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The DLA PMR Program

Introduction
The purposes of the PMR Program are to (1) assist field activity procurement managers and Commanders with improving the operational efficiency and effectiveness of their organizations; (2) periodically provide the Agency’s Senior Procurement Executive (SPE) with an evaluation of the integrity of the procurement process, the achievement of Agency goals, assessment of the quality of career development within the contracting workforce, and assessment of compliance with statutory requirements by each contracting office; and (3) provide contracting offices with an Agency management consulting service through which to share successes.

PMR Program Authority
Executive Order 12931, Subject: Federal Procurement Reform, Department of Defense Directive 5000.1, “Defense Acquisition,” and the Federal Managers’ Financial Integrity Act require the Director of DLA to designate a SPE in DLA with Agency-wide responsibility to oversee the performance of the procurement function.  More specifically, these referenced documents assign responsibility to the SPE within the Agency to establish accountability for all contracting functions and to measure and evaluate each contracting office’s performance against established goals.  The PMR Program is the SPE’s primary process for accomplishing these responsibilities.

Program Concepts and Objectives

The PMR Program is designed to provide local, periodic, and specific subject/area reviews of the Agency’s contracting offices by an independent and objective team of contracting professionals from the Headquarters staff and field contracting offices.  The level of reviews within this program will be based upon complexity and risks.  The frequency with which an individual contracting office is reviewed will depend upon several factors, detailed below.  The reviews will focus on evaluating the following areas:  (1) the integrity of the procurement process; (2) outcome and results of business practices; (3) effectiveness of the procurement function (Level III); and (4) compliance with statutes.

The program will assess overall efficiency and effectiveness in the areas for the various review levels identified below, as well as provide management consultant services to all contracting offices within the Agency.  Most deficiencies noted during a review will be corrected through PMR team assistance on-site during the review.  Therefore, the reports will not address isolated or relatively inconsequential problems.  PMR reports will discuss significant findings, and will require field activity procurement managers to respond to each finding with a proposed management plan designed to correct administrative and operational problems and improve business practices.  The primary emphasis will be on enhancing mission performance Agency-wide, as well as at individual activities, through recognition of, and assistance in, rectifying noted deficiencies. 

Risk assessments will be performed using information obtained from the corporate Management Information System (MIS), Headquarters staff elements, and data calls to activities via telephone, FAX, postal service, or electronic means using the following risk indicators:

Change in:

Senior contracting management

Mission

Business strategy

Complexity of buys

Quality of personnel

Organizational structure

Local activity oversight program results and internal controls

Dollar value and volume of buys

Quality/amount/use of management information

Quality of acquisition planning

Analysis of outside inquiries

Information from Headquarters support staff

Period lapsed since the last PMR

Types and Levels of Reviews

Periodic PMRs

DLA ICPs will receive a Level III PMR at least once every five years.  Other DLA contracting offices will receive a Level II or higher review every four years.  The SPE will also consider any level or specific subject PMR requested by a Commander.  Periodic PMRs will be process  and results-oriented reviews using acquisition planning, solicitation, award, and post-award processes as primary areas for review.  In addition, the DoD Criteria for Assessment of Procurement Systems, issued by the USD(A) on September 15, 1989, as well as Agency needs, will be used as guides for PMRs.  They will be performed at three levels as described below:

Level I – Fundamental Assurance Review.  This is the least comprehensive review level.  It is designed for contracting offices where the assessment indicates minimal risks.  A review at this level will determine whether a contracting office satisfies the requirements of a fundamental procurement system.  Results may suggest a need for a higher-level review or increased frequency of reviews.  These reviews will be conducted by small PMR teams on-site for short durations and will include a limited review of files.  These PMRs provide managers with a reasonable assurance that the contracting office has satisfactorily met the requirements of a fundamental procurement system.

Level II –  Full Operational Review.  This is a more comprehensive review level.  It is applicable to contracting offices where the risk is greater.  A review at this level will determine whether sound business practices are employed and whether a contracting office complies with contracting statutes and regulations in the placement and administration of contracts.  These reviews will be conducted by a larger PMR team on-site for a longer duration than a Level I review.  An in-depth technical assessment of the procurement processes of acquisition planning, solicitation, award and post-award, as well as a comprehensive review of a sample of contract files will be performed.  An evaluation of the contracting office’s proper application of procurement procedures and business practices will also be made.  These PMRs provides managers with reasonable assurance that the contracting office is performing technical contracting processes and business practices properly and in compliance with statutes and regulations.

