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Part two – conducting a pmr
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Content of A PMR

Introduction
This chapter provides a structured approach to guide PMR team members during periodic reviews that evaluate the (1) integrity of the procurement system, (2) business practices, and (3) efficiency and effectiveness of the procurement function.  This chapter also covers the requirement for a review of the functional independence of the contracting officer.

As discussed in Part One, Chapter 1, the type and level of review selected for an activity determines the scope and extent of effort to be expended during the PMR.  Periodic reviews encompass processes as well as individual actions within those processes.  Consequently, each of the major review categories listed below begins with a section about the overall process involved.  Such knowledge will provide added insight when reviewing individual procurement actions, thereby enhancing the quality of the PMR.  PMRs performed locally should follow the same structure.  Also, if a requestor identifies specific areas of concern, be sure to develop information to answer those concerns.  The same is true for any special interest items noted by the Director, Defense Procurement; the SPE, or other senior management officials.

The number of items to include in a sample is a matter of judgment for the reviewer.  However, the sample size should be sufficient to support a trend upon which findings should be based.  An isolated instance should not be the basis for a finding unless the matter is significant.  Further, actions reviewed should be recent so that a conclusion can be made about current operations.

The areas to be assessed for Levels I, II, and III are detailed below.  Specific topics for review within each area are provided as a guide.  As such, each should be tailored based on the individual review circumstances.

Functional Independence of the Contracting Officer

Many activities have departed from the traditional stovepipe organizational structure and reorganized into multi-functional teams to accomplish their acquisition mission.  In such circumstances, it is critical to ensure that the integrity of the procurement process and the independence of the contracting officer’s decision is preserved.

Interviews with contracting personnel could highlight concerns in this area.  Reviews will ascertain whether contracting officer personnel evaluations are performed within career program channels as required by the Under Secretary of Defense memorandum dated June 2, 1993.  Further, team members should be aware of the potential for fraud and report suspected situations to the team leader.

Integrity of the Procurement System

The purpose of the following areas of review is to provide relevant information concerning the integrity of the procurement function including compliance with statutory requirements.

	Areas to be Assessed
	Assessment Levels

	
	I
	II
	III

	1.  Evaluate Procurement Guidance Process.  Procurement guidance at all levels (FAR, DFARS, DLAD, etc.) provides controls for the procurement process by implementing statutes as well as providing other regulatory guidance.  It is under constant revision to remain current with contracting practices resulting from advances in technology, statutory changes, and mandates from various authorities.


	
	
	

	Formulate and Maintain Procurement Guidance.  Determine if regulations are readily available and current.  Who develops, reviews, and approves locally issued guidance and contract clauses?  Is it consistent with higher-level regulations?  Duplicative?  Necessary?  Is there a need for regulatory clarification or coverage of problem areas noted?


	X
	X
	X

	Provide Procurement Support.  Who supports the contracting officer by performing such functions as pricing, market research, market surveys, competition advocate, systems automation, etc.?  Is the support effort provided timely?  Does it add value to the process?  Are there misalignments in the support in a multi-functional team structure?  Is the organization for providing procurement support appropriate?


	
	X
	X

	Review/Approve Procurement Actions.  Determine the review levels established for various procurement steps and actions, as well as whose approval is required.  Are review/approval levels and thresholds appropriate?  Is there a diversity of approvers?  Assess the process for reviewing/approving contracting actions.  Does the process impinge on contracting officer’s independent decision-making?  Do reviews/approvals assure that contracting work is accomplished by contracting professionals?
	X
	X
	X

	Areas to be Assessed
	Assessment Levels

	
	I
	II
	III

	2.  Evaluate other Indicators/Elements of Procurement Integrity.  As detailed below, the procurement process is also governed by controls which have been established for oversight purposes.


	
	
	

	Quality of and Compliance with Internal Management Controls/Oversight and Clearance Procedures.  Although a PMR is compatible with the Management Control Plan, is serves broader purposes.  Consequently, it is not a substitute for either vulnerability assessments or Management Control Assessments.  Determine if the internal control system for procurement is effective.  Are the vulnerability assessments realistic and current?


	X
	X
	X

	Local PMRs or Self-Inspections.  Have local oversight and business clearance procedures been established, including use of local PMRs and self-inspections?  Evaluate the effectiveness of such procedures.


	X
	X
	X

	Analysis of Outside Inquiries and Reviews.  Review complaints and findings from the following sources for indicators of systemic problems which may warrant further exploration during the review.  Ensure documented findings and recommendations are implemented as appropriate:  Congressionals, DoDIG Repots, GAO Reports, PMR Reports, Protests, Hot Line Complaints.


