
need documentation that: 1) identifies the requirement;
2) provides an estimate of the cost; and 3) certifies the
availability of funds. This is necessary to verify that the re-
quirement is valid and funding is available to support it.
Your organization typically will have electronic or paper
forms showing the information needed to initiate the pur-
chase request (requisition), and may have online tools on
its intranet to guide you through the process. Your agen-
cy's requisition form probably will require a citation to the
appropriate advance acquisition plan, and may combine a
number of items discussed next in one document. Your
budget officer will handle the funding documentation.

The cost estimate is provided as an independent gov-
ernment cost estimate (IGCE). This document is necessary
for budgeting, and will help the contracting office develop
a solicitation appropriate for the size of the procurement
action. The level of detail necessary will depend on size,
complexity, and whether the IGCE will be used as a basis
for determining cost/price reasonableness.

If your requirement needs a more complex description
than a part number or simple commercial description, you
will need to include a commercial or government specifi-
cation for supplies (possibly with drawings or blueprints
as applicable) or a work statement for services. There are
three possible types of services work statements:
¢ Statement of Objectives (SOQ0). This is used when

you want to give the contractor maximum flexibility to

develop creative solutions. The SOO states the scope
and objectives of the program, period of performance
or due dates as applicable, and constraints.

* Performance Work Statement (PWS). The PWS
states the requirement in terms of outcomes and out-
lines how they will be measured. If you start with a
SOO, the contractor will develop the PWS; otherwise
your office will develop it.

¢ Statement of Work (SOW). This is the most detailed
description of services and typically includes how and
where the work and oversight will be accomplished.

What other documents will the
contracting office want to see?

You also will need to provide your market research results,
including recommended sources. The sources question
gives rise to additional possibilities:

e |f your requirement is over the simplified acquisition
threshold (SAT)" and is sole source or will be otherwise
solicited with less than full and open competition, you
will need to prepare a justification in accordance with
Federal Acquisition Regulation (FAR) 6.303.

* |f your requirement is competitive and will need to be
awarded based on technical considerations in addition
to price, you will need to provide evaluation factors and
a technical evaluation plan.

Contents of a Typical Procurement Package

e Requisition with funding

* Independent government cost estimate

* Specification or work statement

* Market research results and sources

e Justification for other than full and open competition, or
evaluation factors and technical evaluation plan

* Deliverables and reporting requirements

¢ Government-furnished property, materials, or equipment
list
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¢ |f government-furnished property, material, or equip-
ment is to be provided, you will need to include a list.
This list may be included in the acquisition plan.

Acquisition planning is required for all acquisitions, but
if your requirement is over the threshold established by
your agency, you will need a written plan that includes the
elements contained in FAR 7.105. This is in addition to
the advance acquisition plan mentioned earlier. Approval
will occur in accordance with your agency procedures. For
larger and more complex procurements, a good practice is
to establish an integrated project team (IPT) and make the
acquisition plan a team effort.

Endnote

Your agency may require other documents, or you may
be asked to provide input for such things as an analysis of
alternatives for an interagency acquisition, a determination
and findings for a time-and-materials contract, and so on.

Conclusion

Developing a complete procurement package will expe-
dite the handling of your requirement. If the requirement
is large or complex, using an IPT is advisable. Involving the
contracting officer and other specialists early in the plan-
ning process is a good practice that reduces the chance
that important issues will be overlooked. ¢

1. See FAR 2.101. “Simplified acquisition threshold” means $150,000; $7M for commercial items (see FAR 13.5). Other thresholds

may apply.

¢ Quick Reference Guide: A COR’s Guide to Evaluation Criteria

e Advisory: Back to Basics: Developing Solid Requirements
e Webinar: Back to Basics—Requirements Development
* Webinar: The Procurement Request: It Takes a Team

list of the components of a clearly defined SOW
¢ Template: Statement of Work
¢ Template: Performance Work Statement
e Template: Quality Assurance Surveillance Plan (QASP)
¢ Statement of Work (SOW) Requirements Checklist
* Sample statements of objectives from various agencies
e Sample performance work statements from various agencies
e Sample statements of work from various agencies
* Template: Procurement Planning and Strategy Meeting

Below are a few of the many VAO resources available to assist you:

VAO Resources

e Quick Reference Guide: Top Ten Things Every COR Should Do - Preaward
* Quick Reference Guide: A COR’s Guide to Acquisition Planning

* Quick Reference Guide: A COR’s Guide to Statements of Work, Performance Work Statements, and Statements of Objectives
¢ Quick Reference Guide: A COR’s Guide to Independent Government Cost Estimates

* Inquiry: Please highlight the importance and benefits of a specific and clearly defined statement of work (SOW), as well as provide a

n September 2017
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https://www.acquisition.gov/sites/default/files/current/far/html/Subpart%2013_5.html#wp1083053

https://www.gotovao.com/

https://www.gotovao.com/index.cfm?action=comment&id=0670052892000443

https://www.gotovao.com/index.cfm?action=comment&v2&id=0670037216000443

https://www.gotovao.com/index.cfm?action=comment&v2&id=0670037232000443

https://www.gotovao.com/index.cfm?action=comment&v2&id=0670037295000443

https://www.gotovao.com/index.cfm?action=comment&v2&id=0670037248000443

https://www.gotovao.com/index.cfm?action=comment&v2&id=0430054313000443

https://www.gotovao.com/index.cfm?action=comment&v2&id=0390053987000443

https://www.gotovao.com/index.cfm?action=comment&v2&id=0390062750000443

https://www.gotovao.com/index.cfm?action=comment&v2&id=0200024717000443

https://www.gotovao.com/index.cfm?action=comment&v2&id=0200024717000443

https://www.gotovao.com/index.cfm?action=comment&v2&id=0570033028000443

https://www.gotovao.com/index.cfm?action=comment&v2&id=0570063996000443

https://www.gotovao.com/index.cfm?action=comment&v2&id=0570005200000443

https://www.gotovao.com/index.cfm?action=comment&v2&id=0120060195000443

https://www.gotovao.com/index.cfm?action=search.v2&search=Sample: Statement of objectives&chkExactSearch=1&ContentTypeCat=12