Level III – Procurement Program Management Review.  This is the most comprehensive review level.  It will include the assessments of items in Level I and II reviews, unless a Level I or II review has been recently performed.  A review at this level will focus on the outcomes and results achieved by the organization, and determine how well the procurement program helps the Agency meet its primary mission.  It is used for contracting offices where the risk assessment indicates that there may be significant weaknesses in program achievement, or senior managers within the Agency need assurance that the contracting function is effectively supporting the Agency.

Specific Subject/Area PMRs
Specific subject/area reviews consist of a comprehensive assessment of a single or group of related contracting processes or areas, at a contracting office or across the Agency, and will be performed at a scope and depth determined by the SPE.  These reviews also focus on outcomes and results achieved, and will provide senior managers with a means to evaluate the performance of an initiative or contracting program, either at a contracting office or Agency-wide.  The PMR team will identify good ideas and ways of overcoming barriers to process improvements that will be shared across the Agency.  For example, the SPE could direct a review of the results achieved using Source Selection Techniques at a contracting office, or Strategic Supplier Alliances across several contracting offices.  The duration of the review, size of the PMR team, and preparation time needed for specific subject/area reviews will vary.

Local PMRs
A unique feature of the DLA PMR Program is to encourage those activities that have the desire and capability to conduct independent reviews of their own contracting operations, to perform local PMRs.  These local reviews strengthen oversight since they supplement the Headquarters PMR program.  This does not exempt an activity from a Headquarters PMR as described above.  J-337 will maintain oversight of local PMR programs by reviewing schedules and resulting reports, participating in local reviews, assessing corrective action plans, reviewing implementation of proposed actions, and training local team members.  

Annual PMR Schedule

An annual DLA PMR Schedule will be developed during the fourth quarter of each fiscal year for the upcoming fiscal year.  The schedule will be based on the results of the J-33 risk assessment and be approved by the SPE.  It will be sent to applicable DLA contracting organizations prior to the beginning of the fiscal year.  The criteria for assessing risk is shown at Exhibit A.

All DLA contracting offices will receive PMRs.  Each contracting office will receive at least a Level II review every four years.  Each contracting activity (defined as a DLA ICP) will receive at least a Level III review every five years.  Additional Level III reviews will be conducted as deemed necessary.  Special subject/area reviews will be conducted as deemed appropriate with approximately one or two such reviews accomplished annually.

Program Standards

Due to different PMR team composition, different team leaders, different levels of review, and the broad variety of contracting offices to be reviewed, it is desirable to promote uniformity in review coverage and methods of report writing.  The following areas, discussed in detail in other sections of this manual, apply to all PMRs (periodic, local, and special subject/area reviews):

Scope of review

Approaches for preparing and conducting a PMR

Standards for writing findings

Format for publishing reports

Procedures for performing risk assessments

Guidance on selecting, training, and supervising team members

Process for preparing, coordinating, and disseminating reports

Procedures for conducting program follow-up, ensuring corrective actions have been taken, and closing reports

Reports

A report will be published after every PMR, regardless of type.  The purpose of the report is to provide the Head of the Contracting Activity (HCA) and other activity Commanders with an evaluation of the integrity of the procurement process, the effectiveness of business practices including compliance with statutes, and the progress the contracting offices have made implementing strategic goals and initiatives, depending upon the review level of the PMR.  All PMR reports will be written in the format shown in Exhibit B and published within six weeks of the end of the review.  Reports will be divided into four major sections:  Introduction, Executive Summary, Detailed Narrative, and Response Format.  Detailed instructions for preparing PMR reports are presented in Part Three, Chapter 1, of this handbook.

Review Discussions

Conducting discussions before, during, and after the review with a broad range of personnel such as buyers, contracting officers, managers, and support staff is a key component in the success of the PMR process.  Discussions to share ideas that work, clarify or determine the accuracy of findings, as well as to determine the rationale behind contract actions, are essential to a quality PMR program.  Each PMR team member will be advised to discuss potential findings with personnel who have made the buy or written the policy, as well as their supervisory chain, as appropriate.  The PMR Team Leader will keep senior managers informed of all potential findings periodically throughout the review.  Discussions with personnel outside the organization regarding findings or the proposed content of the PMR report are strictly forbidden.  Due to the sensitive nature of PMRs, discussions or sharing of findings beyond the individuals listed above should be cleared in advance with the DLA PMR Program Manager.