	
	X
	X

	Procedures for Safeguarding Sensitive Information.  Have teaming arrangements resulted in added risk of mishandled information?


	
	X
	X

	Separation of Requirements Determination, Contracting and Funding Authority.  Combining these functions weakens internal controls.  Are the functions separate within multi-functional teams?


	X
	X
	X

	Repetitive Awards Under Designated Dollar Thresholds.  Review the contract database for concurrent awards to the same firm or for the same item which, individually or in combination, just fail to meet various contract thresholds, e.g., micro-purchase threshold.


	X
	X
	X

	Award Distribution.  Determine the reason(s) a contractor(s) receives a relatively large percentage or dollar value of awards.


	X
	X
	X

	Buys Awarded Under Unusual and Compelling Urgency.  Evaluate the propriety of the rationale supporting the urgent buy as well as possible avoidance measures in the future.


	
	X
	X

	Price Escalation of Automated Buys.  Determine that adequate controls are in place, e.g., manual review of pre-award actions above dollar or percent thresholds, to maximize unwarranted price increases.


	
	X
	X


	Areas to be Assessed
	Assessment Levels

	
	I
	II
	III

	Option Exercise.  Evaluate the rationale for not exercising available options under a contract.


	
	X
	X



	Analysis of Award Practices.  What is the basis for award?  Price?  Best Value?  Is it fully documented in the contract file?


	
	X
	X

	Compliance with Laws/Implementing Regulations.  Using the statutes and related clauses listed at Appendix C, evaluate the activity’s compliance, e.g., clauses appropriately included in solicitations and contracts, clause requirements enforced, etc.


	
	X
	X

	Socio-Economic Programs.  Are goals met?  What steps are taken to support these programs?


	
	X
	X

	3.  Level of Authority.  The integrity of the procurement system is affected by contracting personnel operating within their prescribed authority to obligate the Government.


	
	
	

	Delegation of Contracting Authority.  Is delegated contracting authority appropriate and granted only to qualified personnel?


	X
	X
	X

	Contracting Officer, Contracting Officer’s Representative, and Ordering Officer Appointment/Monitoring Procedures.  Are warrant and appointment procedures followed, e.g., minimum qualifications and training met?  Are the actions of those with procurement authority monitored?


	X
	X
	X

	4.  Training.  The integrity of the procurement system is also affected by the quality of contracting personnel.


	
	
	

	DAWIA.  Are DAWIA requirements properly implemented?


	
	X
	X

	Ethics Training.  Was ethics training provided to acquisition personnel, e.g., 1100 series and others as appropriate?  What topics were covered and how were they presented?


	X
	X
	X

	Relationship with Office of Counsel.  Is Counsel concurrence obtained on required levels of Contracts?  Is advise of Counsel adhered to?
	X
	X
	X


Utilization of Government Business Practices

The following five review areas (acquisition planning, pre-award, post-award, simplified acquisition, and corporate initiatives) emphasize the operational and related regulatory aspects of the procurement function.

	ACQUISITION PLANNING
	

	Areas to be Assessed
	Assessment Levels

	
	I
	II
	III

	1.  Evaluate Procurement Strategy Process.  Upon receipt of a requirement, the package is reviewed and analyzed, and then a strategy is developed for the acquisition.


	
	
	

	Verify Requirements.  Determine if procurement personnel timely review the requirement package for completeness and clarity.


	
	X
	X

	Procurement Approach/Plan Process.  How is the acquisition strategy developed?  Does it consider current initiatives, regulatory requirements (including the need for waivers or deviations), existing contractual vehicles, timing, results of market research, etc.?


	X
	X
	X

	Identify Potential Sources.  How are potential sources identified (source list, market survey, etc.), and who performs this function (competition advocate, requirements personnel, etc.)?


	
	X
	X

	2.  Analysis of Written Acquisition Plans.  Do acquisition plans adequately address the required elements as appropriate?  Is the approved approach logical?


	
	
	

	Buy History.


	X
	X
	X

	Significant conditions affecting the buy.


	X
	X
	X

	Delivery or performance requirements.


	X
	X
	X

	Efforts to reduce risks.


	
	X
	X

	Acquisition streamlining


	
	X
	X

	Sources (Prospective, required, small businesses, other government agencies, market research, etc.).


	X
	X
	X

	Competition (CICA, Breakout, Spare/Repair parts).


	
	X
	X

	ACQUISITION PLANNING
	

	Areas to be Assessed
	Assessment Levels

	
	I
	II
	III

	Source selection procedures and criteria.


	
	X
	X

	Contracting considerations (Contract type, use of purchase card, best value/ABVS)


	
	X
	X

	Logistics considerations (Support assumptions, quality assurance requirements, warranties, data).