https://www.gotovao.com/index.cfm?action=search.v2&search=Sample: Performance Work Statement&chkExactSearch=1&ContentTypeCat=12 

https://www.gotovao.com/index.cfm?action=search.v2&search=Sample:%20Statement%20of%20Work&chkExactSearch=1&ContentTypeCat=12

https://www.gotovao.com/index.cfm?action=comment&v2&id=0570062473000443
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A COR’s Guide to the COR Role

VAO Research Institute

as the government'’s technical expert for an acquisi-
tion, functioning under written delegation from the
contracting officer (CO). While the CO is the government
official formally vested with contracting authority, one or
more CORs may be appointed to handle specific contractu-
al matters. The COR generally is an employee possessing
a high degree of knowledge of the product or service to be
acquired.
Federal Acquisition Regulation (FAR) 2.101 defines the

COR role as:
... an individual, including a contracting officer’s technical
representative (COTR), designated and authorized in writ-
ing by the contracting officer to perform specific technical
or administrative functions.

The contracting officer’s representative (COR) serves

Agency regulations or policies also provide procedures
for COs to appoint personnel in writing to exercise day-to-day
oversight of contractual performance. ACOR inacivilianagen-
cy must be certified and maintain certification in accordance
with the September 6, 2011 Office of Federal Procurement
Policy (OFPP) memorandum, Revisions to the Federal Acqui-
sition Certification for Contracting Officer's Representatives
(FAC-COR). CORs in defense agencies must be certified
and maintain certification in accordance with Department of
Defense Instruction (DoDI) 5000.72, DoD Standard for Con-
tracting Officer's Representative (COR) Certification.

The CO usually appoints the COR when the contract
is awarded or shortly thereafter. However, there is no
prohibition against assigning the COR earlier. The techni-
cal expert, project manager, or program officer who will
become the COR generally fills important roles during all
phases of the acquisition cycle, from acquisition planning
to award to contract management and closeout. In fact,
FAR 7.104(e) encourages nominating a COR "as early as
practicable in the acquisition process.”

This guide highlights the COR’s major roles during sig-
nificant phases of the acquisition life cycle. We use the
term COR throughout, even though an acquisition phase
may occur before the CO appoints the COR.

The FAR recognizes acquisition as a complex team ef-
fort. Its “Statement of Guiding Principles for the Federal

Acquisition System” states in part:

The Acquisition Team consists of all participants in Gov-
ernment acquisition including not only representatives of
the technical, supply, and procurement communities but
also the customers they serve, and the contractors who
provide the products and services. ... The role of each
member of the Acquisition Team is to exercise personal
initiative and sound business judgment in providing the
best value product or service to meet the customer’s
needs.

What is the COR’s role on the acquisition
team?

A COR'’s role is dynamic, changing as the acquisition pro-

ceeds through different phases of the acquisition life cycle.

For example, during acquisition planning, the COR's roles

include:

* |dentifying the needs of the government

* Helping draft the statement of work or requirements
document

¢ |dentifying effective methods and metrics for monitor-
ing contractor performance

* Conducting market research

* Obtaining funds

¢ Coordinating program office activities with the contract-
ing activity

As the acquisition moves into solicitation preparation,
approval, andissuance, and proceeds through receiptand eval-
uation of offers, award decision and documentation, the CO
plays the most active role while the COR provides necessary
technical knowledge and coordinates program office activi-
ties associated with the various acquisition phases. After the
contract is signed and contract administration and manage-
ment begin, the COR takes the lead in contract monitoring,
performing or facilitating actions to ensure the government
obtains the goods and services under the contract and the
contractor receives appropriate and timely payment.
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Generally, COR duties cannot be delegated to another
person. Some agency COR regulations provide for the ap-
pointment of more than one official to serve as COR for
a contract. For example, a contract might be performed
at different sites, or goods may be produced at or deliv-
ered to different destinations. More than one government
representative might be needed to adequately manage
such contracts. COR roles discussed here might also vary
with the type or critical nature of the contract. Complex,
mission-critical contracts call for more detailed monitoring
than other, less-crucial contracts.

Each COR appointment letter should spell out the
COR'’s delegated duties as appropriate to the contract
and identify limitations on the COR's authority. The COR'’s
overall role, and indeed the role of each government
member of the acquisition team, is stated clearly in the
FAR: to “exercise personal initiative and sound business
judgment in providing the best value product or service.”
The COR, like the CO, is required to act in an impartial
manner in government business affairs. The standard set
forth in law and regulation is that the COR and all other
government acquisition team members shall avoid “even
the appearance of a conflict of interest in government-
contractor relations.”

What is the COR’s role in
acquisition planning?

Formal acquisition planning procedures are designated by
each agency head in accordance with FAR 7.103. Planners,
in many cases including the COR, coordinate all acquisi-
tion planning activities with the cognizant CO. During
actions leading up to issuance of the solicitation, the COR
is responsible for identifying work to be performed by the
future contractor and describing the work in performance-
based terms aligned with the desired results of contract
performance. In addition, the COR is responsible for iden-
tifying standards of acceptable quality, delivery dates, data
formats, reporting requirements, and other such aspects
of performance.

