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I. INTRODUCTION This guide provides background and "how to" information for Defense Logistics Agency (DLA) Component Team Leaders (CTLs) and others in the DLA acquisition community. The Single Process Initiative (SPI) is highly flexible and CTLs have full latitude to devise innovative practices suitable for processing contractor proposals in their assigned facility(s). This document outlines the process, updates policy references, and includes lessons learned from Defense Contract Management Agency (DCMA), Defense Contract Audit Agency (DCAA), DLA, National Aeronautics and Space Administration (NASA), Federal Aviation Administration (FAA), Army, Navy, and Air Force participants in the initiative. 

II. WHAT IS SPI? SPI is an acquisition reform initiative designed to reduce costs associated with doing business with the Government. It is a streamlined approach to change to performance based contracting and allow industry to use best practices and commercial processes, specifications, and standards. [NOTE: A contractor may choose a Government specification or standard for its single process if he/she determines the specification or standard is the most cost-effective alternative.]  SPI allows block contract changes to implement common processes and replace or eliminate non value added military standards and specifications and business requirements. SPI also allows contractors to reduce costs by adopting new acquisition reform initiatives on existing contracts. It gives contractors the ability to move to the most efficient business and manufacturing processes for their individual facilities and products.   

DFARS 211.273, "Substitutions for military or Federal specifications and standards" covers the application of SPI in DoD contracts.  SPI is defined by clause 252.211-7005 (a), "Substitutions for Military or Federal Specifications and Standards" as follows: “SPI process" as used in this clause, means a management or manufacturing process that has been accepted previously by the Department of Defense under the Single Process Initiative (SPI) for use in lieu of a specific military or Federal specification or standard at specific facilities."  Under SPI, these processes are reviewed and accepted by a management council, which includes representatives of the contractor, the Defense Contract Management Agency, the Defense Logistics Agency, the Defense Contract Audit Agency, and the military departments.

III. EXECUTIVE SUMMARY SPI was directed by the Secretary of Defense and Under Secretary of Defense for Acquisition Technology (USD(A&T)). In December 1995, direction was expanded through an Action Memoranda for the Services and Defense Agencies requiring that they expedite transition to common management and manufacturing processes on existing defense contracts. The DCMA was designated as lead for the initiative and the Administrative Contracting Officer (ACO) given authority to negotiate facility wide contract block changes. NASA and FAA are also participating in facilities that produce products under contract for DoD, NASA, and FAA. 

SPI is aimed at instituting the use of commercial processes and industry-wide best practices and technologies. The focus is to allow contractors to use common processes in a facility for similar requirements where the process meets performance requirements and makes good business sense. With this initiative, DoD encouraged contractors to submit proposals for using common processes facility-wide to reduce contractor operating costs and achieve program cost, schedule, and performance benefits. 

The initiative enables contractors to propose use of single processes that meet the needs of multiple Government customers. This eliminates duplicative contractor systems and processes imposed by each customer's requirements. The SPI initiative is intended to reduce contractor costs, improve process efficiencies, reduce product costs, and improve product quality. 

Service/Agency CTLs for a contractor facility are key to the technical review of contractor proposals. DCMA is the DoD lead in each facility, and each Service/Agency with business in the particular facility must review contractor proposals for technical acceptability. DLA CTLs need to be proactive and work with the contractor, ACO, CTLs from the other Services/Agencies, and all affected DLA buying activities to coordinate technical acceptability. Modifying existing contracts requires careful analysis and consideration of the impact on program cost, schedule, and performance, including the "ilities" (e.g., quality, reliability, sustainabilitiy, maintainability). Note:  Contractor "single processes" must still meet contract schedule and all performance requirements. 

· Each contractor proposal must stand on its own technical and business merits. 

· Classified programs are handled using the proper security and management procedures. 

· Subcontracts are handled according to the privity of contract rules between a prime and its subcontractors. Primes may have their key suppliers participate on their management council. Some subs, likewise, have invited their primes to work directly with their management councils. 

· ACOs are responsible for addressing whether consideration is due to the government for each proposed change on a case-by-case basis. 

IV. BACKGROUND The Secretary of Defense Memorandum, "Specifications & Standards -- A New Way of Doing Business," June 29, 1994, made specification and standard reform a major part of DoD acquisition reform. The memo said DoD must facilitate the adoption by its suppliers of business processes characteristic of world-class suppliers to increase access to commercial state-of-the-art technology. Integration of commercial and military development and manufacturing facilities is to be used as a strategy for development of dual-use processes and products to meet defense needs at lower costs from a single, integrated commercial and military industrial base. To assist in this integration, the Secretary directed the elimination of restrictive specifications and standards, use of performance specifications, reduction of direct Government oversight of contractors, and other aspects of reform that focused primarily on new acquisitions. The benefits of these changes will not be fully realized until action is taken on existing contracts that include requirements for compliance with military specifications and standards, often with multiple, burdensome requirements for similar processes in a contractor facility. 

Existing contracts from the three Services and different Government agencies buying from a particular contractor facility have imposed different requirements for similar manufacturing and management processes. This can increase costs, burden contract management and administration, and result in overlapping and/or non-value added requirements. Under SPI the intent is to allow contractors to adopt common processes/commercial practices on a facility-wide basis capable of meeting each customer's requirements. The 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 their best, most efficient practices; thereby eliminating non-value added requirements and reducing costs. 

V. POLICY AND GUIDANCE SUMMARIES Appendix A contains a review of DoD and DLA policy and guidance leading to and implementing SPI that is helpful in understanding the evolution of this process. (Note:  Current DLA SPI guidance is found in Defense Logistics Agency Directive (DLAD) 4105.1 Part 42).  

VI. Non-DoD Government Participation 

A. NASA. The NASA Administrator endorsed the single process initiative and provided guidelines in NASA Memorandum, "Acquisition Reform: Single Process/Block Changes," May 17, 1996. He instructed NASA program managers and contracting officers to participate with DoD in the initiative and authorized DCMA to issue contract modifications implementing block changes for affected NASA contracts once agreement on a single process has been reached with NASA buying offices. 