	
	X
	X

	Other considerations (GFP, Environmental issues, budgeting and funding, product descriptions, test and evaluations, milestones, market survey, etc.).


	
	X
	X

	Industrial base planning (Mobilization program).


	
	X
	X

	Shared production.


	
	X
	X

	PRE-AWARD
	

	Areas to be Assessed
	Assessment Levels

	
	I
	II
	III

	1.  Evaluate the Solicitation Process.


	
	
	

	Public announcements (How are procurements announced?)


	
	X
	X

	Solicitation preparation and issuance (Who assembles the solicitation?  How are the technical sections, terms and conditions, statement of work, etc., finalized?  How is the solicitation issued, e.g., orally, electronically, etc.?  Who makes copies, prepares envelopes, mails, etc.?)


	X
	X
	X

	Synopsis.


	
	X
	X

	Industry liaison (Are industry conferences held on general procurement subjects or for procurement specific issues?  Are site visits conducted?)


	
	X
	X

	Mailing lists (How are the lists developed, e.g., as a result of public announcements, etc.?)


	
	X
	X

	Pre-solicitation Notices/Conferences.


	
	X
	X

	Unsolicited proposals (Evaluation performed, synopsized, non-competitive award justification, certifications obtained, etc.)?


	
	X
	X


	PRE-AWARD
	

	Areas to be Assessed
	Assessment Levels

	
	I
	II
	III

	2.  Evaluate the Award Process.


	
	
	

	Receive responses (How are bids and proposals received, safeguarded, and recorded?)


	X
	X
	X

	Analyze responses (Who reviews bids and proposals to determine responsiveness against the solicitation?  Who conducts the technical analysis, evaluates price, and reviews terms and conditions so that a competitive range can be determined?)


	
	X
	X

	Negotiate agreements (What negotiation strategy is used and who develops it?  Who conducts negotiations?  What approvals are required?)


	X
	X
	X

	Issue contracts (How is contractor responsibility determined?  Who ensures certifications are obtained prior to award and that funds are available?  Who conducts de-briefings and when?  Who assembles the contracts and how are they distributed?)


	
	X
	X

	3.  Evaluate Other Indicators/Elements.


	
	
	

	Best Value Source Selection (Is the approach streamlined?  Was a source selection plan prepared?  Were the evaluation criteria and evaluation standards appropriate for the procurement?  Were past performance, price or cost, quality, socio-economic considerations, Mentoring Business Agreements, environmental objectives (as appropriate), or any other appropriate factors included?  Does the solicitation clearly state their significance, as well as their relative importance in descending order of importance?  Were offers evaluated in compliance with the solicitation evaluation criteria?)


	X
	X
	X

	Technical Evaluation (Is there an approved evaluation plan in the file?  Does the file document the names of the technical evaluation team, the results of their independent evaluation, and a summary recommendation to the contracting officer, etc?)


	X
	X
	X

	Competitive Range (Was a competitive range determination executed reflecting reasons for eliminating an offeror?  Were written or oral discussions conducted with all offerors in the competitive range?  Were offerors advised of deficiencies, etc.?)


	X
	X
	X

	Final Proposal Revisions (Were all offerors given a common time for submission of final proposal revisions?  Was approval obtained for requesting more than one final proposal revision?  Were oral requests for final proposal revisions confirmed in writing, etc.?)


	
	X
	X


	Notice to Unsuccessful Offerors (Were unsuccessful offerors notified promptly of reasons their proposals were determined unacceptable or not selected for award?)


	X
	X
	X

	4. Pricing


	
	
	

	Pre-Negotiation Objectives (Were the objective price/cost elements and profit/fee adequately justified?  Was there appropriate rationale for not accepting audit recommendations?) 


	
	X
	X

	Proposal Analysis (Was a cost or price analysis performed, including significant subcontracts as appropriate?)


	X
	X
	X

	Field Pricing Support (Was DCAA and DCMA assistance obtained as required?  If not, why not?)


	
	X
	X

	Waivers of Certified Cost or Pricing Data (If certified cost or pricing data were required but not submitted, was a waiver obtained from the appropriate level?)


	
	X
	X

	Exemptions (Was the contractor properly exempted from the requirement to submit certified cost or pricing data?)


	
	X
	X

	Subcontractor Cost or Pricing Data (Unless otherwise exempt, was certified cost or pricing data obtained from prospective subcontractors?)


	
	X
	X

	Price Negotiation Memorandum (Was each element of cost discussed, including profit or fee?  Does the rationale support the conclusion that the price was fair and reasonable?  Was the contractor’s purchasing system considered?  Was a copy of the PNM sent to DCAA or DCMA as appropriate?)


