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WHAT IS ALPHA CONTRACTING?

Alpha Contracting is the name given to an Army process that streamlines the requirement definition and the acquisition approach by teaming Government technical and contracting professionals with industry professionals into an Integrated Process Team (IPT) at the front end of the acquisition process.  It is a sole source process which requires the Government and one firm to establish an early sharing relationship from requirements definition through proposal submission and award.  The team works as one entity by looking out for the objectives of the particular IPT; however, individually the team member's can also look after their specific area of interest (whether industry or Government IPT members).

WHY IS ALPHA CONTRACTING SOLE SOURCE?

The Alpha Contracting process is completed in a sole source environment because the process narrows the field down, generally to one contractor determined most capable of performance.  It may be a continuation of a larger project where the one firm has been determined the only firm capable of satisfying the Government's needs; against a task order with an existing contract such as the Army Contracting Agency (ACA) Southern Region suite of contracts termed Logistics Joint Administration Management Support Services (LOGJAMSS)(http:www.forscom.army.mil/aacc/LOGJAMSS/default.htm); or it may be a firm that has unique skills/experience that no other firm has the ability to match.  The chosen contractor then works as part of the IPT, side by side with the Government from the requirements definition stage through award of a contract.  An extension of this process is the Delta process which is literally the Alpha process with competition!  The Delta process consumes substantially more resources as it will involve numerous IPTs.  
Alpha contracting techniques are advantageous when the market research phase determines that only one source is capable of adequately meeting the government's objectives.  Some advantages of the Alpha process include: (1) streamlines the communication process; (2) consolidates processes within an IPT workgroup; (3) limits subcontractors "auctioning" their products to various primes; (4) reduces concerns that proprietary information might be released to competing prime contractors; and (5) limits the resources required to complete the process.
If there are several firms with potential capabilities, the Delta approach (multiple IPTs, competition, and down select to award) should be considered.  Under this approach, firms must be given a "fair opportunity" for consideration during the down select process.  Care must be taken to avoid any technical leveling throughout the Delta process.  Keep in mind that vendors may have different approaches so the format and content of resultant vendor provided work statements will vary.  However, the essential elements or objectives must be represented in all submissions.  Whether proceeding with Alpha or Delta procedures, only one firm will generally be selected to proceed to award on any given project.  
The discussion provided by the remainder of this document primarily addresses only the more frequently used process, the "Alpha" process.  However, if the reader is interested in exploring the competitive Delta process, a good explanation of the process may be found at http://www.onesaf.org/DELTACONTRACTING.doc.  It is noted that the second paragraph of the document on Delta Contracting indicates a "bypass of the solicitation and proposal phases."  More appropriate term would be "streamline" the solicitation and proposal phases.  For the reader's convenience, that document is also embedded in the Word document "Delta Contracting" found below.  Click on the Word icon to open.  
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The Army Source Selection Guide is a good resource for understanding the contractor evaluation and down select process.  Although it does not specifically address either the Alpha or the Delta processes, both processes must comply with all statutory and regulatory requirements and may be used when otherwise appropriate.  The Army Source Selection Guide may be found at http://www.amc.army.mil/amc/rda/rda-ap/ssrc/fr_ssll.htm.
DOES THE ALPHA CONTRACTING PROCESS ELIMINATE ANY REGULATORY OR STATUTORY REQUIREMENTS?

No.  The Alpha Contracting process does not eliminate any requirements of the acquisition process.  Those requirements may/will include: developing an Independent Government Cost Estimate (IGCE); developing and executing a justification and analysis (J&A) for limiting competition; issuing a synopsis of the proposed requirement and resultant award; obtaining required solicitation and award reviews; and processing award notification.  All regulatory and statutory acquisition requirements are still required by the Alpha Contracting process.  
WHAT ARE THE GOALS OF ALPHA CONTRACTING?

Alpha process goals include: expedited production/performance; learning curve improvements; decrease in modifications caused by incomplete or inadequate communication of needs; better day to day communications between the Government and their industry partner throughout the entire acquisition cycle; and monetary savings realized by the "smarter, faster, more efficient" process.
HOW DOES THE PROCESS BEGIN?

The process begins with the identification of a requirement.  The requirement may be stated in general terms in a "sources sought" synopsis through the FedBizOpps web page to determine industry interest and capabilities.  The process might also begin as an extension of an existing contract and a market survey that concludes that only the prime contractor has the requisite capabilities to proceed.  The government team will combine any information received from either the prime contractor or the sources sought responses along with other market information into a report (the market survey) that concludes with a recommendation on how best to proceed with the acquisition.  If the market survey indicates only one firm or a limited number of firms can satisfy the requirement, a J&A must be developed to support that decision.  Once the J&A has been approved and appropriate synopsis requirements met, the firm(s) may be invited to join an IPT that will work toward a mutual mission objective.    
IS THE INITIAL SELECTION OF A CONTRACTOR FORMALIZED BY A CONTRACT?