B. Federal Aviation Administration (FAA). The Associate Administrator for Research and Acquisitions, Memorandum, " FAA Participation in Single Process Initiative/Block Change Process," January 22, 1997 said FAA is cooperating for the development and acceptance of beneficial single processes in facilities that produce products under contract for the FAA, DoD and NASA. FAA's goal is to eliminate unique processes or systems required by the Agency's material and acquisition organizations. However, provisions of the Code of Federal Regulations and other FAA regulatory responsibilities regarding design, production, and airworthiness certification of aircraft, products, and parts are not included. The FAA maintains independent plant cognizance and the cognizant FAA contract integrated product team (IPT) participates in the management council as appropriate to review proposed single process changes. 

VII. SPI PROCESS 

A. Process Overview. SPI calls for contractors to voluntarily submit proposals for facility-wide processes. The USD (A&T) Memorandum, "Single Process Initiatives" December 8, 1995 outlines a nominal 120-day block change process, described and shown below, for development, review and negotiation of these proposals. The process is built on existing structures within the components and OSD and is designed to create a sense of urgency in the approval process for streamlining of specifications, standards or other processes. 

1. The 120-day process was developed as a guide by the USD (A&T). In practice, the process steps will vary between facilities depending on the organization and procedures implemented by the local SPI Management Council.

2. To the extent practical, CTLs, ACOs, and the contractor should work to meet the 120 day cycle time goal set for review, initial acceptance, approval, and negotiation of contract block changes for contractor Concept Papers. The expeditious implementation of technically acceptable single processes can significantly decrease the costs of contract performance and minimize costs associated with implementing single, facility-wide processes.

3. DCMA Contract Administration Offices report the status of individual processes to HQ DCMA for tracking purposes. The DCMA SPI database is updated weekly. It contains POC information for each facility and the status of individual processes submitted by those facilities. DLA Component Team Leaders may obtain the status on their processes in the database from their SPI Team Leader. Key dates tracked in the database are:

· Submit Date. Date concept paper submitted by the contractor. 

· Accept Date. Date process completes "30 day" Proposal Development phase. 

· Technical Review Date. Date process completes "60 day" Approval phase. 

· Modification Date. Date process completes "30 day" Contract Modification phase. 

B. SPI 120-Day Process. The 120-day block change process has three basic steps. 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" submitted to the local SPI Management Council. Step Two is the joint evaluation and approval of these Concept Papers by the management council with agreement of affected programs. Step Three is the execution of a Block change modification to implement the approved processes across all applicable contracts. Buying offices should get involved as early as practical in management council deliberations to help expedite the 120-day block change process.

Step 1, Proposal Development. Once a contractor has committed to participate in SPI, the first step is to assess areas with potential for adaptation of a common or single process. Early involvement of the local DCMA and the management council will facilitate preparation and later review and approval of proposed changes. Candidates for conversion to single processes can be found by assessing contractual requirements, including all military specifications and standards, and identifying differing requirements that are imposed on existing contracts by different customers for the same management and manufacturing processes. The most frequent proposed process changes have been for the quality system, electronic manufacturing, configuration management, calibration standards, material review, cost data reporting, military soldering, subcontractor approval, property management, and test requirements. 

When process changes are contemplated, subject matter experts representing all parties should address any issues to reach mutual understanding and consensus on process changes. Investing more time up front to address any issues and joint development of Concept Papers with key customers has significantly shortened the time for approval by the management council. 

The contractor is responsible for formal preparation and submittal of concept papers. As a minimum, the proposals should detail the proposed processes and associated metrics, rough order of magnitude cost benefit analysis, the consequent changes in government's involvement in the process and required regulatory/contractual 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. Following are common data elements that should be found in Concept Papers: 

1. Process Title and Assigned Sequence Number - A discrete subject title and sequentially numbering Concept Papers facilitates tracking.   

2. Existing Process Description - a summary description of the existing customer imposed process requirements that can be used for comparative analysis to the proposed change.  

3. Proposed Process Description - a summary description of the recommended process change that provides a clear description of the change(s) being proposed.   Full text or reference documents should be provided (e.g., internal policies/processes) as attachments when needed to properly assess the proposed change.

4. Planned transition approach including an explanation of how the contractor will implement the process, i.e., the methodology for moving to the proposed common process as well as how the contractor proposes to maintain quality and schedule during the transition.  

5. A description of the metrics that will be used to determine the effectiveness of the common process.  

6. 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 used, as there may be initial costs associated with implementation.  Certified cost or pricing data will not be requested.  

7. Impact on existing contracts:

· Programs/Contracts Impacted - identify the customer programs with contracts that are likely to be affected by the process change. Include all prime contract numbers if they can be identified at the time the Concept Paper is developed. 

· Risk - identify the risks associated with implementing the process change to both the contractor and the Government on existing contracts and future contracts. 

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

· Listing of all facilities/CAGE Codes affected. 

· Listing of affected National Stock Numbered items that will be affected.

8. Assessment of changes in the Government's involvement.

9. 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.  

Step 2, Approval. Once formalized, the contractor submits the Concept Paper to the ACO for review and evaluation. The ACO determines the contractual/regulatory scope of the change, confirms the customer base impacted and, if required, organizes a local management council based on the nature of the proposal. The Concept Paper is then distributed to all customers and the local management council members, requesting review, comments, and concurrence

All concurrence from DLA buying activities should be provided through the assigned DLA CTL directly to the ACO. Questions can be directed to the subject matter expert points of contact shown on the Concept Paper.  Any DLA buying activity concerns and issues must be forwarded to the ACO through the DLA CTL. 