The PMR Program Manager maintains a database of PMR findings and provides contracting offices with periodic summaries of findings across the Agency without identifying the specific activities involved.  

The PMR Team Leader will provide the Commander, or designated representative, an executive overview briefing of each PMR at the conclusion of the review.  The Team Leader will also give the Procurement Director an in-depth briefing on each significant potential finding.  Copies of preliminary findings will not be given to the activity.  Prior to issuance, the PMR report will be coordinated within J-33 and will be approved by the SPE.

Post Review Follow-up

A PMR follow-up process has been established to close out PMR findings.  The purpose of the follow-up process is to assess whether the corrective action taken for each finding has successfully eliminated the deficiency or if additional action is needed.  Feedback from the follow-up process will be included in the PMR database and considered in subsequent annual risk assessments.  Part Three, Chapter 3, provides additional information on follow-up responsibilities. 
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PMR Planning

Introduction

Comprehensive advance preparation is an indispensable component of a successful PMR Program.  If done properly, PMR advance planning will reduce the funds, personnel, and time needed on-site to execute the review.  The objective of advance preparation is for the PMR team members to arrive on-site with basic knowledge of the activity’s mission, organization structure, workload, operational circumstances, and to arrive at a detailed plan for executing their portion of the review.  The team members should be able to start work without the necessity for extensive on-site briefings, interviews, and study of internal and external directives or instructions.  The adequacy with which these actions are carried out will be reflected in the depth of the review and the quality of the review report.

At a minimum, the following items should be included in the advance planning and preparation:  establishing the review level, selecting members of the team, assigning team members’ responsibilities, notifying the activity to be reviewed, selecting and obtaining advance data, evaluating advance information and statistics, scheduling a team meeting, establishing a work schedule during the review, and developing the review plan.  Although some advance preparation will occur as much as 12 months before the review, intensive advance planning will begin 60 days prior to each review and will continue until the on-site portion of the review is initiated.

Determining the Review Level

Review levels for periodic PMRs will be based upon the results of the J-33 risk assessment performed during the fourth quarter of each fiscal year.  Additionally, Commanders may request any level review at any time.  Finally, senior managers within the Agency may also request special subject/area reviews.  The scope, depth, and duration of such reviews will be determined by the SPE, in coordination with the requestor.  Activities to be reviewed in the next fiscal year will be notified of their PMR review level in the letter announcing the annual PMR schedule (see Exhibit C for an example).

Selecting Members of the PMR Team

The J-337 PMR Program Manager will determine the composition and size of the PMR team, and the duration of assignment of individual team members to the team.  In those rare situations when the J-337 PMR Program Manager will not lead the team on-site, the J-337 PMR Program Manager will designate the Team Leader.

PMRs will encompass all the areas listed under each review level in Part II of this Handbook for each respective review level to be accomplished.  Each area will be assigned to a team member who will be responsible for conducting that portion of the review and for preparing the specified documentation and findings, if any.

PMR team members will be selected months in advance of the review based upon the contracting skills needed on the team.  The best professional talent from the Headquarters and field contracting organizations will be selected for each team.  The PMR Program Manager will notify and train, as needed, each team member.

Team Leader Responsibilities

The PMR Team Leader, normally the J-337 PMR Program Manager, is responsible for the overall team management; including advance planning, conducting the review, and preparing the PMR report.  Specific Team Leader responsibilities include:

1. Selecting, notifying, and orienting team members

2. Designating team member work assignments (areas to be reviewed)

3. Identifying, collecting, analyzing, and disseminating to team members the data relative to the contracting office to be reviewed

4. Notifying the contracting office to be reviewed

5. Making arrangements for liaison with the organization to be reviewed

6. Coordinating with the field activity for local facilities and other assistance

7. Preparing a review plan and discussing it with the SPE and staff for additional guidance

8. Coordinating logistical support requirements such as: hotel reservations, rental cars, airline reservations, etc.

9. Scheduling unique on-site requirements such as:  interviews with executive leadership, discussions with groups of managers for PMR team members, visits to higher or lower echelon elements, etc.

10. Managing/supervising the on-site process

11. Participating as a working member of the team in selected areas

12. Providing periodic IPR briefings and exit briefings to the Commander, or designated representative, and the Procurement Director

13. Reviewing/approving written findings of team members and preparing the draft PMR report

14. Coordinating the draft report with appropriate Headquarters staff elements and obtaining approval of the report from the SPE

15. Distributing the PMR report to the field activity

16. Evaluating the activity’s response to the report and monitoring the close-out of recommendations

17. Performing follow-up evaluation visits for critical findings and coordinating the PMR follow-up program with the Acquisition Programs Division (J-335).