During market research, as described in FAR 10, the
COR is responsible for helping the CO determine wheth-
er commercial or nondevelopmental items are available
in the marketplace to meet agency needs. CORs also
perform market research to identify prevailing business
conditions appropriate to the supplies or services to be
procured, such as warranties, payment terms, price
ranges, and other features of the marketplace that will af-
fect the acquisition and performance of the requirement
and that should be translated by the CO into solicitation
terms. The COR and CO’s acquisition team roles include
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considering whether the upcoming acquisition should be
set aside for small businesses or solicited through other
socioeconomic programs, and coordinating such consider-
ations with the appropriate government officials.

One of the most important roles of the COR is to draft
the requirements document. This document is generically
known as a statement of work (SOW), but performance-
based or results-oriented requirements documents
describing the required supplies or services can take the
form of a performance work statement (PWS) or state-
ment of objectives (SO0O). The COR is responsible for
writing these documents in nonrestrictive terms to take
advantage of commercial items whenever possible and
promote competition. If full and open competition cannot
be obtained, the COR is responsible for providing the CO
with adequate justification that meets one of the excep-
tions to full and open competition while complying with
FAR and agency-specific documentation requirements.

The level of quality requirements to be included in the
contract is decided during acquisition planning. The COR's

role, according to FAR 46.103, is to provide the CO wiith:

. any specifications for inspection, testing, and other
contract quality requirements essential to ensure the in-
tegrity of the supplies or services (the activity responsible
for technical requirements is responsible for prescribing
contract quality requirements, such as inspection and
testing requirements or a quality assurance surveillance
plan).

The COR also must help decide whether data rights
and/or patent rights might result from the contract, and
work with the CO to ensure the government selects the
most advantageous way of handling intellectual property.
The COR's role may extend to coordinating with legal and
other advisors. If government property and/or data will
be needed for performance, the COR should coordinate
these requirements with both technical personnel and
the CO so these items are provided to the contractor in
a timely manner during the contract administration and
management phase.

The COR's role during this stage typically includes
developing the independent government cost estimate
(IGCE) for the work. The COR should develop the IGCE
with cooperation and support of other experts as appro-
priate who may have useful data or insight into what a
particular requirement may cost. In addition, the IGCE
is used by many members of the acquisition integrated
project team (IPT) for many purposes, particularly the CO
for negotiation and price reasonableness determinations,
so coordinating the content and organization of the IGCE
with team members who will use it is always a good
idea. Agency procedures generally require the program

VIRTUAL ACQUISITION OFFICE™





office to provide a procurement request package to the
CO before he/she initiates the solicitation process. This
set of documents may be called by various names, but
at minimum it contains information gathered during ac-
quisition planning, suggested sources to be solicited, the
SOW/PWS/SOO/specifications, and an official means of
setting aside funding citations sufficient to cover initial
performance of the contract. The COR plays a critical role
in developing, compiling, and presenting this information
to the CO.

What is the COR’s role in solicitation
preparation, approval, and issuance?

Once the CO receives the procurement request package
from the program office, he/she analyzes the information
and coordinates any additions, changes, and/or further
documentation and approvals with the COR.

The role of the COR in the solicitation preparation pro-
cess is to assist the CO in developing a document that
clearly states what the government intends to purchase,
relevant contract terms and conditions, and source selec-
tion criteria for award. The COR'’s role in identifying criteria
for award is crucial because the COR likely will lead or be a
member of the team that evaluates proposals. Other COR
roles can include:

* Prior to issuance, approving the solicitation on behalf of
the technical office

* Becoming familiar with a solicitation’s terms and condi-
tions

* Participating in preproposal conferences and site visits

* Responding to technical questions

* Participating in briefings to the government’s senior
decision-making personnel

* Assisting with and reviewing solicitation amendments

¢ Coordinating the technical proposal evaluation process

* Formulating the contract management plan and
obtaining needed resources for eventual contract ad-
ministration and management

What is the COR’s role during receipt and
evaluation of offers?

When offers are received by the CO, the COR’s primary
role becomes to assist the CO with evaluating the bids
or proposals according to the procedures and factors set
forth in the solicitation and source selection plan. The COR
may lead the technical evaluation panel (TEP) or otherwise
support technical analysis of the proposals. The COR's role
may extend to providing technical expertise on pre-award
site visits or serving on a survey team scrutinizing aspects
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of the offerors’ capabilities or facilities. The CO’s duties in-
clude issuing appointment letters to and briefing members
of the TEP and managing a process to ensure informa-
tion is safeguarded and conflict of interest is avoided. The
COR's role as head of the TEP is to ensure all members
evaluate all proposals according to the criteria set forth in
the solicitation and document this evaluation completely.
The COR also ensures fairness to all offerors, an impartial
deliberation, complete documentation, and safeguarding
of information. This is critical to preventing sustained pro-
tests.

The COR assists the CO during negotiations. In some
cases, the COR will assume the role of technical negotia-
tor. Once negotiations are concluded and final proposal
revisions are received, the COR will complete any final
analysis and documentation required to arrive at and sup-
port the award decision.

What is the COR’s role in award decision
and documentation?

Once all evaluations, pre-award site visits, audits, sur-
veys, and other actions leading up to the source selection
decision have been completed, the COR’s role shifts to
providing the CO a fully documented technical evaluation,
any business proposal evaluation documentation the CO
requires, and any other supporting documentation required
to decide which offeror(s) should receive the contract
award(s). The COR may be asked to check references and
past performance information.