The USD (A&T) process provides for issue resolution. The objective is to resolve disagreements, facilitate consensus, elevate and resolve issues of substantial concern. If there is disagreement within a component, the issue is raised to a level within the Service/Agency as designated by the CAE/SPE (J-33 in DLA). If there is disagreement among the components the issue is raised to a level within the Department as designated by the Defense Acquisition Executive (DAE) through USD(AT&L) Memorandum "Escalation Policy for the Single Process Initiative", August 30, 2000. Once resolved, the ACO executes the change or the paper is withdrawn. 

Disagreements/differences within DLA:

The designated DLA CTL has the overall responsibility for developing the Agency position on concept proposals and providing that position to the responsible ACO. In developing the Agency position, he/she must resolve differences between DLA buying activities regarding proposal evaluation issues and/or block change modifications. When problems, concerns, or issues cannot be resolved, the DLA CTL should escalate the Concept paper through their SPI Team Leader  to DLA/J-33 for resolution.  

Disagreements/differences between Service Components/Defense Agencies:

If there is disagreement among Service Components/Defense Agencies, the issue must be raised to a level within the Department as designated by the Defense Acquisition Executive (DAE). If DLA non-concurs with a concept proposal and one or more Service CTLs concur, The DLA CTL must elevate the issue as soon as possible through the Center's SPI Team Leader to the DLA Procurement Executive, DLA/J-33.  From DCMA's perspective, only 80% of the key customer base needs to be involved in the management council, however DLA policy is that all DLA buying activities impacted by the proposal must be in agreement or the issue(s) should be escalated for resolution before a block change is approved. 

Submission of proposals

Some proposed changes might necessitate that a contractor submit a proposal in addition to a Concept Paper. In the SPI process flow chart and in several SPI policy and guidance documents there are references to the contractor's submission of a proposal. In most cases the contractor does not need to prepare a separate proposal. If a Concept Paper documents no cost savings associated with the instant 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), cost and pricing data to substantiate the proposed cost savings associated with the proposed processes, 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/Agency customers will be provided a copy of the proposal from the ACO requesting review and evaluation inputs. DCMA and DCAA will have primary responsibility for evaluation of proposed costs, rates and factors; while the Service customers normally focus evaluations on the technical aspects of the proposed changes. DLA buying activity proposal evaluation inputs will be submitted to the ACO through the DLA CTL. 

Step 3, Contract Modification. With Concept Papers approved and proposal evaluation completed (if applicable), the final step in the process is for the ACO to execute the Administrative Block Change Modification. 

Some contract modifications may require consideration from the contractor for the proposed changes. DCMA SPI-IS 96-3, "Consideration as it Applies to the Single Process Initiative," provides a 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 DLA buying activities and CTLs. First, consideration to the Government may apply if the contractor identifies instant contract cost savings for existing contracts. In most cases Concept Papers result in future savings for new awards. 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/Agency customers' share of this consideration has been based on the amount of Unliquidated Obligations (ULOs) associated with the applicable contracts as documented in the DCMA database. Third, where consideration is offered in terms of goods and services, the DLA CTL is responsible for coordinating with DLA buying activities to establish the priority list of goods and services and what contracts to which these savings apply. The DLA 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 Statute, 31 U.S.C. 1502(a)). Fourth, the ACO will manage the process of consideration in support of the SPI Management Council and the process for handling consideration is complex. For this reason, it is essential that PCOs be kept fully informed when participating in SPI. 

The ACO may provide copies of draft block modification to SPI Service/Agency customers for final coordination. The block modification will identify the process changes to be implemented, contract numbers of affected existing contracts, the facility locations to which these processes apply, and the terms of any equitable adjustment (consideration) 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 individual contract modifications.  Although the ACO makes distribution, DLA CTLs should ensure all DLA PCOs receive a copy. In those cases where there is an equitable adjustment (consideration) to selected contracts, the ACO will issue an Administration Contract Modification for each affected contract to incorporate the applicable consideration. PCO involvement in this process is essential. Having incorporated the process changes, the final implementation of the common processes is achieved. 

VIII. MANAGEMENT COUNCILS 

A. Management Councils. DCMA is the lead Government activity for implementing plant-wide changes to common/single processes. The local DCM office carries out this responsibility at each contractor facility. Normally the local DCM Commander chairs a management council established by the CAO. The management council handles receipt, evaluation, and acceptance of Concept Papers describing common processes proposed by the contractor. Early participation by major buying activities, including DLA, helps accelerate proposal development and review. 

B. Management Council Membership. Management councils should be comprised of senior level representatives from the local CAO and cognizant DCAA offices, the contractor, Service/Agency CTLs, affected NASA Centers, subject matter experts, and representatives from key customer buying organizations with active contracts. A USD (A&T) guideline is that nominal management council representation should account for at least 80% of the customer buying activity base impacted by the change. Key customers (e.g., PMs, buying activities) with significant contract activity will normally already have a working relationship with the local DCM office prior to SPI Management Council activities. While the management council is convened to reach consensus on block changes, it is important to note other actions and topics may also be brought before the council. Since this is an integrated team, the forum is commonly used to address other CAO activities such as DCMA Reinvention Laboratory activities, Process Oriented Contract Administration Services (PROCAS), integration of reviews/audits among government customers and other contract administration activities of mutual interest 
C. Roles and Responsibilities. Management councils analyze the merits and cost benefits of contractor SPI proposals; identify and resolve issues; coordinate with affected buying offices; and facilitate implementation of acceptable proposals. DCMA field offices ensure contractor concept papers contain sufficient technical and cost information to permit adequate management council evaluation. Empowered subject matter experts from the key customer base are critical. CTLs should be designated and granted decision authority to represent their components. They are responsible for achieving consensus within their own component and with other CTLs. After a management council reaches agreement on a proposal, any other buying activity/program management office customers must be advised of, and concur with, the process change. The ACO has the contractual authority to execute all block changes. The Block Change Process Overview figure below shows the decision process along with timelines expected of the process. 
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IX. CORPORATE COUNCILS. USD (A&T) Memo The Single Process Initiative (SPI) - A Long Term Perspective"," 
 June 3, 1998, requested that Component Acquisition Executives provide representatives to work with industry corporate councils. This memo was followed by the USD (A&T) Memo, "Corporate Councils 
," 14 Sep 99, which expanded SPI policy to cover corporate initiatives. These initiatives could be either corporate-wide SPI proposals or corporate endeavors designed to achieve efficiencies for the company and ultimately produce savings for the government. The "Corporate Councils" memo also provided a process for review and implementation of corporate council initiatives. DLA J-33 provides DLA representation to the corporate councils.    