	X
	X
	X

	Profit (Was the profit or fee objective properly justified and documented?)


	
	X
	X

	Cost Accounting Standards (CAS)(Was a Disclosure Statement submitted?  Were proper CAS clauses included in the contract?  Was the cognizant CAS ACO notified of award, etc.?)


	
	X
	X


	              POST AWARD
	

	Areas to be Assessed
	Assessment Levels

	
	I
	II
	III

	1.  Evaluate Contract Administration Process


	
	
	

	Monitor Contract performance (How is the contractor’s performance monitored to ensure that the terms and conditions of the contract are met?  Who analyzes contract deliverables and conducts performance reviews?  How are other administrative actions handled? )


	
	X
	X

	Prepare Contract Modifications (Who analyzes a proposed modification for compliance with the contract and who evaluates the impact on price and schedule?  Who negotiates the change and what approvals are required?  Who prepares the modification and makes distribution?)


	X
	X
	X

	Authorize Payments (Who authorizes the shipment of supplies and accepts the goods for the government?  Who reviews the request for payment and if applicable, performs a physical progress review?)


	
	X
	X

	Contract Closeout (Who determines if there are outstanding contract requirements?  Who performs final funding reconciliation and retires the contract?  For cost contracts, who ensures that the final invoice was submitted for audit?)


	
	X
	X

	2.  Evaluate Other Contract Administration Indicators/Elements


	
	
	

	Delegation of Contract Administration (What contract administration functions were delegated?  Does the contracting office effectively monitor delegated functions?)


	X
	X
	X

	Conduct Post Award Orientation Conferences


	
	X
	X

	Delivery or Performance Schedules (How is the progress of contractors and their adherence to delivery or performance schedules monitored?  Does the contracting officer receive information timely?)


	
	X


	X

	Modifications (Was the correct type of modification used?  Was certified cost or pricing data obtained as required along with field pricing support?  Was a negotiation memorandum prepared?)


	
	X
	X

	Change Orders (Could a supplemental agreement have been negotiated prior to performance which would negate the need for a change order?)


	
	X


	X

	VECPs (Are contractors encouraged to submit VECPs?  Are the handled adequately, including technical and pricing support?)


	
	X
	X


	POST AWARD
	

	Areas to be Assessed
	Assessment Levels

	
	I
	II
	III

	Undefinitized Contract Actions (Are these actions definitized timely?)


	
	X
	X

	Contract Financing and Payment (Are progress payment provisions appropriately included in contracts?  Is the Standard Form 1443, “Contractor’s Request for Progress Payments,” properly prepared and reviewed prior to payment?  What assurance is there that the progress payments do not exceed the fair value of work accomplished on the undelivered portion of the contract?  If costs incurred plus estimated costs to complete were likely to exceed the contract price, was a loss ratio factor computed and progress payments adjusted?  Were progress payments to subcontractors in compliance with the FAR?  Were progress payments based on percentage of completion appropriately administered?  How are vouchers processed for payment on cost-reimbursement contracts?  Was the final invoice certified by the contracting officer?)

  
	
	X
	X

	Claims or Disputes (Was the claim or dispute resolved by mutual agreement and was a final release from claims obtained from the contractor?  Was legal approval obtained?  Was a timely final decision issued by the contracting officer?  Was the claim considered on a total cost basis?)


	
	X
	X

	Delinquent Deliveries (Did the Government receive consideration for contractor caused delays?  Was there an excessive forbearance period after delivery due date before contractual action was taken?)


	
	X
	X

	Contract Terminations (Was a TCO appointed as required?  Were Show Cause letters issued, a copy sent to a surety and SBA if a small business?  Were Cure Notices sent with a copy to SBA if a small business?  Were termination notices properly prepared?  Were settlement proposals above $100,000 audited?  Were terminations for default supported by a determination and memorandum of circumstances, including alternatives?  Was legal concurrence obtained?)

 
	
	X
	X

	Contract Closeout (Was the contract properly and promptly closed?  Audit recommendations settled, final indirect cost rate determination made, excess funds deobligated, release from liabilities, obligations, and claims obtained?)


	
	X
	X


Purchases of $100,000 or Less

When the review level requires evaluation of micro-purchases and procurements using simplified acquisition procedures, Exhibit E outlines possible review areas for specific techniques such as purchase orders, blanket purchase agreements, delivery orders against GSA Federal Supply Schedules, etc.

Corporate Initiatives 

The evaluation of DLA strategic and operational initiatives normally only occurs as part of a Level III review.  Because initiative priorities often change, the most current status should be ascertained prior to the beginning of each review so that revisions can be made as appropriate.  