In addition, the COR's role in defending award deci-
sions is critical at this juncture. Documentation the COR
oversees and provides to the CO describing the technical
and business evaluations must be adequate to support the
proposals’ ranking. Unsuccessful offerors are entitled to
specific information through debriefings at specific points
in the award process explaining why they are no longer
being considered for award or why they were ultimately
unsuccessful. Interested parties may challenge the gov-
ernment’s actions, including award, through the protest
process. During a protest, the COR will provide the CO
and legal advisors with information to explain and defend
processes and business decisions.

At the point of contract award, the CO normally issues
the COR appointment letter that spells out the roles, du-
ties, responsibilities, and extent of authority delegated
to the COR for a particular contract or series of con-
tracts in accordance with agency procedures. The COR
participates in contract startup activities, including post-
award conferences and orientation sessions with the

contractor(s).
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What are the COR’s roles during contract
administration and management?

During contract management, the COR acts as the CO's

eyes and ears by constantly monitoring contractor per-

formance. The COR'’s efforts are critical to ensuring the

government fulfills its contractual obligations and the con-

tractor delivers as promised.
The COR'’s contract administration roles include but

are not limited to:

¢ Establishing and maintaining a complete COR file

* Meeting or otherwise communicating with the contrac-
tor and CO on a regular basis

* Receiving and reviewing reports

* Documenting deliveries

* Executing the quality assurance surveillance plan
(QASP)

* Inspecting goods or services in accordance with the
terms of the contract

* Accepting goods and/or services (the COR, on behalf
of the government, “assumes ownership of existing
identified supplies tendered or approves specific ser-
vices rendered as partial or complete performance of
the contract”)

* Processing payment requests or invoices, and helping
resolve payment issues

Contract management includes closely monitoring
progress, quality assurance, technical performance, se-
curity, and all other aspects of performance without
interfering with or directing the contractor’s effort. The
COR’s role includes exercising his/her technical expertise
and business acumen to assess progress and anticipate
problems that might arise. The effective COR commu-
nicates actively with the contractor, CO, and all other
acquisition team members to ensure problems are iden-
tified and resolved quickly, teamwork is established and
sustained, and the government receives the best overall
value for its contract dollars.

The COR'’s role in relation to senior government
management may include reporting progress and recom-
mending termination or continuance of the contract, or
providing supporting documentation for the CO’s written
determination to exercise options. The COR's contract
managerial role includes but is not limited to:

* Managing and coordinating clearances (e.g., security)

* Documenting all actions by government personnel
associated with contract performance (including the
COR's)

¢ Handling contractor performance problems within the
COR delegation and briefing the CO
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* Ensuring fulfillment of any responsibilities the govern-
ment has to support the contractor, such as obtaining
government workspace, property, data, equipment,
tooling; or providing timely reviews of contract mile-
stone events, such as first article testing

* Participating on boards determining award fees or other
contractor incentives

* Obtaining approval and funding for exercising options
and contract modifications

* Preparing contract performance reports

* |nitiating and referring possible contractual changes to
the CO for action

What are the COR’s roles when things go
wrong during contract performance?

The FAR states a general preference for resolving con-
tractual disputes at the CO level. The COR'’s role, when
performance is below desired standards or disagree-
ments arise between the government and contractor, is
to identify possible issues, create and maintain documen-
tation, communicate with the CO, and suggest possible
solutions.

The COR's prompt action, documentation, and com-
munication will help protect the government’s rights in
the event formal action is taken to correct deficiencies
or terminate the contract. Constant vigilance and com-
munication from the COR can identify and help resolve
performance problems before they become expensive or
irreparable.

What is the COR’s role in
contract closeout?

Once the contract is complete; all goods and services
called for have been received, inspected, and accepted;
and the contractor has received final payment; the COR'’s
role changes from managing an active contract to identify-
ing and facilitating resolution of any remaining government
obligations so the contract can be declared closed and the
contract files disposed of in accordance with regulation
and agency procedures. Normally, the COR will receive in-
structions and checklists from the CO to guide the contract
closeout process. The CO will also send correspondence
to the contractor and the agency’s financial management
personnel to obtain clearance for closeout. The COR's ulti-
mate roles during closeout include certification of physical
completeness of the contract, receipt and clearance of the
final invoice, and documentation of the disposition of items
such as government property, government data, equip-
ment, and tooling.
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Key Takeaways

¢ The COR does not have authority to bind the govern-
ment.

* The COR'’s duties, responsibilities, and limitations are
delegated in writing by the CO.

* The COR's role shifts during acquisition phases.

* The COR is crucial to successful contract outcomes. ¢

Related VAO Resources:

* Quick Reference Guide: Top 10 Things Every COR Should Do - Pre-award
* Quick Reference Guide: Top 10 Things Every COR Should Do - Post-award

The VAO COR toolkit has many Quick Reference Guides, as well as samples,
templates, and other content, that cover the COR’s roles and responsibilities
in more detail.
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and more complex requirements will need a formal

planning structure and written plans developed in
a format specified in the Federal Acquisition Regulation
(FAR; see FAR 7) and your agency’s implementing regu-
lations and guidance. If you are in a program office and
contemplating a large acquisition over your agency's
threshold for a written plan, you will need to pull together
considerable information and several functional specialists
to help develop it. If your requirement is smaller and does
not require a written plan, you still may need to consider
many topics and principles applicable to a written plan.
Read on for details.

Planning is necessary for every acquisition, but larger

When does acquisition planning begin?