As clarification, DLA corporate council representatives may use presumptive implementation endorsement of corporate council proposals. Presumptive implementation is based on best practices from existing corporate councils. Per the USD (AT&L) "Corporate Councils 
" policy memorandum, 14 Sep 99, a Corporate Council can reject a proposal or endorse one it considers worthy of consideration. The endorsement may be either (a) endorsement of a contract modification or (b) a Memorandum of Agreement (MOA) that endorses the proposal for implementation at the facility or business unit level. Presumptive implementation may be appropriate for worthy proposals where application of the proposal requires individual program/facility reviews that would be too time consuming to accomplish at the corporate level.

For corporate wide proposals, it may not be practical to assess the impact and implications of a corporate-wide proposal for all affected facilities/programs/customers at the corporate level. The USD (AT&L) policy memorandum recognizes this and calls for Corporate Councils to endorse and send corporate concept papers "and other proposals to "local" sites for processing." In effect, Corporate Council endorsement does not substitute for "local" review and coordination, when those reviews are necessary. Local/Sector/Segment management councils and process owners, with knowledge of their products, processes, requirements, and program office interface are used for determining whether a concept paper is appropriate for implementation at the facility/sector/segment level.

Corporate Council endorsement of a proposal may entail lengthy reviews by a significant number of facilities and buying offices before contract modifications can be made. In order to expedite those proposals, corporate councils may endorse worthy proposals through a MOA. The MOA provides presumptive implementation procedures to keep PMs and COs in the approval loop on implementation for those corporate proposals that may affect key business arrangements or product form, fit, function, or performance for a significant number of facilities and products. 

Corporate Councils may endorse corporate proposals using an MOA to agree to provisions for additional review prior to implementation on programs at the facility, segment, or sector level. The other option is for corporate councils to approve corporate-wide concept papers/proposals for implementation without further review by "local" management councils. This latter option may be appropriate, based on the nature of a corporate proposal (e.g., risk, potential impact, etc.) and the extent of review and coordination done at the corporate level.

Presumptive implementation sets up a process for review and approval before application on an individual program/facility and may be appropriate, for example, when a Concept Paper:

(a) Proposes expanding application of a documented, best practice proven at one facility.

(b) Was reviewed and found acceptable by an IPT composed of government and company experts

X. DLA IMPLEMENTATION - CONCEPT PROPOSALS
A. Guidelines (See DLAD 4105.1, Part 42).  Additional support can be found in the DCMA SPI Concept Paper Guidebook, which is available on the DCMA Home Page. 

B. Objective. Rapid DLA review and coordination of contractor single process proposals and prompt implementation of all technically acceptable proposals. 

C. SPI Team Leader Identification.  Each ICP shall designate, in writing to J-33, a senior member of the acquisition workforce as its Single Process Initiative Team Leader.  The team leader will have responsibility for and authority to speak for the ICP on all SPI related issues. 

D. DLA Component Team Leader Identification.  A DCMA ACO will request that a DLA Inventory Control Point (ICP) participate in a management council when the ICP has a sufficient dollar value of contracts to warrant its participation as a key customer or when there are other reasons that make its participation necessary and appropriate.  When requested, the ICP shall designate in writing an individual to serve as its representative (Component Team Leader) on the council.  The representative shall be a senior member of the acquisition workforce who is empowered to speak on behalf of the ICP's contracting officers having cognizance over affected contracts.  Note:  The ICP may also request participation based on its requirements/needs.  

· In the absence of an ICP representative (CTL) on a management council, The SPI Team Leader shall act as the representative (CTL).

· If an ICP has the largest total dollar value of, but not the only, DLA contracts with a contractor submitting a concept paper or proposal, its management council representative, or SPI Team Leader if no representative is assigned, shall act as the DLA CTL and coordinate all actions with the other ICPs involved.  Note:  The ICPs may select criteria other than total dollar value based on the circumstances of a specific case.  

E. Tasks, Roles and Responsibilities. 

DLA Component Team Leaders: 

· Represent the Agency and facilitate the coordination process to determine whether a contractor's proposals for using a single process are technically acceptable to DLA.

· Participate in DCMA established management councils and ensure appropriate council representation to facilitate review and implementation of block change proposals. 

· Work with the management council at assigned contractor facility to achieve preliminary consensus on contractor proposed concept papers 
· Work with your SPI Team Leader, as appropriate, on review and approval of proposed SPI process changes. 

· Consult, as needed, with appropriate technical and other subject matter experts within the ICP to ensure a thorough and adequate review of the contractor's concept or proposal. 

· Obtains consensus with affected DLA functional elements, and others as appropriate, to determine if a contractor's SPI proposal is technically acceptable to the DLA. 

· Work with the contractor, ACO, other affected DLA buying offices, and Service CTLs to facilitate, coordinate, and achieve consensus on the technical acceptability of contractor block change proposals and the implementation. 

· Coordinate with the PCO/ACO on DLA retained contracts to ensure block change modifications are issued as appropriate. 

· When required, elevate issues through the SPI Team Leader to DLA/J-33 for resolution. 

DLA product directorates/commodity business units/buying activities affected by a block change proposal: 

· Work with the SPI Team Leader to identify and coordinate appointment of DLA CTLs. 

· Ensure SPI Concept Proposals that will result in a configuration change to a critical item are referred to the appropriate Engineering Support Activity (ESA) for approval.  See paragraph X(F) below. 