No.  At this stage there is no formal contract.  As with any IPT, a charter, to include goals and timelines, should be jointly developed and agreed to.  The charter should be as simple as possible but structured to support the complexity and unique requirements of the acquisition objective.  The following Word icon will provide 2 possible IPT Charter formats for consideration.  Additional examples of working IPTs may be found by an internet search for an "IPT Charter" by use of a search engine such as http://www.google.com.
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WHAT IS THE COMPOSITION OF THE ALPHA IPT?

Team composition will be varied and based on each requirement.  There is no one "right" composition for a successful IPT.  Important factors for participation include: (1) requires subject matter experts; (2) a shared interest in the success of the project; (3) an exchange of information across subject matter lines; (4) a forward thinking attitude; and (5) time to devote to the IPT.  The Government team should include members from any key specialties involved (e.g. supply, transportation, engineering, quality control, finance, contract administration).  In addition consider inviting members from agencies such as Defense Contract Audit Agency (DCAA) or Defense Contract Management Agency (DCMA).  Outside organizations may provide valuable insight into the process from their particular field of interest.  In addition, the prime contractor's primary subcontractors may also be part of the "team" especially for those contracts which are heavily dependent upon a unique specialty area that only one or a small field of specialty subs can support. 
The need for subcontractor participation decreases when there is adequate competition among subcontractors for their services or supplies.  The decreasing need for subcontractor participation will generally occur due to the larger knowledge base available within the vendor community for their item or service  Competition among subs tends to decrease the risk of subcontractor failure in key/critical areas making it possible to change subcontractors if and when necessary.  
In general, as with any other contract, the Government will rely on the prime contractor for their input and expertise on how contract performance should progress.  No matter how involved a sub might be in the IPT, the bottom line is the prime, not the subs, will be held responsible for either the success or the failure of contract performance.

CAN THE ALPHA OR DELTA PROCESS BE USED FOR CLASSIFIED ACQUISITIONS?

There is no prohibition on use of either process for classified actions.  However, care must be taken to assure all classified material/information is adequately protected and appropriate security clearances and procedures are satisfied.  Recommend a Security specialist be part of any IPT that involves classified material/information.
WHAT HAPPENS AFTER THE INITIAL SELECTION OF THE CONTRACTOR?

Once the contractor is selected, the Government and contractor personnel meet to define the requirements and they each prepare their respective description of the work required.  These documents are then shared, discussed and agreed upon prior to the solicitation phase.  This results in a formalized statement of work (SOW) or statement of objectives (SOO) that is then incorporated into a Government developed Request for Proposal (RFP).  This RFP is then provided only to the contractor selected as an IPT member.  The contractor then submits a priced proposal and includes any proposed deviations from the developed SOW/SOO. 
The solicitation and proposal phase should be streamlined, as all significant areas should have been resolved in the pre-solicitation phase.  Any inconsistencies should be discussed and resolved during the negotiation phase.   It is unlikely significant problems will result at this stage; however, any that do arise must be resolved before proceeding.  If any significant issues cannot be resolved, the government must reassess the requirement to determine whether expectations are too high or unrealistic and should be reviewed for possible changes or whether termination of the current process should be considered.  
If the process is terminated a decision must be made on whether to restart the process with another industry partner.  This may be difficult to support as the initial justification may have found that only the original IPT industry partner could perform.  If that decision is made, formally notify the initial industry partner that the IPT is dissolved and the reason for that decision.  The Government may then repeat the initial process with a new IPT partner.  However, if a new industry partner is included in an IPT, it is critical that any proprietary information provided by the initial vendor is not shared or compromised.    

Ultimately, as with any negotiated requirement, you still have to evaluate the contractor's proposal, develop your negotiation objectives, conduct price negotiations, perform cost and/or price analysis, obtain any required pre-award approvals, and develop the award documentation.  The award of a contract will then be completed with the participating IPT contractor.  The contract award must meet all established statutory and regulatory requirements applicable to Army contract awards (i.e. no change in the requirement for award approvals, notifications, certifications, etc. as appropriate). 
IF AN IPT IS DISSOLVED AND A NEW ONE ESTABLISHED, DOES THE INITIAL VENDOR HAVE ANY APPEAL RIGHTS?

The only appeal rights would be those of any interested vendor.  It takes only a stamp to appeal to GAO.  However, the Government should have documented the entire process well, and as such, should have no problem supporting the decision.  There is never a guarantee that a vendor will not appeal a decision.  However, the better informed the vendor is, the less likely this will happen.  Don't be afraid of appeals.  Just assure you document the process!
WHAT ARE THE BENEFITS OF ALPHA CONTRACTING?