Planning begins as soon as you become aware of a need.
Starting with market research — to establish that the need
can be met by industry, and to determine whether there are
existing or prior contracts for the product or service — the
planning process builds on what you and other functional
specialists already know. In the case of a large, complex
requirement, it culminates in a comprehensive formal plan
suitable for obtaining the required approvals from senior
management. For smaller requirements, thoughtful plan-
ning will improve your chances for success and help build
relationships useful for future planning teams.

What sort of formal planning structure
is recommended?

If your requirement is large or complex, an integrated
project team (IPT) is a good structure to use. This team in-
cludes technical specialists from appropriate disciplines, as
well as budget/finance, contracting, and legal personnel. It
might also include logistics, security, and other specialists,
depending on the nature of the requirement. An IPT may
have a formal charter, which raises its profile, clarifies roles
and responsibilities, and establishes chains of communi-

cation for obtaining necessary approvals. (See the Virtual
Acquisition Office (VAO) for an IPT charter template.) Any
time a written acquisition plan is needed, it is a best prac-
tice to make the writing process an IPT effort.

Are there particular strategies
or methods | should use or avoid?

Yes. In general, acquisition strategies should promote full
and open competition whenever possible and use com-
mercial products, services, and methods whenever they
make sense. If you cannot use these methods, be pre-
pared to develop a justification.

Since policy also requires that small businesses be
given the maximum practicable opportunity to compete
for federal contracts, if your requirement has been met
by small businesses in the past, any bundling or consoli-
dation of requirements that makes it difficult for small
businesses to compete also will need justification. If this
is the case, consult with your organization’s small busi-
ness specialist and the contracting officer (CO) to explore
the feasibility of breaking out part of the work as a small
business set aside. If the whole requirement will be set
aside for a small business or small disadvantaged busi-
ness, this is an acceptable exception to full and open
competition, and no justification is required.

A performance-based work statement is the preferred
method for services programs.? This requires the statement
to be framed in terms of objectives and outcomes, and
gives vendors an opportunity to offer creative solutions. If
you plan to use a non-performance-based work statement
detailing how the work will be done, that will need to be jus-
tified in the acquisition plan (see the next section for details).

What information must be included
in a written acquisition plan?

Topics that need to be covered are listed in FAR 7.105 and
may be augmented by your agency FAR supplement or
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other regulations and guidance.® They are grouped into

the general subject areas of background and objectives,

and plan of action. The following summary and notes will
help you navigate common problems of written acquisition
plans; study the regulations and guidance in some depth
as you develop the plan to ensure all required information
is included. Some elements may not apply to your pro-
gram; in these cases, it is good practice to list them as not
applicable so reviewers and the decision authority know
they were not overlooked.

The background and objectives section includes:

¢ Statement of need (include history, alternatives, and re-
lated in-house efforts)

* Applicable conditions (compatibility requirements and
other constraints)

* Cost (life-cycle cost, design-to-cost, and should-cost, as
applicable)

¢ Capability or performance (related to the need)

* Delivery or performance period requirements (describe
the basis and explain any urgency)

* Trade-offs among cost, schedule, and performance
goals, and expected consequences (this section is for
program trade-offs, not source selection evaluation fac-
tor trade-offs)

* Risks (technical, cost, and schedule, along with planned
risk reduction efforts)

* Acquisition streamlining (if designated as a program
subject to streamlining, discuss how industry participa-
tion will be sought and requirements tailored)

The plan of action section includes:

* Prospective sources (mandatory sources and small
and small disadvantaged businesses. If your program
involves bundling, discuss the impact and list affected
contractors and contracts.* Discuss the results of mar-
ket research and its impact on the plan)

e Competition (if you will not use full and open competi-
tion, this section should discuss and be consistent with
the justification for other than full and open competi-
tion)®

¢ Contract type selection

* Source selection procedures (discuss evaluation factors
and their relationship to the acquisition objectives)

* Acquisition considerations (for contract type, special
contract methods, and IT acquisitions, solicit input from
a contract specialist on the team. If the acquisition is
not performance-based or if it is performance-based but
not fixed price, provide the justification here)

* Budget estimates and funding schedule

* Rationale for the type of product or service descrip-
tion selected (for example, commercial or government
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specification, traditional statement of work (SOW) or
performance work statement (PWS). This section does
not repeat the statement of need

* Priorities, allocations, and allotments (if the Defense
Priorities and Allocations System applies)

e Contractor versus government performance (if the
work previously was done by government employees,
address the consideration given to Office of Manage-
ment and Budget (OMB) Circular No. A-76 (see FAR
7.3))

¢ Inherently governmental functions (if the work is close-
ly related to policy or budget decision making or other
inherently governmental functions, this section will
need close attention (see FAR 7.5))

* Management information requirements (if you plan to
use earned value management or some other system
to monitor the contractor's efforts, discuss it here)

* Make-or-buy (if your program is over $13.5 million and
will require certified cost or pricing data, you may want
to discuss with the CO whether the contractor should
be required to submit a make-or-buy plan. This is most
common in systems programs where cost control is dif-
ficult and intensive management is practicable)

* Test and evaluation (applies mostly to complex hard-
ware or systems®)

* |ogistics considerations, including warranties

* Government-furnished property and information (if lists
are extensive, they can be referenced or attached)

* Environmental and energy conservation objectives

® Security considerations (include IT security and how
any necessary access to government facilities will be
handled, even if classified material is not involved)

* Contract administration (describe the plan for who will
administer the contract and how it will be done; for ser-
vices, relate inspection to performance criteria)

e Other considerations  (review the list at
FAR 7.105(b)(20) and discuss any that apply)

* Milestones (the list at FAR 7.105(b)(20) is meant to be
a starting point; add others as necessary. This usually
needs periodic updating.)