· Work with the DLA CTL, CAO and/or contractor to assess the acceptability of contractor preliminary concepts and proposals relative to their products/contracts.  

· When requested by the CTL, participate as early as possible in management councils to review and facilitate implementation of concept papers/block changes. 

· Retain responsibility for cost, schedule, and performance for assigned contracts to ensure no adverse impacts from contractor SPI proposals.  Appointment of an DLA CTL does not relieve an affected program/contract manager from the responsibility for ensuring concept papers/block change proposals do not adversely impact business or technical requirements for their assigned program(s)/contract(s). 

· Document adverse contract impact(s) in writing to the DLA CTL when rejecting a block change proposal. 

· Ensure records of ESA and other customer approvals or rejections of SPI Concept Proposals and/or individual acquisitions are maintained in the Technical History file.   

· Elevate unresolved issues promptly to DLA J-33 through the Center CTL and SPI Team Leader reporting chain for resolution. 

F.  Configuration Changes to Critical Items/Weapon System Coded Items.

Normally configuration changes are processed through the appropriate engineering change control procedures rather than through SPI.  However, there are gray areas where the proper approach may not be clear.  If a management council decides to go forward with a SPI Concept Proposal that affects item configuration, the appropriate Engineering Support Activity (ESA) or System Program Office must approve the proposal.  This approval requirement applies to open contracts for critical/weapon system coded items during the SPI concept approval process and to the application of previously approved SPIs to contracts for critical items.  A configuration change is a change to the functional and physical characteristics of an item as described by the item's technical documentation (e.g. specification, drawing, technical data package).  Examples of configuration changes are changes to the characteristics, subcomponents, and test methods that are identified in an item's technical documentation.  NOTE:  Changes that do not constitute a configuration change do not need ESA/Program Office approval.  These changes should be approved at the Defense Supply Center Level.  For further information regarding configuration changes, see MIL-HDBK-61, Configuration Management Guidance, or ANSI/EIA 649-1998, National Consensus Standard for Configuration Management.  For additional information on engineering support and critical items, refer to

· DLAI 3200.1, Engineering Support for Items Supplied by Defense Logistics Agency and General Services Administration  
· DLAD 3200.1, Engineering Support for Items Supplied by Defense Logistics Agency and General Services Administration 
· DLAM 3200.2, DLA Engineering Support Policy and Procedures  (Under revision.  Due to be published third quarter FY 2001)
G. Resources. DLA acquisition activities shall provide their own funding for associated TDYs and expenses. 

XI. DLA IMPLEMENTATION - REVIEW OF CONTRACTOR PROPOSALS CONTAINING APPROVED SPIs

DFARS 252.211-7005 is a mandatory clause in all solicitations over the Micro Purchase Authority.  Sub paragraph (c) requires that contractors proposing to use an approved SPI process in lieu of military or Federal specifications or standards cited in the solicitation must:

(1) Identify the specific military of Federal specification or standard the SPI process has been accepted to replace;

(2) Identify each facility at which the offeror proposes to use the specific SPI process;

(3) Identify the contract line items, subline items, components, or elements affected by the SPI process; and 

(4) Submit documentation of Department of Defense acceptance of the SPI process if it is not yet listed at the DCMA Internet site, http://www.dcmc.hq.dla.mil/spi/dbreport/modified.pdf.    

Contractors are to only propose SPI substitutions that apply to the item being procured.  Normally, a list of all DOD approved SPIs for the contractor’s facility does not meet the DFAR requirement and is not acceptable.
Once an acceptable SPI proposal has been received, DFAR 211.273-3(b)(1) requires the Contracting Officer to obtain concurrence of the requiring activity for any proposed SPI substitutions prior to contract award.  Requiring activity should be interpreted as the party or Agency having authority to approve that type of change, e.g., technical/quality within the ICP for non-critical items or Engineering Support Activity (ESA) for critical items.  DFARS 211.273-3(b)(2) states any additional information regarding the SPI process identified in the proposal is obtained for the cognizant administrative contracting officer.  [Note:  ICP SPI Team Leader can also provide guidance and assistance.]

Contracting officers should maintain complete records of buys utilizing approved SPIs to avoid unnecessary repetitive requests to ESAs/technical authorities for approval.

· When the requiring activity concurs in the acceptability of the SPI substitutions, incorporate the acceptable SPIs in the award document.

· When the requiring activity determines the SPI substitutions are unacceptable for a particular procurement, the contracting officer in accordance with DFARS 211.273-3(c) shall obtain a waiver from the head of the contracting activity (Commander) prior to contract award.  Many times this means the contracting officer would go back to the 

contractor for a revised proposal to the original solicitation requirements.  In some instances the proposed price will increase since something other than the contractor's normal manufacturing processes is being required to produce the item.

XII. LESSONS LEARNED 

A. Management Councils. 

· The question of what constitutes the contractor's "facility" at which proposed single processes will apply must be addressed to establish the scope of a SPI Management Council. The contractor may have multiple facilities within its organization, which are not co-located There can be different DCMA offices responsible for contract administration of these facilities. In some instances the company may standardize corporate wide, or may need different management and manufacturing processes at its various locations (e.g., operating units, divisions, segments, sectors, subsidiary operations) as a normal way of doing business. DCMA and the contractor need to precisely define the facility location(s) the contractor's proposed single processes apply, as this determines customer and DCMA representation on the management council as well as the list of applicable contracts. 

· Where there is a local DCMA office (former DPRO) at a contractor's facility, a management council has been established (either for Reinvention Laboratory, PROCAS, and/or SPI activities). 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 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 be less mature than at a DCMA plant office. 

· In practice, the SPI Management Council representatives tend to be senior customer officials; however, it is often necessary that DLA customers call on or otherwise involve subject matter experts from their organization or supporting organizations that provide functional expertise to ensure the thorough evaluation of proposed single processes. These subject matter experts may be invited to management council meetings as appropriate, and for working group meetings where issues, questions, and concerns are resolved on Concept Papers as appropriate. 

