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Introduction

The purpose of this document is to provide the structure, processes and procedures for the implementation of the NASA Strategic Sourcing Program (NSSP).  Implementation of NSSP will assist the agency in:

· Achieving better value for analogous products and/or services through agency-wide, inter-Center or cross-organizational acquisitions

· Obtaining better understanding of agency spending patterns

· Maximizing efficiencies through collaborative acquisitions

· Reducing administrative and acquisition costs

· Evaluating total life cycle management costs and

· Satisfying the Office of Management and Budget Strategic Sourcing requirements

Background

NASA Acquisition Planning Philosophy

Approximately 88% of NASA’s budget is expended through procurement of goods and services from private firms, educational institutions, non-profit organizations, government agencies or foreign sources.  NASA has traditionally employed an acquisition planning philosophy that fosters collaboration of key stakeholders.  The general purpose of acquisition planning as described by the Federal Acquisition Regulations “is to ensure that the Government meets its needs in the most effective, economical, and timely manner.”
The NASA Program and Project Management Processes and Requirements (NPR 7120.5c) are an integral part of acquisition planning.  The NPR 7120.5c defines the management requirements for formulating, approving, implementing, and evaluating NASA programs and projects.  Its purpose is to build a cohesive management approach, while retaining the creative freedom to innovate techniques that improve safety and quality, and reduce the cost of expanded knowledge and of delivered products and services.  Program and project managers are encouraged to utilize experts from key functional organizations including procurement to assist in program formulation and implementation.  This relationship is critical to successful acquisition planning. 

In addition to the relationship between the procurement organization and the program and project offices, the NASA Federal Acquisition Regulation Supplement (NFS) requires contracting officers to obtain input from organizations responsible safety and mission assurance, occupational health, environmental protection, information technology, export control and security during the acquisition planning process.  Participation by all key stakeholders in the acquisition planning process ensures that the wide range of requirements, issues, concerns, etc. are addressed well in advance and during the solicitation, evaluation and contract award.

The NSSP will build on the existing acquisition planning philosophy and establish guidelines for the implementation of a strategic sourcing effort that will assist in the accomplishment of the agency’s mission in a more efficient and effective manner.  This effort will coordinate activities to search for opportunities to create efficiencies and enhance the value of acquisitions across the agency, Centers and/or organizations with similar requirements.


NASA Shared Services Center
NASA has taken a large step towards creating an infrastructure that will facilitate the coordination of activities across the agency.  The NASA Shared Services Center (NSSC) consolidates a variety of transactional and administrative activities traditionally performed at each NASA Center and Headquarters.  Significant annual savings are expected as a result of consolidation of services upon complete transition of functions.  It will allow increased operational efficiency and improved overall customer service in addition to the anticipated savings.

The inclusion of the NSSC procurement organization in the NSSP activities will add another dimension to the collaboration of key stakeholders in agency-wide strategic sourcing efforts.  The role of the NSSC procurement organization will vary depending on the scope and nature of the strategic sourcing effort.

Office of Management and Budget Initiative

The Office of Management and Budget (OMB) launched an initiative in May 2005 that tasked federal agencies with the development and implementation of strategic sourcing efforts to leverage spending to the maximum extent possible.  Central to the OMB initiative is a collaborative agency effort led by the Chief Acquisition Officer, or designee to develop an agency-wide strategic sourcing plan in coordination with the agency Chief Financial Officer, Chief Information Officer, the Office of Small and Disadvantaged Business Utilization and other key stakeholders.

The overarching goal of the OMB initiative is to institutionalize the strategic sourcing process and secure top management commitment.  The OMB expectation is that through implementation of sound strategic sourcing plans, the following results can be achieved throughout the federal government:

· Reduction in prices

· Reduction in administrative costs

· Improved performance

· Increased small business participation

· Improved business intelligence
Key Stakeholders

Success of the NSSP is contingent on the ability to engage the greater NASA acquisition environment and other key stakeholders (those individuals involved in traditional acquisition planning) in the planning and implementation of sourcing strategies for identified products and services.  This type of collaborative effort not only takes into consideration stakeholder requirements and concerns, but also helps to ensure that the contributions are leveraged effectively and cross organizational commitment is secured at sufficient levels within the agency.  

