PRIVATE
Acquisition Reform in the Context of Military Software Development

Introduction:
Military acquisition reform is the continuing effort to streamline the military acquisition process while providing military users the best goods and services at the best price (best value). 

Military systems are increasingly reliant upon software. As a result military software development consumes a large part of the procurement budget (over 40 billion by Department of Defense estimates). Software development in the military is a complex, involved, high risk venture. Software development problems cause many of the military program delays and cost overruns. The Government Accounting Office has often been critical of how the military manages its software development programs. Therefore military and civilian leaders, at all levels, must seek acquisition reform for software development. The stakes are high but the payoffs justify the effort.
The Department of Defense has summarized its efforts in acquisition reform into Ten Guiding Principles.  Each of these acquisition reform principles has applications within the realm of software acquisition. The purpose of this section of C-SAWS is to examine ways to apply these principles to military software acquisition.

DoD’s Ten Guiding Principles for Acquisition Reform: 

1.  Empower People to Manage—Not Avoid Risk.
2.  Operate in Integrated Product Teams.
3.  Reduce Cycle Time by 50%.
4.  Reduce Cost of Ownership.
5.  Expand Use of Commercial Products and Processes.
6.  Use Performance Specs and NON-Government Standards
7.  Issue Solicitations that Reflect the Quality of a World Class Buyer.
8.   Procure Goods with "Best Value" Techniques.
9.   Test & Inspect in the Least Obtrusive Manner to Add Value to the Process or Product.
10. Manage Contracts for End Results.

1.  Empower People to Manage—Not Avoid Risk.
Trust is the key issue in empowering people to manage software development. Project Managers must trust their workforce before they will empower them to make decisions. In an article for Software Program Managers Network, Norm Brown cited effective use of human resources as the most important determinant of a project’s success. Managers must carefully develop and mentor their employees. Development comes from a variety of sources. Variation of job assignments, on and off the job training and education all contribute to employee development. Mentoring is critical as it allows the manager input into an employee’s training and the development of their abilities. Mentoring helps to create trust between managers and their workforce. The manager will have an easier time empowering and making key decisions once this trust is established. This guideline is also a critical component of effective Integrated Product Teams (IPT).
2.  Operate in Integrated Product Teams.
Integrated Product Teams have now become a standard way of doing business in program management. They can yield multiple benefits to software acquisition processes. They decentralize decision making, thus bringing all of the key players into the decision making process. They allow for concurrent engineering and thus decrease the development time for a software project. The keys to successful IPTs are in the way they are structured and empowered. Software’s design, test and application must be represented on the IPT. If a key player lacks decision making authority, the process is adversely effected. If a manager has not empowered his IPT team representative to make decisions, that IPT suffers as a result. Lack of empowerment defeats the purpose of the IPT.
3.  Reduce Cycle Time by 50%.
Acquisition reform is pushing managers to rethink and re-engineer the entire acquisition process. Reducing the time of getting a system to the user is a primary goal for the program manager. Software development is time sensitive. If software takes too long to develop, it becomes outdated before it is deployed. Efforts at reducing cycle times should concentrate on seeking relief from low value directives. Standardization of processes within a contracting facility (called Single Process Initiatives or SPI) can help to reduce cycle times. The idea is to have the contractor do business with the government one way. This standardization saves time, money and reduces confusion. Reducing the coordination of decision making will also reduce cycle times for software development. However, there may be risks associated with empowering personnel not fully trained to make sound decisions regarding software development.
4.  Reduce Cost of Ownership.
Reducing the total Life Cycle Cost (LCC) for a system has long been a goal for acquisition managers. Critical decisions at the beginning of the project will have long term effects on the cost to support and maintain a system when fielded. Maintainability, supportability, and reliability are terms that apply as equally to software development as to any other type of project.
5.  Expand the Use of Commercial Products and Processes.
Competition within the private sector has created many appealing processes and products to software development. Managers need to be fully aware of the new and creative ideas that exist. Use of Internet user groups to invite solutions to software problems is an example of employing a relatively new information system to help solve software development problems. The key to taking advantage of the commercial sector is creativity combined with the knowledge that many military systems have unique applications and requirements not often seen in the commercial world.
6.  Use Performance Specs and NON-Government Standards.
Tell the contractor what you want in a system, not how to make the system. Minimize government-unique terms and conditions. Replace government specs with performance specs. Use mil specs as a last resort, but realize that there may be many desirable system performance traits locked within the mil spec. The complex nature of software development should drive program managers toward adopting industry standards for software development processes and systems.
7.  Issue Solicitations that Reflect the Quality of a World Class Buyer.
Software development constitutes over 40 billion dollars of DOD procurement dollars. This makes the DOD a large player in the software development business. Project managers should strive to use current methods to perform electronic commerce. Paperless requests for proposals and data requirements will speed the flow of information between prospective contractors and program offices.

8.  Procure Goods & Services with the "Best Value" Techniques.
Software bids and proposals should be evaluated using many factors, not just the lowest price. The developer’s past performance should be used as a factor in software acquisition. The key to the awarding of a best value contract is to let the industry know exactly what "value" means for this system.
9.  Test & Inspect in the Least Obtrusive Manner to Add Value to the Process or Product.
In their book, Software Engineering Fundamentals, Ali Behforooz and Frederick J. Hudson stress that software testing is much more than running software to see if it works. Planning, discipline, control and documentation are essential to successful software testing. Software testing is the most important phase in software development. Preparation and planning for testing should occur early in the development of any software program. The key is to test by module as the software is developed making sure that all interfaces are exercised with the actual components and personnel if possible.
10.  Manage the Contract for End Results.
       Focusing on customer needs is a primary concern of the program manager. The software developer       

       should be given as much freedom as possible to bring innovation and new ideas to the software     

       design. Maximize incentives for the contractors by stabilizing the acquisition process and acquiring   

       technical data rights only to the extent necessary for risk mitigation. Above all establish trust between 

       the contractor and government.