B. DLA Component Team Leaders. 

· DCMA has published aSPI Concept Paper Guidebook 
, available on the DCMA Home Page, that can be used to assist in the development and evaluation of contractor SPI concept proposals.  

· Contractor facilities with minimal DLA Procurement Activity. A CTL does not need to be appointed for contractor facilities when there is minimal DLA procurement activity relative to the customer base at the contractor's facility. In this case, the ACO should work through the appropriate DLA SPI Team Leader for any prime DLA contracts at the facility to obtain review and approval of contract block changes. 

· Considerations for Selecting a DLA Component Team Leader. CTL selection necessitates strong management commitment to the implementation of the Acquisition Reform Initiatives in general, and to the success of SPI. The responsibilities assumed in this role as a "spokesperson" for the DLA demands an individual that is: (1) a senior official empowered to serve the best interests of all DLA customers in this process, (2) able to fulfill the commitment of time and effort to participate in management council meetings and be directly involved in SPI activities, and (3) committed to dedicating effort in coordinating SPI activities and resolving differences between DLA customers.  

· Responsibilities of the DLA Component Team Leader or SPI Team Leader. Primary responsibilities of the DLA CTL are to: (1) participate on the SPI Management Council as the lead representative from DLA, (2) assist the DCMA office in coordinating and facilitating the DLA customers' participation in the management council/assessment of Concept Papers/evaluation of proposals, (3) represent all DLA customers in the final acceptance of proposals, (4) consolidate the DLA priority list for any "Consideration" proposed by the contractor resultant from instant contract savings (if applicable), and (5) resolve disagreements between DLA buying offices and/or develop the DLA position on disputed issues between the other Services for referral to DLA/J-33. Recognize that unresolved issues or SPI opportunities might require discussion and resolution by our DLA/J-33 with USD (A&T), PUSD (A&T) or USD(AR) at the SPI Executive Council. 

C. CTL Lessons Learned. 

· Establishing the DLA Customer List. Once appointed a DLA CTL, the first action needed is to immediately obtain a mailing list of all DLA customers from the local DCMA office's ACO. The list of DLA customers should include each of the Defense Supply Centers who have contracts with the company.    

· Identifying Functional Subject Matter Experts. The DLA CTL will need to ensure that a core group of functional experts is available with technical expertise in the evaluation of management and manufacturing process changes proposed by the contractor.  

· Communications with DCMA and DLA Team Members. Perhaps the most challenging aspect of implementing SPI is in maintaining effective communications on SPI activities within the DLA community. The DLA CTL advises each ICP buying activity that has contracts with the contractor/facility of his or her appointment.  The CTL should outline planned management council meetings, provides details on any ongoing evaluation activity on Concept Papers, and requests support and active participation in SPI activities. He or she should also issue reminder memoranda when the local DCMA office distributes Concept Papers for evaluation, send notices of management council meetings, and distribute block change modifications or correspondence on other SPI initiatives. The DLA CTL should maintain frequent contact with the local DCMA Commander and/or ACO to keep abreast of developments and status of SPI activity at the contractor's facility.   

· Block Change Process Time Lines. CTLs have stressed that all team participants need to complete their respective roles promptly to complete the 120 day block change process. For example, if the Proposal Development phase exceeds it's allotted 30 days, this initial delay will cut into the time allocated for the remaining two phases. CTLs may be asked to complete their reviews in less than 60 days. All participants must be aware that any lengthy delay in any of the steps will severely handicap completion of whole process in the nominal 120 days. However, meeting the 120-day block change process time line goals should not be at the expense of an accurate and mission sensitive review of the technical merits of proposed contractor changes.   

· Status Updates. It is essential that the SPI Team Leader be kept informed of SPI activities for each contractor facility. This is particularly important if significant disagreements arise within the DLA customer team or between the Services/Agencies; however, it is worthwhile to keep the SPI Team Leader informed of all SPI activity at the facility, the successes and accomplishments as well. 

· When a buyer/Contracting Officer receives a proposal containing SPIs, he/she should first determine if the contractor's submission meets DFAR 252.211-7005(c) requirements.  If the specified information is not provided, the contractor should be contacted and requested to provide the require information.   

· Sometimes contractors refuse to submit proposals containing only DOD approved SPIs that apply to the item being procured.  If this is the case, the contracting officer should examine options available.  Some of those options could include considering the contractor non-responsive and going to the next in line (where more than one offer was received).  In other cases where only one offer was received, ascertain whether the quality/technical specialists can determine which SPIs would apply to procured item.  If they can, proceed with obtaining requiring activity concurrence.  Incorporate only applicable SPIs accepted by the requiring activity in the award document. 

D. DLA Buying Activities
· Participation in SPI.  DLA ICPs that have active contracts with a contractor participating in SPI need to be proactive with the local DCMA Management Council.  DLA customers (a) participate as a customer representative, (b) are responsive in providing input for the technical assessment of Concept Papers and the evaluation of proposals, (c) respond promptly to the DLA Component Team Leader in the final acceptance of proposals and working issues for resolution, and (d) are an essential team player for the success of SPI. SPI Team Leaders at each ICP must ensure their PCOs are kept informed of SPI activity that impacts their contracts. 

· Initial implementation guidance on SPI directs the early involvement of only key customers on management councils.  In some instances this resulted in customers being out of the communications loop in the review/approval of Concept Papers, or block changes executed affecting their contracts. Certainly key customers have the most at stake in terms of impacts from process changes at contractor facilities; however, all DLA customers should be aware there is an SPI process ongoing at a contractor facility, know who the DLA CTL is, be fully informed on progress, and have an opportunity to participate to the extent necessary. 

XIII. CURRENT ISSUES 

A. Reprocurements and New Contracts. New contracts/solicitations for reprocurements or new items/services containing Government-specified processes allow use of previously accepted, facility-wide, contractor SPI processes per DFARS 211.273, "Substitutions for military or Federal specifications and standards." 