Efficiency and Effectiveness of the Procurement Function

The primary purpose of reviewing the following areas is to assess the efficiency and effectiveness of the procurement function.

	Areas to be Assessed
	Assessment Levels

	
	I
	II
	III

	1.  Evaluate the Procurement Management Process


	
	
	

	Procurement Performance Measures (What performance measures are used to identify various levels of effectiveness (quality), efficiency (cost), and time (schedule)?)


	
	X
	X

	Collecting Performance Data (Is data gathered manually or electronically?  Is it collected on an ad hoc or periodic basis?  Is it accurate, timely, etc.?)


	
	X
	X

	Assess Efficiency and Effectiveness (Who makes this assessment and how often?)


	
	X
	X

	Verify Procurement Compliance (Who analyzes the procurement process to ensure that statutory and regulatory requirements are met?)


	
	X
	X

	Evaluate the Management of Workload


	
	X
	X

	2.  Evaluate Other Business Management Indicators/Elements


	
	
	

	Contracting Mission, Responsibility, and Accountability as set forth in Agency Directives


	X
	X
	X

	Workforce Qualifications and Development


	X


	X
	X

	Organizational Structure, Placement, and Staffing (How do these elements impact the contracting function and personnel, e.g., in commodity business units, do non-1102s perform procurement duties, it the skill mix of contracting personnel appropriate, etc.?)


	X
	X
	X

	Work Distribution (Based on the existing workload and backlog, do personnel need to be realigned to accommodate changes in the workflow, etc.?)


	
	X
	X


	Compliance with Thresholds and Procedures (Are the local thresholds for contract review appropriate?  Are the proper procedures followed and review comments acted upon?)


	X
	X
	X

	Performance Measures (Are appropriate contracting performance measures used to monitor, evaluate, and improve the contracting function?)


	
	X
	X

	Policy Implementation (Does upper management fully support procurement policy implementation in operational matters?)


	X
	X
	X

	Automation Support (Is an automated procurement system in use?  What functions does it perform?  Is EC/EDI employed?)


	
	X
	X

	Morale of Workforce (Determine the workforce morale and its impact on productivity.)


	
	X
	X

	Compliance with Reporting Requirements (Are required reports accurate and submitted timely?)


	
	X
	X

	Efforts to Reduce Overpricing (What initiatives are underway to reduce overpricing?  Are they appropriate and effective?)


	
	X
	X


Industrial Support

The purpose of the review in the following two areas is to provide relevant information concerning the execution of the industrial support operation.  Production Management and the Industrial Base areas will be part of the normal PMR review cycle.  The Industrial Base support areas will be assessed at least once a year, even if a PMR is not scheduled for that year.  This Industrial Base PMR will be in lieu of one of the Industrial Base quarterly program reviews conducted by Headquarters.

Reviews performed in conjunction with PMRs will be out briefed in accordance with the normal PMR process.  Results of annual reviews performed outside the PMR cycle will be formally out briefed to the ICP Commander and the SPE.  Exhibit F provides additional details on the Industrial Support areas to be addressed.

	Areas to be Assessed
	Assessment Levels

	
	I
	II
	III

	1.  Production Management Support


	
	
	

	Review production technical issues on new acquisitions, resolve production problems, and facilitate the early delivery of emergency requirements.


	
	X
	X


	Monitor results of Pre-Award Surveys, management of Government Furnished Material, Government Furnished Equipment and Special Tooling/Test Equipment programs.


	
	X
	X

	Verify the Diminishing Manufacturing Sources and Material Shortages (DMSMS) program compliance with regulations (DoD 5000.2-M and DoDD 4140.10).


	
	X
	X

	2.  Industrial Base Support


	
	
	

	Demonstrate that a process is functioning to integrate service requirements into a comprehensive Industrial Base analysis report/system (Are critical non-war reserve items included in the report?  Is meaningful customer feedback evident?)


	
	X
	X

	Method used to assess industrial capabilities data.  (Is there an approved data collection plan?  Does the process show a potential to increase supply sources?  Are we employing methods to increase industry response?)


	
	X
	X


Compliance with Statutes/Laws

Reviewers should be familiar with the Federal Acquisition Regulation clauses.  Each participant will be given specific areas to assess during the review.  The text of  clauses applicable to assigned assessment areas should be read prior to the on-site phase of the PMR.