® Participants in plan preparation (generally should include
technical, contracting, budget, and security personnel
at minimum, along with any other specialists who pro-
vided input)

Key Takeaways

Acquisition planning begins when you become aware of

a requirement and develop it from your market research.

1. Coordinate early with contracting, budget, and other
specialists.
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For large or complex requirements, using an IPT is
considered a best practice.

Your strategy should maximize competition as well as
the use of commercial products and services (where
practicable).

For services, performance based is the preferred ap-
proach.

If bundling is used, be sure it is fully justified and look
for work that can be broken out for a small business

Endnotes
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set aside. Include your organization’s small business
advocate in discussions, and try to make the acquisi-
tion as accessible to small and small disadvantaged
businesses as practicable.

If your requirement meets the threshold for a writ-
ten acquisition plan, address the topics provided in
FAR 7.105, as augmented by any local supplements,
policy, or guidance. For those topics that do not ap-
ply, mention and mark them as not applicable. ¢

“Bundling” is defined as a consolidation of requirements previously provided or performed under separate smaller contracts
into a solicitation for a single contract, multiple-award contract, or task or delivery order likely to be unsuitable for award to a
small business concern. “Separate smaller contract” means a contract that has been performed by one or more small business
concerns or that was suitable for award to one or more small business concerns. See the Quick Reference Guide: A COR’s Guide

to Bundling and Consolidation for more information.

See the COR Quick Reference Guide: A COR’s Guide to Statements of Work, Performance Work Statements, and Statements of
Objectives. There is also a considerable amount of information on performance-based acquisitions on the VAO.

Review the FAR and your agency’s supplemental requirements directly.

See FAR 7.107 for additional requirements if bundling is part of the strategy.

See FAR 6.3 for details of this requirement.

If the acquisition meets your agency’s definition of a “major system,” see FAR 7.106 for additional requirements.

VIRTUAL ACQUISITION OFFICE™
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A COR’s Guide to Market Research

VAO Research Institute

arket research is the collecting and analyzing of
M information about capabilities available within the

market to satisfy agency needs, regardless of
whether those needs are for supplies or services.

What is the purpose of market research?

Market research fulfills many purposes, among them to:

1. Promote full and open competition

2. Ensure the government satisfies its needs in a cost-
effective manner

3. Determine whether commercial items are available to
meet the government’s needs (“items” as used in
this publication may be be goods or services)

4. Determine customary commercial practices and inno-
vative processes and items

5.  Ensure maximum use of recovered materials and pro-
mote energy conservation and efficiency

6. Determine whether consolidation or bundling is nec-
essary and justified

7. Facilitate development of the independent govern-
ment cost estimate (IGCE)

8. Identify small business sources and other socioeco-
nomic determinations

9. Help determine the need for contract financing

In short, market research can be used to shape the
acquisition strategy and define the agency’s description of
need. This is particularly important for commercial items,
where the description of need must contain sufficient
detail for potential offerors to know which commercial
products or services may be suitable.

Are agencies required to conduct market
research?

Yes. The Federal Acquisition Regulation (FAR) requires

that market research be conducted in separate stages:

* Before new requirements documents are developed
for an acquisition

* Before offers are solicited, depending on the acquisi-
tion dollar amount

* Before soliciting offers for less than the simplified ac-
quisition threshold (SAT; currently $150,000) where
adequate information is not available and “the circum-
stances justify the cost.” This doesn’t mean you should
not conduct market research if it is under the SAT.

* Before soliciting offers for acquisitions that might lead
to consolidation or bundling

e Before awarding a task or delivery order under an indef-
inite-delivery, indefinite-quantity (IDIQ) contract (e.g.,
governmentwide acquisition contracts (GWACs), multi-
agency contracts (MACs)) for a noncommercial item
in excess of the SAT. This doesn’t mean you should
not conduct market research if the requirement is esti-
mated to be under the SAT. Market research must be
conducted when placing orders under FAR 8.4 as “ap-
propriate to the circumstances.”

In reality, market research occurs throughout the entire
acquisition process, beginning with identification of the
need. The level of specificity and scope varies at different
points, but market research is a continuous process. Market
research can be conducted as an ongoing activity in support
of agency strategic planning. In such cases, the focus of the
research is often on trends and technological advancements
that may affect an agency’s long-term plans and strategies.
This type of research is sometimes called “market intelli-
gence” or "strategic market research.” By keeping current
with the marketplace, any future market research for a spe-
cific acquisition will be easier and more current.

Who is responsible for conducting
market research?

Typically, the requiring program office staff is responsible
for conducting market research. This, of course, gener-
ally means the contracting officer’'s representative (COR).
However, as identified in FAR 1.102, we believe the entire
acquisition team should be part of the market research ef-
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fort as a best practice. Some acquisitions have a specific
integrated process team (IPT); others do not. If there's an
IPT, coordination and communication with that team is
important. This enables all team members to share an under-
standing and knowledge of the marketplace — an important
factor in developing the program and acquisition strategy.

How is market research conducted?

There is no specific procedure for conducting market re-

search; however, it should be tailored or adjusted to each

acquisition, and will depend on the complexity of the item
or service required, dollar value, urgency, and past experi-
ence. Determine what information is needed, and when
conducting market research be open to receiving informa-
tion that has not yet been considered by the agency.