B. SPI Processes Restricted by Laws and Regulations. Contractors may propose Concept Papers for processes that conflict with existing laws and regulations. These are not Block Contract Changes under SPI nor are they subject to the 120-day goal. These changes cannot be approved by Management Councils, but should still be evaluated for technical and business merit. HQ DCMA will review these proposals separately to recommend whether the applicable laws and regulations should be waived or changed. The appropriate Office of the Secretary of Defense will then pursues additional action. 

C. Prime and Subcontractor Relationships in SPI. When a contractor is proposing specification and common process changes for prime contracts at his facilities, the 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 facility. Prime contractors may participate in review of proposals to facilitate conversion of a facility to single processes. DoD policy memoranda, "Subcontractor Single Process Initiative," May 16 1997 provides guidance on facilitating conversion to single processes when a contractor facility is also a subcontractor to another contractor(s). 

D. Corporate Councils and Industry Mergers and Restructuring. In response to the many changes underway in defense, industry is adjusting, often restructuring, to remain efficient and competitive. Several companies are adopting a "design, build, and support anywhere" approach and need to standardize manufacturing, engineering, and business processes across the corporate enterprise or within their business units. Several have formed corporate councils with DCMA and Service/Agency representatives to facilitate the changes. This approach allows contractors a forum to facilitate transition to single manufacturing and management processes beyond an individual facility to an entire business sector/segment or corporate wide.   Normally, each proposal must still be processed at the local facility level.  See paragraph IX, Corporate Councils above.

E. Bias is to Accept Contractor SPI Proposals. The intent is to consider an SPI proposal technically acceptable unless it fails to meet specific customer program performance requirements (including sustainment) and/or the proposal will increase overall costs/price to the customer. DLA policy is to keep DLA buying offices in the loop on contractor SPI proposals and ensure they are aware of significant issues. 

F. SPI Executive Council (SPI-EC). The Principal Deputy Under Secretary of Defense (Acquisition & Technology) chairs an executive group that includes representative from Corporate Management Councils, industry association representatives and the Component Acquisition Executives to report quarterly to USD (A&T). Senior Acquisition Executives are tasked to review SPI progress personally, to identify impediments to implementing SPI, and to discuss the status of this initiative. 

More current information on the SPI-EC, DCMA status reports, and other SPI information are available through the DCMA One Book at http://www.dcma.mil/onebook/0.0/0.2/CMI.htm. For additional information on DLA SPI implementation, contact Mr. Philip Clark, DLA J-335,     (703 767-1467 or DSN 427-1467). 

APPENDIX A

SPI POLICY AND GUIDANCE SUMMARIES 

Current DLA SPI guidance is found in DLAD 4105.1 Part 42.  This appendix contains a review of DoD and DLA policy and guidance leading to and implementing SPI that is helpful in understanding the evolution of this process

1. The Under Secretary of Defense for Acquisition and Technology (USD(A&T)), Memorandum, "Use of Commercial Quality System Standards in the Department of Defense (DoD)," February 14, 1994, stated that efforts to merge the Defense and private sector industrial base require increased use of commercial standards and recognition of contractor quality systems. Offerors should be given the opportunity to use their normal quality systems, whenever they meet acquisition needs, whether they are modeled on military, commercial, national, or international quality standards.

The policy is now incorporated in DFARS 246 and DODI 5000.2. The intent is to improve process capability, process control, and product quality to lower cost while endorsing a single quality system in contractor facilities. 

2. Secretary of Defense Memorandum, "Specifications & Standards -- A New Way of Doing Business," June 29, 1994, directs changes to facilitate the adoption by DoD suppliers of business processes characteristic of world-class suppliers. Greater use of performance and commercial specifications and standards is one of the most important actions that DoD must take to ensure we are able to meet our military, economic, and policy objectives in the future.

3. USD (A&T) Memorandum, "Pilot Program to Evaluate/Demonstrate the Concept for a Single Quality Process in a Contractor's Facility," April 24, 1995, laid a further foundation for "Use of Common Processes at Contractor Facilities," August 14, 1995. USD (A&T) endorsed the significant potential to achieve cost and schedule benefits, and improve quality, from maximum use of common processes for all programs in a contractor facility. A Joint OSD/Service/DLA-DCMA/NASA Steering Group was established. To ensure all interested contractors were aware of the initiative, it was announced in the Federal register and Commerce Business Daily.

4. Secretary of Defense Memorandum, "Common Systems/ISO-9000/Expedited Block Changes Memo

," December 6, 1995, 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. USD (A&T) was tasked with issuing guidance necessary to replace Government-unique requirements in existing contracts with uniform requirements within the contractor's facilities.
 
5. USD (A&T), Memorandum, "Single Process Initiatives Memo


," December 8, 1995, directed use of an expedited, streamlined approach to evaluating contractor's proposals for single processes. The general roles and responsibilities for a 120-day process were defined for accomplishing "block changes" to existing contracts. DCMA ACOs were given the authority to negotiate and execute block change class modifications after appropriate consultation with program managers.
 
On December 12, 1995, he also wrote to the CEOs of the thirty-five top defense companies and three industry associations to request their support for the initiative. 

6. DCMA Memorandum, Adoption of Common Processes at Defense Contractor Facilities, Dec 11, 1995, defined DCMA roles and guidance for the block change process. It established a Block Change Management Team (BCMT), composed of OSD, DCMA, DCAA, DLA, NASA, FAA, and Service representatives, to manage and facilitate the block change process and refine guidelines for processing and negotiating block changes. ACOs used a standard letter to encourage their contractors to submit common process concept papers.

7. PROCLTR 96-06, "Adoption of Common Processes at Defense Contractor Facilities," February 29 1996, provided the initial DLA guidance and authorization for implementation of SECDEF Memorandum, "PROCLTRSingle Process Initiatives


," December 8, 1995.  The " Common Systems/ISO-9000/Expedited Block Changes Memo

," December 6, 1995 and USD (A&T), Memorandum,  was subsequently incorporated in DLAD 4105.1, "Defense Logistics Acquisition Directive." 