Notifying the Activity to be Reviewed

The J-33 PMR Program Manager will provide two notifications to the Commander of each activity scheduled for a PMR.  The first, the Annual PMR Schedule (Exhibit C), will be published and distributed in September of each year.  The second notice (Exhibit D), will be mailed to arrive at the organization approximately 60 days prior to the beginning of the review.  It will identify the review level to be conducted, the on-site review period, the Team Leader, and ask for a point of contact.  It will request any additional data or information needed for advance planning and notify the activity of any pre-review visits that may be required.

Selecting and Obtaining Advance Data

Early in the advance planning phase of a PMR the J-337 PMR Program Manager must determine the advance review information that will be needed and decide how and from where it will be obtained.  As much of this information as possible will be retrieved from existing Headquarters databases such as the J-33 MIS, Agency DBMS, DCADS, and Headquarters staff elements.  Any required data not obtainable from these sources must be identified and requested in the letter notifying the activity of the review as explained above.

Most of the advance planning information will be the same type data for all contracting organizations.  The following list identifies some of the information that may be needed prior to the review:

1. Organizational Charts.  Current charts of the contracting office and the contracting function that depicts its internal structure, its place in the overall organization, and the flow of contracting authority.

2. Mission Statement.  Mission statements of the contracting organization and contracting function.

3. Workload Performance Data for the 3 Most Recent Fiscal Years.  This includes information from existing databases such as DCADS and DBMS that contain the volume, dollar value, type of purchases, and resources used to perform the workload.  Trend analysis will be performed on three fiscal years’ data.

4. Annual Plan of Contracts or APEC Data.  The activity’s annual plan of contracts should cover all significant acquisition actions, including those subject to APEC review.  This information, supplemented with the proposed APECs for the current fiscal year will help the PMR Program Manager to determine the composition of the PMR Team, including any unique professional expertise needed.

5. Local Plans, Policies, and Procedures.  This information will be used to determine adequacy of oversight and process efficiency within the organization.

6. DAWIA Certification Data on Acquisition Workforce.  This information, which is easily extractable from the DBMS, will provide summary information on the contracting experience, training, and education of the civilian workforce.

7. Copies of Reviews, Surveys, Audits and Investigations.  Copies of all reports from reviews, surveys, audits and investigations, such as DoDIG, local PMRs, and GAO conducted in the last three years, will help the PMR Program Manager assemble a team with the appropriate professional skills and better prepare team members for the review.

8. Data on Modifications, Deviations, and Waivers to Existing Contracts.  An analysis of this information will help determine the efficiency of the contracting process as well as the quality of the contracts.

9. Unique Existing or Proposed Programs.  This information will help the PMR Program Manager assemble a team with the appropriate professional skills and better prepare team members for the review.

10. List of Management Concerns, Challenges, and Problems.  This would determine the efficiency of the contracting process as well as the quality of the contracts.

11. List of Local Reports Used to Manage Workload.  This would include data from the local MIS database as well as all systems-generated and manually produced management reports.

12. List of Major Contractors Annotated with Volume, Type, and Value of Awards to Each.  This will aid team members’ planning for on-site investigations related to distribution of awards, adequacy of competition, pricing, business practices, etc.

Team Member Responsibilities

The PMR process is a team effort, which must be managed by the PMR Program Manager or designated Team Leader.  Accordingly, team members will receive all work assignments and direction from the Team Leader.  Any activity during the PMR process not directed by the Team Leader must be approved by the Program Manager/Team Leader prior to pursuit.  Likewise, all leads, clues, or other indications of areas that need a more intensive review must be brought to the Team Leader’s attention for assignment to the appropriate team member.

An effort will be made to select and notify team members for all PMRs as early in a fiscal year as possible.  The PMR Program Manager will notify each participant of the area(s) that they will be responsible for reviewing as soon as possible, but no later than 30 days before the PMR begins.  Team members may be given assignments at any time to assist with the collection and/or analysis of information and data relative to the contracting organization.