A primary benefit of the Alpha Contracting process is the combining of several acquisition processes to be performed simultaneously and jointly by the Government/industry IPT.  This process innovation offers a number of advantages and performance enhancements, such as:  improves communications between Government and industry; greatly decreases the number of formal RFP iterations; reduces the number of revisions and rework required due to misunderstandings, errors and mistakes; and reduces the cycle time (procurement administrative lead time or PALT) required for the process for all participants.  Additional benefits are obtained by early involvement of other Government partners.  As an example, the early establishment of a firm G&A rate by DCAA will result in cost and time savings for the Government by precluding subsequent DCAA reviews.  A second example might be the inclusion of DCMA staff in the IPT.  Their participation will reduce DCMA staff review time and improve oversight capabilities during contract administration.  
The most significant time and monetary savings resulting from the use of the Alpha process will be realized by the requiring activity and the contractor.  The Government gains by an expedited process, lower costs, and the opportunity to obtain "more than they expected."  The contractor gains by reduced proposal preparation costs and a better understanding of the Government's objective.  The vendor becomes part of the solution by "buying" into the process.  This "buy in" basically puts their corporate integrity on the line to make the process work.  Bottom line for the Government is better (quality improvement), cheaper (lower contractor costs, simply put, equals lower Government costs), and faster (timelines are compressed).  

Alpha Contracting is a framework for expediting the acquisition process.  The purpose is to eliminate any unnecessary processes and reviews, and to streamline and conduct in parallel the required processes.  Nevertheless, as stated previously, the same issues addressed in standard procurements are addressed in the Alpha process, the same questions asked, and the same support provided.  However, it is all done much more quickly and started earlier with concurrent Government/industry processes.

WHY DOES THE GOVERNMENT NEED ALPHA CONTRACTING?

Alpha Contracting streamlines the acquisition process and reduces cycle time for contracts.  It emphasizes conducting actions concurrently, with a close relationship between an integrated Government team and the contractor.  The IPT works as a team to develop a solicitation package that both meets the Government's needs and eliminates contractor questions or concerns.  Additionally, as the contractor completes their portion of the technical and cost proposal, an integrated Government team, including representatives of the program office, the contracting office, the contract administration office, and the Defense Contract Audit Agency (DCAA), can immediately review the proposal and attempt to resolve any concerns.  When the completed proposal is formally submitted to the contracting officer, most of the requirement has already been agreed upon.  This approach is much more likely to avoid non-value added requirements and should result in a robust program that provides: (1) an achievable scope, (2) improved performance or quality, and (3) a lower overall cost than originally contemplated.
WHERE CAN I FIND A GOOD VISUAL AID FOR ALPHA CONTRACTING?

A review of a Navy process which is similar to the Army Alpha Contracting process is provided in the next 4 pages.  The entire briefing may be found at the following web site: http://center.dau.mil/topical%5Fsessions%5Ftemplates/contracting/reference%5Fmaterials/overview/selecting the source.ppt.

Another Navy presentation provides additional insight into the process, especially when employing the Alpha concept for changes in an existing contract.  See the following document.
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TRADITIONAL PRE-SOLICITATION PROCESS
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ALPHA CONTRACTING PROCESS
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TRADITIONAL SOURCE SELECTION PROCESS

[image: image8.jpg]Selecting the Source
Post-Solicitation Process

(No Discussions)

Advisory Muléi

Receipt of Trnitial Eval
Proposals’ Clarifications
Presentations Limited
Compmunications.

Competiive
Range
\Determinasio

Face-to-Face
Discussions/

Negotiations

Receive & Analyze
Field Surveys

(if requested)

Prepare.

Remaining Offerors

for discussions
with

Request Final
Propasal
Revision

Receive &

Final Proposal
Contract Award §54
(Distribution) Decision





ALPHA SOURCE SELECTION PROCESS
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ALPHA CONTRACTING

New Contract - Traditional Approach
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ALPHA CONTRACTING

New Contract - Traditional Approach Con’t
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ALPHA CONTRACTING

Alpha Process - New Work
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ALPHA CONTRACTING

Traditional Changes Negotiation Process
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ALPHA CONTRACTING

ALPHA Process - Modifications
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ALPHA CONTRACTING

Keys to Success



		Management Commitment

		Trust

		Honesty

		Empowerment















ALPHA CONTRACTING 



		ADVANTAGES

		Reduction in time to award

		Enhanced understanding of contract

		Positive environment for execution



		DISADVANTAGES

		Up front labor-intense

		Unrealistic expectations

		Trust doesn’t come easy
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SAMPLE 2

SAMPLE 1



Alpha IPT Charter


Mission


To plan, coordinate, and team with XYZ Corp. in the development of a more efficient design for a planned community MWR center which fits the cultural, athletic, and spiritual needs of the Camp Swampy service members and their family members as well as the local community of retirees and active civil service employees.