Local PMRs

Those activities with a desire and capability to conduct independent reviews of their own contracting offices may perform local PMRs.  These local reviews will strengthen oversight since they supplement the Headquarters PMR Program.  This does not exempt an activity conducting local PMRs from a Headquarters Level II or III review every four or five years as set forth in Part One, Chapter 1 of this Handbook.  Because of the requirement to possess the capability to conduct independent reviews, only DLA ICPs will normally perform their own local PMRs.  J-33 will maintain oversight of these programs by reviewing schedules and reports, providing participants for local reviews, and training local team members.

Activities conducting local PMRs will schedule their reviews around the Headquarters PMRs and submit their annual review schedule to J-33.  This will enable members of the PMR staff to participate in selected local reviews as well as enable personnel from field activities who will be conducting local reviews to participate on Headquarters PMRs.

Local PMRs will be conducted in accordance with the guidance in this Handbook.  Reports will be published in the format prescribed and a copy forwarded to J-33.  Headquarters PMRs will review corrective actions resulting from local reviews as well as previous J-33 reviews.

Specific Subject/Area PMRs

The SPE may direct other comprehensive assessments of a single group of related contracting processes or areas at a contracting office or Agency-wide.  These “focused” reviews will be performed at a scope and depth determined by the SPE.  They will also focus on results achieved, and will provide senior managers with a means to evaluate the performance of an initiative or contracting program.  For example, the SPE may direct a review of contract bundling at the ICPs or IMPAC Program implementation across the Agency.  The duration of the review, size of the PMR team, and preparation time needed for specific subject/area reviews will vary.

Focused reviews may or may not be on the annual PMR schedule.  Instead, they will be conducted as needed with activities to be reviewed having a minimum of 30 days advance notice of the nature, content, team size, and duration of the review.

Chapter
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Conducting the Review

Introduction

The scope of each PMR will be determined by the SPE based upon the J-33 Risk Assessment and recommendations from the PMR Program Manager.  J-33 will perform a risk assessment of all contracting offices annually and select those to be reviewed based upon complexity and risks associated with each contracting function.  Once activities are selected for review, the PMR Program Manager will determine the methodology and approach for each review.  The Program Manager will also develop a detailed review plan and assign review areas to each team member.  Three to six weeks before the review begins, the Program Manager will conduct a meeting to discuss assessment techniques to be used during the review, answer questions regarding each member’s assigned responsibilities, and identify pre-review data that members need to obtain prior to the on-site portion of the review.  The Program Manager will guide and direct members during the on-site review in a manner that will enable team members to assess all areas in the evaluation guide as well as investigate leads to other significant deficiencies.  The cumulative results of evaluating individual actions within all the major acquisition review areas discussed in Part Two, Chapter 1 of this Handbook will be used to establish a relative measure of the reviewed activity’s effectiveness and efficiency.

Unified Direction and Goals

Although all the areas to be assessed during a PMR are prescribed in Part Two, Chapter 1 of this Handbook, the quality of a PMR depends greatly upon the ability of the Team Leader to meld each individual member’s activities into a team effort.  This requires the Team Leader to inspire the team members to vigorously evaluate procurement actions and processes to determine efficiency, and to share information and leads during the on-site review.

The team building activities will begin during the team meeting prior to the on-site review.  During this meeting, the Team Leader will discuss the specific assignments and responsibilities of each team member.  The Team Leader will also discuss review techniques to be used, the work schedule (including work hours), administrative procedures established (such as entrance and exit conference planning, if applicable, interview techniques/arrangements, procedures for requesting and returning contract files, requirement to discuss findings with the supervisory chain), and the purpose and frequency of team meetings to be held during the on-site review.

The number of members and skill composition of each PMR team will vary based upon the size of the contracting activity to be reviewed and the type and level of review to be conducted.  Regardless of the number of team members, it is important that each member know the areas that each of the other team members are assessing.  During the review each team member must be alert to looking in files and listening during interviews for leads to deficiencies.  Leads that are not in areas assigned to the member who identifies them must be passed to the team member who is responsible for that area of the review or to the Team Leader.

Review Methods

The purpose of the on-site portion of the review is to provide management consulting services and to assess the efficiency and effectiveness of the activity’s acquisition function.  This will be accomplished through a review of local processes and procedures by evaluating policy documents, analyzing contracting actions and records, and conducting interviews with appropriate personnel.

This analysis consists of an in-depth review of selected written material generated in establishing and managing procurements and contracts.  Material that will generally be available and should be reviewed consists of the following: local procurement procedures, internal guides and forms, procurement logs, workload data, contracts and purchase order files, employee development records, local review records, external/internal audit reports, customer surveys, and management information system data.  The effectiveness of this approach will largely be determined by exercising good judgment in selecting material to be reviewed, the amount of material to be reviewed (including only samples where appropriate), and the adequacy of the activity’s documentation.