This approach requires an in-depth knowledge, review, and evaluation of subject areas, plus an understanding of all applicable laws, regulations, and generally accepted business practices.  A team member’s discrete analysis should include:

1. A review of advance information;

2. A study of the previous PMR reports to identify follow-up requirements;

3. In-depth on-site review of contracting processes;

4. In-depth contract file and/or records review;

5. Assessment of Acquisition Management Systems;

6. Skillfully conducting interviews with acquisition professionals assigned to the contracting organization, and professionals of other support activities, such as the legal office, comptroller, logistics management, etc.;

7. Evaluating the appropriateness and adequacy of the activity’s use of policies, procedures, precedents, and laws in contracting; and

8. Identifying weaknesses and/or deficiencies, preparing findings with appropriate conclusions and recommendations for improving operational efficiency, customer service, business practices and compliance in the areas reviewed.

Team members are expected to take extensive notes on material reviewed and during personnel interviews in preparation for all pre-report briefings and written findings.  This includes documentation of contract files reviewed, on-site observations, findings, and preliminary recommendations.  Team members are responsible for writing  findings in the format prescribed in Part III, Chapter I of this handbook, but the Program Manager is responsible for the development and content of the PMR report.

Team members are assigned to the PMR for the duration of the review unless an earlier release has been agreed to or directed by the PMR Program Manager.

Team Meetings Prior to the Review

PMR Team Meetings will be conducted as frequently as deemed necessary by the PMR Team Leader prior to the review.  As a minimum, at least one team meeting will be held no earlier than 30 days and no later than seven days prior to the commencement of the on-site review.  During this meeting, the PMR Team Leader will present the final review plan to ensure that all team members clearly understand the PMR objectives and individual responsibilities.  The meeting agenda will address individual assignments, work schedules, transportation arrangements, lodging, review approach, assessment of advance information, significant or sensitive issues, and open discussions.

During this meeting, the Program Manager should remind the team members of their responsibility to ensure that any information acquired during the review which relates to another area of the review, is passed on to the PMR Program Manager or to the team member who has responsibility for that area.  Finally, the Team Leader will go over administrative procedures, such as how the team members will work with the organization’s liaison, who will pull files, procedures for scheduling on-site interviews, frequency of on-site team meetings, working hours during the PMR, and significant impressions gained about the organization to be reviewed during the advance planning phase.

Preparing the Work Schedule

The length of time required to perform a PMR will depend upon the review Level, the size of the organization, the size of the review team, and the scope and depth of Subject/Area reviews.  The actual time allotted to each review element and the overall review is determined by the PMR Program Manager based upon experience and considering the four factors listed above.  The size and length of PMRs will range from two people for one day to 12 or more people for three weeks.  Regardless of the size or length of a PMR, the PMR Team Leader will prepare a work schedule prior to arriving on-site.  The schedule will address the following:

1. The time and place the team will meet on the first day of the review;

2. Duty hours during the review period.  Generally, all team members will work the same hours each day, regardless of the flexi-schedule that a person may otherwise have;

3. The date, time, and place for all scheduled briefings, tours, or team meetings;

4. Time and dates for PMR team member(s) to spend on each review element.  This is important in situations where two team members are jointly reviewing an element, or where other team members are going to use information/data gathered by a reviewer;

5. Scheduled individual meetings with the PMR Team Leader.  This primarily pertains to new team members or members reviewing sensitive areas;

6. Time for briefing findings, recommendations, and observations to the Team Leader;

7. Time for briefing findings to the supervisory chain; and

8. Entrance, exit, and special conferences with the executive leadership of the organization reviewed.

Briefings, Conferences, and Discussions

During the review briefings, conferences and discussions will be limited to those needed to facilitate and/or enhance the quality of the PMR.  Generally, an entrance meeting will be conducted.  The purpose of this meeting is to introduce the PMR team members to the activity supervisors and, if needed, provide the team members with organizational information that was not provided during the pre-review planning, but deemed necessary for the review.  Unless all PMR team members are familiar with the organization, the entrance briefing will be followed by a tour of the facility to enable reviewers to locate personnel with whom they will need to conduct discussions during the review.

Team members must submit to the PMR Team Leader their request for briefings or conferences.  This will enable the Team Leader to include other team members who will benefit from the discussions, and thereby enhance team efficiency.

Discussions regarding observations and findings must be limited to those individuals in the organization who have a need to know, such as employees with a working knowledge of the area reviewed and their supervisors.  Any discussions with personnel outside the organization being reviewed, including Headquarters and other DLA field activities, must be cleared with the PMR Program Manager before they are initiated.
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