8. USD (A&T) Memorandum, "Prime and Subcontractor Relationships in the Single Process Initiative 
," September 3, 1996, provides initial guidance on SPI implementation for participating prime contractors who are also subcontractors.

9. Defense Standardization Improvement Council (DSIC) Memorandum, "Changes to Process Standards Canceled Without Replacement on Existing Contracts Under the Single Process Initiative," 10 Sept 96, identifies contractor options for submitting SPI Concept Papers for canceled process standards:

· Replace with a product performance requirement 

· Replace with a non-government standard 

· Replace with a contractor-defined process 

· Delete a canceled specification or standard from the contract without replacement 

10. Principal USD (A&T) Memorandum, DFARS 211.273"Single Process Initiative and New Contracts,"

 April 30, 1997 provides guidance for the use of management council accepted SPI processes as substitutes for solicitation specifications in new contracts. When contractors propose SPI accepted processes as substitutes for solicitation provisions, DLA source selection officials shall accept those processes unless an exception is approved at the Head of Contracting Activity (HCA).   added a new section and contract clause. On previously developed items, SPI processes shall be considered valid replacements for military or Federal specifications and standards, absent a specific determination to the contrary by the HCA. This authority may not be delegated. 

11. USD (A&T) Memorandum, " Review and Approval of Single Process Initiative Proposals," May 1, 1997 emphasizes that the 120 day goal for implementing SPI concepts is achievable and should be adhered to except where technical or cost benefits assessments cannot be adequately performed within that time frame.

12. USD (A&T) Memorandum, " Subcontractor Single Process Initiative


," May 16, 1997, requires management councils at prime and subcontractor facilities to facilitate use of Government accepted subcontractor SPI processes.

13. USD (A&T) Memorandum, " Acquisition Pollution Prevention Initiative," 15 May 1997 links the Single Process Initiative (SPI) and the Joint Group on Acquisition Pollution Prevention's (JG-APP) cooperation and partnerships with industry to reduce or eliminate hazardous materials (HAZMATs) from contractor design, manufacturing, and remanufacturing processes with a bridge to the sustainment community. DCMA is directed to lead implementation and the JG-APP to support and to facilitate technology transfer

14. PROCLTR 97-19, "Single process Initiative (SPI) and new Contracts," implemented the requirements of Principal USD (A&T) Memorandum, PROCLTR"Single Process Initiative and New Contracts,"


 April 30, 1997. The  was subsequently incorporated in DLAD 4105.1, "Defense Logistics Acquisition Directive." 

15. DCMA Memorandum No. 97-64, "Acquisition Pollution Prevention Initiative (AP2I)," 14 July 1997, uses the management council as the forum for discussions and coordinating environmentally focused activities to improve materials and processes. AP2I is similar to the SPI process except it includes two more phases in addition to the four contained in SPI (Proposal, Approval, Modification, and Implementation). The 120-day SPI target is extended to 420 days for an additional Development Phase for preparing a test protocol and business plan, and a Validation Phase for testing and reporting alternatives. A management council convened by the cognizant CAO decides whether to follow an SPI or AP2I approach. Proposed alternatives to HAZMATs that do not require vetting (expert test and evaluation) to determine technical acceptability may follow the SPI process. Those that do should apply the AP2I process.

16. PROCLTR 97-28, "Contract Quality Requirements," provided guidance regarding acceptance of the ISO 9000 standards in lieu of MIL-Q-9858 and MIL-I-45208. 

17. PROCLTR 97-35, "Single Process Initiative (SPI)," forwarded the Director, Defense Procurement (DDP) memorandum of August 20 1997 which advised that the Defense Federal Acquisition Regulations Supplement, DFARS, 252.211-7005, was amended to implement the policy set forth in USD (A&T) memorandum of April 30 1997, related to the above subject.  The amended DFARS encourages offerors to propose the use of non-government specifications and industry wide practices to meet the intent of Military or Federal Specifications and Standards. The PROCLTR was subsequently incorporated in DLAD 4105.1, "Defense Logistics Acquisition Directive." 

18. USD (A&T) Memo The Single Process Initiative (SPI) - A Long Term Perspective","
 June 3, 1998, 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) appropriate representation on corporate and local management councils; (c) 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) ensure resources are committed to support SPI. The memo requested acquisition executives to personally review SPI progress, identify impediments, and discuss SPI status with USD (A&T). PDUSD (A&T) is assigned to chair an SPI Executive Council with representatives from corporate management councils, industry associations and the acquisition executives that will coordinate on SPI with the Defense Systems Affordability Council.

19. PROCLTR 98-16, "Contract Quality Requirements," replace PROCLTR 97-28 and provided revised guidance on the adoption of ISO Standards in lieu of MIL-Q-9858 and MIL-I-45208.

20. USD (A&T), "Corporate Councils

" September 14 1998, provided guidance on Corporate Councils.  Several companies have formed Corporate Councils to provide leadership for corporate-wide initiatives and elevate SPI proposals for corporate-wide endorsement and implementation. DoD's goal is to accelerate the rate of acquisition reform across the defense industrial base. Councils provide an opportunity to meet directly with key corporate executives to leverage acquisition reform and other improvement initiatives. SPI proposals or other corporate endeavors are designed to achieve efficiencies for the company and ultimately produce savings for the government. 
 
21. USD (AT&L), "Escalation Policy for the Single Process Initiative," August 30, 2000, provided guidance on the operation of the SPI process within DoD.  The guidance includes the processing flow and recommended timelines.   

22. The DCMA SPI Concept Paper Guidebook 

 provides guidance for personnel who are working with contractors submitting SPI concept papers to eliminate multiple processes within the contractor’s facility and to provide background information on the SPI process.  
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