Interviews with contracting and other personnel should be used to expand upon findings, determine the rationale for actions, or pursue leads noted during the review of selected written materials.  Interviews provide an excellent forum for team members to better understand the activity’s management philosophy and its overall approach to acquisition and day-to-day operations at the buyer’s level.  Interviews also allow PMR team members to discuss deficiencies and present ideas for enhancing local operations.  Finally, interviews allow team members to discuss issues deemed to be significant findings to ensure that all facts and rationale for actions taken are considered before a finding is reported.

While adequate samples of contracting procedures, procurement actions and personnel interviews should enable each team member to identify significant trends and operational strengths and/or weaknesses within the activity’s buying operations, more targeted file reviews and interviews may be required to determine the significance of the finding.  Other PMR team members can also be alerted to look for examples of deficiencies to help determine the prevalence of a finding.

A “Large Purchase Documentation Checklist” such as the one provided at Exhibit G should be used to assist PMR team members with reviewing files.  The checklist contains events and procedures in a logical sequence covering the entire acquisition process from purchase request initiation to contract closeout.  The checklist promotes consistent analysis levels and provides a systematic means of organizing the file review process.

Analysis of any given contractual action should cover all facets of the acquisition process.  Analyzing aspects of planning, pricing, award and administration may require either consulting with other team members or follow-up interviews with the individuals responsible for the action.  Free exchange of information among team members is necessary and highly encouraged in order to make the review more meaningful and complete.

Some type of checklist or grid sheet needs to be used to record the results of each file review.  As a minimum, the contract or purchase order number, noted deficiencies, and commendable actions must be recorded and included as support documentation in the working file.  When the frequency and/or significance of a deficiency warrants writing a finding, team members should document the interviews they conducted with responsible personnel to confirm the findings. Every finding reported must be supported with specific details on the frequency of occurrence, the extent of the deficiency, name and position of personnel interviewed, and recommended corrective action.  This documentation will be attached to the finding and presented to the team leader to be used in preparing the PMR report.

Providing Assistance and/or Training

 One of the primary objectives of the PMR program is to assist field activity procurement managers and Commanders with improving the operational efficiency and effectiveness of their organization.  The most efficient means for accomplishing this objective is through providing on-site assistance, training and management consultant services.  Many process improvements, non-compliances, and inefficient operations will be noted during the review that do not warrant being documented as a finding, yet should be corrected.  This should be accomplished on-site and documented in the team member’s working review file.

Alternative courses of corrective action for all findings should be discussed with appropriate employees and their supervisors.  When agreement is reached on the best course of action to correct the deficiency and on-site assistance or training is needed, PMR team members should inform the PMR Team Leader of the need and provide assistance if the Team Leader concurs.  If the team does not have the capability or time to render on-site assistance, the Team Leader will coordinate with J-33 or other appropriate Headquarters elements and/or field activities to arrange for the required assistance.

PMR team members should never use time needed to conduct their portion of the review to provide on-site assistance or training.  The Team Leader should always be informed of a team member’s intentions to provide on-site assistance or training in case other team members have identified leads that need to be evaluated or need assistance with their review areas.

Utilizing Advance Data for Leads

The Team Leader and team members when appropriate should carefully examine the advance data to detect indicators of improprieties, non-compliances, or inefficient operations.  For example, workload data, award distributions, multiple awards near important thresholds, and employee development statistics will frequently provide leads to findings that can be investigated early in the review.

Occasionally data can be obtained from organizational or Headquarters elements, such as Office of Counsel, Contract Review Office, Small Business Office, or J-33 teams that will provide leads for on-site review and analysis.  It is the Team Leader’s responsibility to coordinate with these activities to determine the availability of such information and provide direction to the team members.

Conducting Interviews

Many interviews will be conducted by each PMR team member during the course of a review.  Interviews with key personnel should be included in the review plan by the Team Leader.  A combination of reviewing documents and conducting face-to-face discussions will be used to develop the overall appraisal of the quality, effectiveness, and efficiency of operations at the activity.  Team members should directly contact any individual within the contracting element deemed necessary to resolve a particular issue.  The Team Leader should be notified of any member’s desire to contact anyone outside the contracting activity.  In most instances the Team Leader will accompany members when they conduct interviews outside the contracting organization.  The Team Leader will also accompany team members when they conduct face-to-face discussions with senior managers within the contracting element.

Interviews can be substantially improved by keeping the following principles for conducting interviews in mind:

· The interviewer must clearly define the purpose of the discussion.

· The interviewer should develop the interview plan, to include questions and leads to be presented, in advance.