The NASA stakeholder community can be classified into 3 general categories:

· NSSP Core

· Requirements Owners and Related Interests

· General

Category One – NSSP Core:  This group is most directly involved with establishing the goals and objectives of the NSSP as well as the overall management, planning and implementation.  Members of this group will lead, manage and ‘champion’ the program.  Group membership includes agency leadership (Chief Acquisition Officer, Deputy Chief Acquisition Officer); agency Strategic Sourcing Team; commodity working group leadership; and implementing procurement personnel.

Category Two – Requirements Owners and Related Interests:  this group consists of those most directly impacted by changes implemented by NSSP.  Direct involvement of this group is necessary for success.  Group membership includes program/project management representatives; NASA acquisition community; requirements owners and management; Chief Financial Officer and Chief Information Officer organizations as appropriate.

Category Three – General:  This group is not directly impacted by or related to NSSP or its actions, but has a general interest in the program.  Membership consists of agency leadership; program/project/functional organization management; NASA workforce in general.

There are stakeholders external to NASA with varying degrees of interest in the implementation of NSSP.  They can be grouped into two categories:

· Regulatory and Oversight Interests

· Commercial Interests

Group One - Regulatory and Oversight Interests:  This group is comprised primarily of federal government entities involved in ensuring efficiency and compliance with federal regulations and the performance and progress of NSSP.  Membership includes OMB; General Accountability Office (GAO); Small Business Administration (SBA); and Congressional Committees.

Group Two – Commercial Interests:  This group is comprised primarily of commercial entities whose business with NASA may be directly impacted by the implementation of NSSP.  Membership includes the current and potential NASA contractor community (large and small businesses).

NASA Strategic Sourcing Program 
Goal

The primary goal of the NSSP is to establish a process that enables NASA to strategically acquire products and services common across the agency, Centers or organizations to support the Agency’s mission in a more effective and efficient manner.  This process involves critical analysis of agency spending and the utilization of the data obtained through the analysis in structured and collaborative acquisition planning efforts that:

· Increase effectiveness and efficiency within the acquisition life-cycle

· Optimize contractor performance

· Evaluate total life-cycle management costs

· Create value to the Agency in the form of tangible and intangible process and resource savings

· Improve the methods and processes utilized for managing spending

· Enhance achievement of socio-economic goals, and 

· Reduce the total cost of ownership

Definitions
Strategic Sourcing - the structured and collaborative process of analyzing and managing the agency’s spending and employing sourcing strategies to acquire goods and services in a more effective and efficient manner. 
Commodity – goods and/or services acquired by the agency in support of its mission.

Requirements organization – an organizational unit within the agency (Center and/or Headquarters) with prime responsibility for defining the scope and managing the acquired commodities.

Procurement organization - an organizational unit within the agency (Center and/or Headquarters) with prime responsibility for establishing contracting policy and procedures and conducting agency procurement functions.
Acquisition planning process – integrated process where all personnel responsible for an acquisition develop a comprehensive plan for acquiring goods and/or services to support the mission of the agency.  The process includes the development of an overall strategy for managing the acquisition.
Governance Structure
The structure of the NSSP encourages and facilitates agency-wide collaboration on requirements, processes and standards to maximize benefits while taking into consideration unique attributes required by the various Centers and/or organizations.  NSSP is designed to provide all key stakeholders with a voice in the process.  The NSSP acknowledges that not all commodities can be acquired in the same manner, nor are requirements identical across NASA.  The structure and design is flexible enough to accommodate a variation in commodities and Center and/or organizations requirements and customer needs.