Methods of conducting market research include but
are not limited to:

* Contacting knowledgeable individuals in government
and the private sector regarding market capabilities,
commercial offerings, and business practices

* Reviewing recent history and market research results
to meet similar requirements

* Reviewing the supplies and services available to order
from other agency contracts, such as Federal Supply
Schedules (FSS), Department of Defense (DoD) Fed-
Mall, or GWACs

* Obtaining source lists (such as SBA Dynamic Small
Business Search tool, VA Vendor Information Page
(VIP), other program or contracting offices, agency
competition advocate, agency small business advisor,
state and local governments, and trade associations)

* Participating in interactive, online communication
among industry, acquisition personnel, and customers

* Publishing formal requests for information, sources
sought synopses, or draft Statements of Work (SOWs),
performance work statements (PWSs), or statements
of objectives (SOQOs)

* Reviewing catalogs, product literature, and trade journals

¢ Conducting market surveys to obtain information from
potential sources

e Attending trade shows, conferences, and symposia

* Querying government databases that provide relevant
information, such as the System for Award Manage-
ment (SAM)

¢ Using internet tools and performing web searches

What types of information should be col-
lected when conducting market research?

Following are examples of types of information to collect:
* Availability of supplies/services suitable as is or with
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minor modifications for meeting the need

* Auvailability of companies to perform the work required,
including their socioeconomic status

* Terms/conditions and warranty practices under which
commercial sales of the supplies/services are made

* Requirements of controlling laws and regulations

¢ Distribution and support capabilities of potential suppli-
ers, including alternative arrangements, sustainability,
and other compliance with FAR 23

Can we collect pricing information as well?

Yes, but in doing so, do not solicit (or be perceived as so-
liciting) a price quotation or proposal for the supplies or
services to be acquired. Therefore, before initiating market
research, the COR should coordinate the scope of his/her
market research with the contracting officer in particular
and appropriate members of the IPT or acquisition team.
Not only is this involvement critical to the acquisition
process, but it also could preclude the COR from possi-
bly taking an action that might cause a contractor to incur
costs or submit a claim.

How is the collected information used by
the agency?

Market research information may be used in all pre-award

processes, such as:

* Reviewing the proposed specification or requirements
statement to ensure it encompasses all acceptable sup-
plies or services, if any, in the market

* Determining when to buy (some items may be less ex-
pensive at certain times than others)

* Establishing realistic delivery schedules in terms of
market conditions and practices

* Formulating the IGCE

* Suggesting sources for solicitation (not an inclusive list
to limit competition)

* Determining whether to purchase, lease, or rent

* |dentifying quantity breaks (where the price drops if a
certain amount is ordered)

* Determining whether and where sources capable of
satisfying the requirements exist

* Determining whether and what commercial items are
available

* Determining the extent to which commercial items
could be incorporated at the component level

* Determining whether small business concerns are
available for a possible set-aside

¢ Determining the practices of firms engaged in producing,
distributing, and supporting commercial items, such as

VIRTUAL ACQUISITION OFFICE™





terms for services, warranties, buyer financing, mainte-
nance and packaging, marking, IT products and services

Must the results of market research be
documented?

In large measure, the results of market research decide
the acquisition approach and should be documented in a
manner appropriate to the size and complexity of the acqui-
sition. The results of market research may be used in the
acquisition plan, requirements analysis, analysis of alterna-
tives, and solicitation document, among other documents.
Documentation serves several purposes:

* Provides a historical record of the market research ef-
fort and evidence that proper market research was per-
formed for the acquisition.

* May be used in the future by other market research
teams investigating similar products or services, to get

Quick Reference Guide

a feel for what might be available and ideas for where
to start their research.

* May be used by the contracting office working on the
acquisition solicitation to further determine appropriate
contract terms and conditions.

Key Takeaways

* Begin market research early, while the requirement is
still flexible.

* Successful market research is an iterative process. Mar-
ket research is first used to determine the availability of
commercial capabilities, practices, items, and services
to meet the general requirement, whether strategic or
procurement-specific (tactical). It may also be done lat-
er to get more specific, detailed information and make
various acquisition decisions during the solicitation and
source selection part of the acquisition process.

(continued on next page)

Table 1: Do's and Don't of Market Research

DO
\/Tailor to the size and complexity of the requirement
\/Understand the requirement
\/Specifically target locating small business resources
\/ Network within the government
\/ Become familiar with historical data
\/Seek commercial items/solutions
\/Consider nondevelopmental items
\/Use agency guides and forms
\/ Become familiar with agency policies
\/Consider subcontracting
\/ Benefit from other agencies' processes
\/Consider outreach efforts (RFI, industry day, etc.)
\/Allow sufficient time for research

\/ Document research results

XXX X X X X X X XX X

DON'T

Limit market research to one search tool

Rely strictly on historical data/research

Fail to perform market research for FSS buys

Presume there are no new processes

Presume there are no new entrants into the marketplace

Ignore requirements for consolidation/bundling

Limit research to presolicitation activities

Ignore agency small business goals

Ignore the same/similar acquisitions by other agencies

Fail to work with the agency small business advisor

Fail to contact SBA procurement center representatives

Fail to consider sustainability requirements

VIRTUAL ACQUISITION OFFICE™
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* The amount of time and money spent on market re- * Document research in a manner appropriate to the ac-
search should be proportional to factors such as the quisition’s size and complexity. Your agency may have
acquisition value, item complexity, item use, and com- a specific format. ¢

mercial potential.