Vision

The IPT participants, both public and private, will exercise intensive management to include directive and approval authority for planning, organizing, coordinating, directing and controlling all incident and authorized resources and activities.


Responsibility


To respond to the U.S. Army Camp Swampy chain of command requests in a positive and timely manner; coordinating and staffing within required levels.


To assure the recreational, spiritual and social needs of the community are address in a responsive, coordinated manner.


To expeditiously develop a coordinated design of operation that encompasses the entire MWR physical facility needs within the community.

To develop procedures which remain fiscally responsive to budget realities.

To effectively communicate requirements and to work towards a mutual resolution.


Resource Control


The IPT will insure that dollar and manpower requirements are determined, maintained, and executed to achieve stated responsibilities and objectives.


Alpha IPT Charter

1.  Originating Organization:


2.  Title:


3.  References:


5.  Purpose:


6.  Scope:


7.  Key Objectives:


8.  IPT Activities:


9.  Participants:



a.  Dedicated IPT Members will include:




(1)  Government




(2)  Contractor



b.  Coordinating Members



c.  Other IPT Members


10.  Milestones:


11.  Responsibilities:


12.  IPT Work Groups & Lead Participants/Activity:


13.  IPT Deliverables by Work Group:


14.  Resources & Support Summary:


15.  Authorities:


16.  Criteria & Duration for Completion/Termination:

17.  POC's


Signature:  IPT Chair


_1122797354.doc
ALPHA/DELTA CONTRACTING – ONESAF PROGRAM

            When the Government team elects to initiate Delta Contracting procedures under the One-SAF program on any task, the contractor(s) will be notified in the letter Request for Proposal and given a contracts point of contact  (POC) for scheduling a “delta” session.  The OneSAF Integrated Project Team (IPT) involved with that specific task will attend these sessions.  As a general rule, delta sessions will include the project manager/director, lead engineer and area lead, logistics manager, and contracts representatives. 


Alpha contracting uses a team approach to prepare, evaluate and award proposals in substantially less time than the traditional approach to sole source contracting. It involves the government, the contractor and principle subcontractors working together to bypass the solicitation and proposal phase to draft a “model contract.” Price and technical details evolve to produce the actual contract document. 


Delta contracting is the next step – employing Alpha contracting techniques in a competitive environment.  Unique challenges reside within the competitive environment that require a clear understanding of the boundaries of communication and exchanges with industry.  As with Alpha contracting, frequent and open communications are the key to success.  However, unlike Alpha contracting, we have a larger audience to contend with.  Given that, we must be diligent in our actions and take extra measures to ensure we provide equal information to all parties. We must be fair minded in our actions to ensure we have provided equal time to all parties and have appropriately facilitated their endeavors. The primary objective of delta contracting is to obtain the best value for the Government keeping in mind the requirements, schedule, available resources and source selection criteria.


With that, here are a few watchwords to live by as you venture into this new environment:


What can I do?


· Open communications with all potential offerors is key.  The level and degree of communications will vary with each offeror.  We are not bound to have the same type/level of discussions with each offeror.  But, we must ensure we provide adequate opportunity to all.


· Ensure you clearly convey your intent and objectives – discuss your concerns about the program, program resource challenges, schedule, deliverables, formats, etc. 


· Answer questions clearly and ensure you convey both the questions and answers that may impact competition to all competitors, e.g., changes in the Government’s requirements.


· Listen to their approaches and provide feedback as to whether you believe they are on track and are moving in the right direction – DON’T “grade” their proposal or convey the goodness of their proposal with regard to standing with their competitors.


· Do discuss particular aspects you would like to see in their proposal; specific team attributes, personnel characteristics, performance objectives, facilities construct are just a few items that may be applicable.


· Talk about technical, resource or schedule constraints to ensure all aspects of the requirement are understood and a viable approach can be obtained.


· Discuss the offeror’s assumptions and provide feedback as to whether their assumptions were accurate.


What can’t I do?


· “Grading” an offeror’s approach or proposal.  Feedback to convey that they are on the right track is ok.


· Pass on aspects of one offeror’s approach to another offeror – i.e., technical transfusion, release of an offeror’s internal business processes, etc.


What don’t I have to do?


· We will always contend with contractors that have a varying degree of understanding of our requirements.  We are not obliged to coach contractors or lead them to the right answers.  If we have made a valiant effort to convey our requirements, we do not have to “pull” contractors along that have no demonstrated ability to meet the requirements.


What should I do?


· Discuss programmatic approach with offerors and make them part of the team


      that develops the acquisition schedule and source selection criteria.