Inherent in the strategic sourcing definition, is the philosophy of developing strategies and making decisions based on the commodities to be acquired.  The NSSP relies on cross-functional agency-wide Commodity Working Groups to effectively develop commodity-based strategies for sourcing.  These groups are developed to execute the entire strategic sourcing process for a “commodity” or group of “commodities”.
Roles and Responsibilities

Chief Acquisition Officer (CAO): The CAO shall appoint an Agency point of contact (POC) for Strategic Sourcing efforts.

Agency Strategic Sourcing POC:  The POC shall establish an Agency Strategic Sourcing team. The POC reports directly to the Assistant Administrator for Procurement.  The POC is responsible for:

· The overall development and implementation of the agency’s strategic sourcing efforts
· Submitting annual reports to OMB on the Agency’s progress

· Representing the Agency on intra-agency strategic sourcing working groups.  
Agency Strategic Sourcing Team (Team): The Team, comprised of representatives from the Office of the Chief Information Officer (CIO), the Office of General Counsel, the Office of Small and Disadvantaged Utilization (OSDBU), the Office of the Chief Financial Officer (CFO) and other key organizations as appropriate ensures that the NSSP is implemented in a manner that supports the interests of key stakeholders, adds value and is consistent with the Agency’s mission.  The Team is responsible for establishing the direction of the NSSP, collaborating with key stakeholders, developing policies and monitoring strategic sourcing activities.  The Team is chaired by the Agency Strategic Sourcing POC.
The Team is responsible for communicating the benefits of strategic sourcing to senior management and key stakeholders.  Further, the Team shall establish Commodity Working Groups as necessary and coordinate the activities of these teams across the Agency.

The Team will annually review performance measures established in the prior year to determine appropriateness for continued use, modification and/or development of new performance measures as necessary.  Additionally the Team to the extent practicable will review Agency requirements to determine potential candidates for strategic sourcing efforts.

Commodity Working Groups (CWGs):  CWGs are ad hoc groups established for the purpose of developing an optimal strategy for the acquisition of analogous categories of commodities.  Membership is comprised of individuals directly involved in the acquisition of a specific commodity and may include end users and logistics managers as well as representatives from the specific requirements organization, and procurement. CWG members must possess expert knowledge of the commodity and/or acquisition and business processes, be able to analyze issues, concerns or problems related to the effort and provide various methodologies for effective implementation.
Optimally, each CWG should have two chairpersons to lead and manage the efforts of the group.  One should have a technical or operations background in the specific commodity area and the other should be a senior procurement representative with extensive knowledge of the acquisition and procurement processes and procedures.  Both should be strong leaders committed to the success of the CWG and possess management and team building skills.  

Other members should represent key stakeholder organizations.  They should be subject matter experts in the commodity area or other relevant areas and be able to provide key input in strategy development and implementation processes.  CWG membership shall also include on an ad hoc basis, representatives from CIO, CFO, OSDBU, General Counsel as appropriate.  A procurement representative from the NASA Shared Services Center will be a part of the CWG when agency-wide sourcing solutions are anticipated. 

Each CWG will establish its governance process and identify roles and responsibilities of the membership.  The governance process will address as a minimum, operating procedures, requirements development, overall acquisition approach, performance measures, and internal and external communication.  Disputes shall be elevated to the Agency POC and Team for resolution.

NASA Strategic Sourcing Process 

The strategic sourcing process begins with the identification of a candidate commodity for strategic sourcing and continues through the management of that commodity over time.  The process is comprised of five key stages that include:
Stage 1:  Identification – identification and recommendation of a candidate commodity for strategic sourcing activity.

Stage 2:  Strategy Development – development of a comprehensive commodity specific sourcing strategy.


Stage 3:  Strategy Implementation – implementation of the sourcing strategy.

Stage 4:  Management and administration – commodity program management and contract administration.
Stage 5:  Performance measurement – analysis of commodity expenditures, cost savings realized, resources savings and overall efficiencies gained as a result of the sourcing strategy. 