· The interviewer should begin the session by setting the stage and encouraging the interviewee to relax.  As a minimum, the following topics should be discussed at the beginning of the session:

· Explain the purpose of a PMR, i.e., to improve efficiency and effectiveness.

· Point out that a PMR is an internal (to DLA) review.

· Tell the interviewee that the source of the information provided will be kept confidential.  Explain that the notes taken by the interviewer are to keep facts straight, not to identify the source.

· Ask the interviewee to provide any information that would help the PMR effort.

· Avoid leading questions and those that can be answered with a simple               “yes” or “no.”

· Keep the interview on track, moving toward accomplishing the defined objective.

· Allow sufficient flexibility to enable to interviewee to provide additional leads and/or identify other deficiencies.

· Be clear, concise, courteous, constructive and professional throughout the interview.  YOU MAY BE THE ONLY HEADQUARTERS EMPOYEE THE INTERVIEWEE WILL EVER MEET.

· End the interview with a restatement of facts presented and any conclusions that you have drawn from them.  Express your gratitude as appropriate.

Leads for most PMR findings come from interviews.  Therefore, as soon as possible after an interview is completed, the interviewer should carefully review the facts presented to determine if additional leads have been provided.  Write these additional leads down and discuss them the Team Leader.

Examining Files and Documenting Findings

PMR team members are likely to examine a variety of files during a review.  For example, in addition to contract and purchase order files, members will review BPA files, policy and procedures files, Contracting Officer appointment files, internal management control files, as well as an assortment of other administrative and functional files.  In all cases, team members must determine whether the processes, procedures, and decisions documented in the files indicate that the organization is following good business practices and complying with statutes, DoD guidance, and Agency procedures.  

Normally, files, and particularly contract actions, to be reviewed will be limited to the last 12 months.  Exceptions will be long-term contracts, contracts completed but not closed out, and current policies and procedures that were written more than 12 months prior to the review.  Actions that were already subject to a Headquarters review should not be reviewed again.  Because of the limited size of PMR teams and the short durations spent on-site, no attempt will be made to review a statistical random sample of contract and purchase order files.  Instead, efforts will be made to identify files with deficiencies and once identified, a larger number of files with suspected deficiencies will be reviewed.  Reviewers will determine the number of items to include in a sample based upon the guidance of the Team Leader.  The sample size within a category of actions on a segment of the organization will be sufficient to support trends upon which a finding is based.

Reviewers should have a systematic procedure for examining files and documenting findings.  Reviewers should take notes on all documents reviewed (positive and negative findings) and interviews conducted.  A summary of each file reviewed should be placed on a spread sheet, work sheet, or checklist to enable the reviewer to determine when sufficient occurrences have been noted to indicate a tend.  An isolated example should never be used as an indication that an organization has a specific problem.  When a trend is noted and the deficiency is sufficient to warrant writing a finding, it should be written up, given to the Team Leader along with a copy of the reviewer’s notes and work sheets.  As reviewers become experienced conducting PMRs, the standardized approach will become second nature to them and they will know when they have seen a sufficient number of occurrences to warrant a written finding.  Until this level of confidence is gained, advice should be sought from the Team Leader.

Preparing Findings

Reviewers should prepare findings as soon as a significant deficiency or undesirable trend is noted and confirmed through an interview with operational personnel.  The Team Leader will provide each team member with a formatted floppy disc for preparing findings.  See Exhibit B for examples of the format for findings.  Each finding will consist of three parts:  (1) A succinct statement of the problem or deficiency.  (2) A discussion that sets forth the extent of the problem and should provide the reader with all the pertinent details and circumstances regarding the deficiency.  The writer should explain what needs to be corrected or changed, why the change is needed, and some alternatives that should be considered to correct the action or process.  The discussion may be as detailed or as short as deemed appropriate to fully describe the deficiency and present alternative courses of action for improvement.  (3) A recommendation that tells the activity Commander, Director of Contracting, or other appropriate individual what should be done to correct the deficiency.  Clearly state what action should be taken without further discussion, explanation, or qualifying remarks.  Reviewers should proof read their write ups and when completed, the written finding should be given to the Team Leader for review and approval.

Time Management

The most prevalent shortcoming of inexperienced PMR team members is their inability to determine when to terminate the review of an area or process, write it up, and move on to the next review item.  As a result, they spend far too much time on the first items that they review and too little time on the remaining items.  It is difficult to specify how many times a deficiency has to occur in order for it to be labeled a trend and warrant a write up.  However, inexperienced reviewers should seek the advice of the Team Leader or other experienced team members on their first few findings in order to determine when to prepare write ups and move on to the next area.  After participating on one PMR, most members become adept at determining when to conclude their review of one area and move on to the next.
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