VAO and Other Resources

¢ Ata Glance: Do’s and Don’ts of Market Research

e Quick Reference Guide: Top 10 Things Every COR Should Do - Pre-Award

¢ Quick Reference Guide: A COR’s Guide to Bundling and Consolidation

* Quick Reference Guide: A COR’s Guide to Acquisition Planning

¢ Quick Reference Guide: A COR’s Guide to Small Business Programs

¢ Quick Reference Guide: A COR’s Guide to the Acquisition Team

e COR Q&As on the COR ToolKit

e “Myth-Busting 2”: Addressing Misconceptions and Further Improving Communication During the Acquisition Process
e “Myth-Busting”: Addressing Misconceptions to Improve Communication with Industry During the Acquisition Process
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Top 10 Things

Every COR Should Do — Pre-award

VAO Research Institute

ontracting officer’s representatives (CORs) play a

critical role in ensuring that the performance of con-

tracts under their cognizance is effective in meeting
agency objectives. As a result, it is well-established that the
COR will be best equipped to do so if he or she becomes
fully familiar with all aspects of the effort by engaging as
a key member of the acquisition team well in advance of
the award. The most effective CORs are deeply involved
in many facets of the acquisition process, both before
and after contract award. Often, in various agencies
and for various procurements, the COR has a principal
role in preparing the procurement package and is
involved throughout the acquisition process.

What are the most important roles for a COR in the
pre-award phases of a procurement to enhance the likeli-
hood of successful overall performance? We asked our
team of acquisition professionals to narrow down the
list of responsibilities to the “Top 10” most critical and
identify important things for CORs to know about each
assigned procurement action. Here is what they told us.

CORs should be major participants and, where feasi-
ble, have a leadership role in:

1. Conducting thorough market research and communi-
cating with vendors.

* Stay abreast of the technology and marketplace to
build awareness of leading practices, customary
commercial practices, key sources of supply, and
current market conditions of supplies/services you
are managing.

* Know when and how to communicate with vendors.

2. Developing an accurate and complete independent
government cost estimate (IGCE) using a sound basis
of estimate.

* The IGCE is used by nearly every member of the ac-
quisition team throughout the acquisition process,
from presolicitation through post-award. Ensure it

contains the details and is organized to be useful

to them, reflecting the requirement both short- and

long-term. The IGCE will:

- Allow the program and budget offices to make
decisions that will affect the program’s direction,
acquisition approaches, alternatives

- Provide the budget and program office with suffi-
cient understanding to make an informed decision
about the viability of the project before issuing a
solicitation

- Assist the various source selection teams (e.g.,
technical approach, cost and price analysis) in
evaluating proposals

- Provide the contracting officer (CO) and negotia-
tion team with a basis for negotiating cost and/
or price

- Help the CO make the required determination of
a fair and reasonable price

- Provide a basis for assessing the merit and rea-
sonableness of requests for equitable adjustment
and contractor claims during performance

3. Developing requirement documents — including
procurement requests, statements of objectives, per-
formance work statements, and statements of work
— that clearly articulate the needs of the agency.

* An offeror can only propose/quote based on what is
understood from the requirement document, which
forms the basis for performance after award.

* Equip yourself with sufficient knowledge of the re-
quirement to ensure successful contract award,
deliverables, and outcomes.

4. Meeting with the CO and requirement owner early
and often to ensure expectations are aligned.
* Ensure meetings help identify your duties and re-
sponsibilities during the pre-award phase of the
acquisition and help keep the acquisition on track.
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* Review the status of all documents you are respon-
sible for or contribute to. Ensure they meet the
CO’s needs as well as those of other acquisition
team members, such as the program office, finance,
users, and other stakeholders.

5. Understanding various contract types and strategies
employed in acquisition planning.

* Your duties vary based on contract type, complex-
ity, and other factors; knowledge in this area ensures
your qualifications match the needs of the acquisi-
tion from pre-award to post-award management.

6. Collaborating and building cooperative relationships
with all stakeholders.
¢ Communicate and collaborate effectively to em-
power yourself to serve effectively and efficiently
as a liaison among government stakeholders in the
acquisition office, program offices, and with other
members of the acquisition team during the pre-
award contract phase.

7. Evaluating technical proposals and understanding the
responsibilities in the source selection process.

* Participating in quote/proposal assessment for com-
pliance with requirements ensures you understand
the awardee’s technical approach and provides in-
sight for measuring and monitoring performance. It
also provides awareness of inherent potential perfor-
mance risk areas that the source selection team will
need to consider and that will need to be managed
after award.

Knowing and adhering to the solicitation’s evaluation
methodology helps prevent sustained protests.

8. Developing the contract management plan.
* Ensure that you, as the key leader in contract

management efforts, can ensure the contractor's
performance achieves the government’'s desired
outcome. You are key to developing and executing
effective performance methods and metrics, report-
ing requirements, and identifying other resources
needed for proper contract management.

9. Establishing performance objectives based on highest
priorities with measurable outcomes.
* Ensure your input contributes to the development of

appropriate evaluation factors that tie back to clear,
unambiguous technical requirements in the solicita-
tion and that enable the acquisition team to evaluate
offers, make sound recommendations for award,
and perform contract management.

10. Supporting negotiations as part of the government
team.
* Apply your knowledge and skills to identify trade-

offs, risks, and opportunities for the CO to address
in negotiations.

Build an understanding of issues raised and how
they may affect performance, especially in conjunc-
tion with quote/proposal assessment for compliance
with solicitation requirements.

Ensure you can provide support to COs in answering
vendor questions and avoiding/responding to protests. ¢

Other relevant Quick Reference Guides
¢ A COR’s Guide to Market Research

Additional Resources

Links to other resources
¢ Market research

¢ A COR’s Guide to Independent Government Cost Estimates * Requirements development
* A COR’s Guide to Acquisition Planning
* A COR’s Guide to Procurement Packages

* |IGCEs
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