Stage 1: Identification
The Team will review Agency spending patterns for various commodities and identify potential candidates for strategic sourcing efforts.  Candidate commodities may also be recommended to the Team by requirements owners, procurement personnel or other key stakeholders.  
The Team will perform a broad cost/benefit analysis for candidate commodities to assist in the formulation of a viable sourcing strategy.  Key factors utilized to evaluate and identify commodities include: 

· Products or services that are the best candidates for consolidated acquisition across the Agency
· Products or services that are the best candidates for consolidated acquisition between Centers with similar requirements

· Products or services that are the best candidates for consolidated acquisition with other Government agencies

The Agency POC will present a concept proposal to senior management addressing specific candidate commodities for review and concurrence. Upon receipt of concurrence from senior management, the Team will then appoint a CWG to develop and implement the sourcing strategy.
Stage 2:  Strategy Development

A dedicated CWG comprised of commodity experts with an understanding of internal customer requirements, acquisition processes and other relevant topics will develop a specific sourcing strategy for the identified commodity.  This strategy will be based on a comprehensive understanding of the internal requirements, usage analysis and external market analysis.

There are three key steps in the strategy development process, they include:

· Establishment of a detailed commodity definition; an in-depth analysis of current Agency spend data; compilation and analysis of customer requirements; analysis other relevant cost drivers;  
· Conducting a market research to identify improvement opportunities and obtain a better understanding of market size, growth rate, pricing data and trends, etc.; and  
· Development of the sourcing strategy -- based on the results of the previous steps, the CWG establishes a sourcing strategy that includes the goals, objectives and proposed approach for the overall effort and performance measures.  

The sourcing strategy shall be forwarded to the Team for review and evaluation.  A summary of the strategy and Team evaluation will be forwarded to the Assistant Administrator for Procurement and other key members of senior management for concurrence.  

Stage 3:  Strategy Implementation
The sourcing strategy will be implemented by either the CWG, an appointed Source Evaluation Board or other group of individuals specifically appointed as appropriate.  Members of the CWG may serve on the Source Evaluation Board or specifically appointed group.  The appropriate requirements organization will have overall responsibility for strategy implementation either at the Headquarters or Center level.  The NASA Shared Services Center will have an integral role in implementation for strategies with agency-wide solutions.   During this stage, the designated group develops an acquisition plan and follows the established regulations and guidelines for acquisition planning and negotiated procurements, including source evaluation procedures through contract award.

Stage 4:  Management and Administration

The designated requirements organization shall be responsible for commodity program management after contract award.  The corresponding procurement organization shall have contract administration responsibilities as appropriate.

Stage 5:  Performance Measurement

Performance measurement provides critical information to the end users, requirements organizations, programs and agency regarding the success of the strategic sourcing effort.  Commodity level metrics vary by commodity and are highly dependent on the type of data available for measurement.   The specific method of measuring performance, savings and success is determined by the CWG and documented in the sourcing strategy.  The responsible organization shall report performance metrics to the Agency POC on an annual basis.  This information will be included in the Agency’s report to OMB on overall strategic sourcing efforts.
Communications Plan


This document provides a high level outline for internal and external communication of the NASA Strategic Sourcing Plan (NSSP) that clearly conveys the scope of the effort and identifies organizational elements.  The target audience includes the Agency Strategic Sourcing Team, Commodity Working Group representatives and representatives from cognizant program/project and procurement organizations.
Plan Objectives

Key objectives of the communications plan include:

· Managing expectations regarding the NSSP
· Maintaining appropriate levels of communication with NSSP stakeholders

· Providing relevant, accurate and consistent information

· Generating and sustaining support for NSSP and

· Establishing regular communications vehicles to support NSSP reporting requirements.

Communications Strategy

· General Distribution

Basic NSSP information contained in this plan shall be disseminated throughout the Agency, to senior management at both Headquarters and the Centers, the procurement community as well as to program/project managers.  

· Commodity Specific Audiences

The more detailed NSSP will be distributed to key stakeholders as commodities are identified for strategic sourcing opportunities.  Further, the Agency Strategic Sourcing POC will establish a common and easily accessible communications vehicle (i.e., website, discussion board, etc.) for utilization by Agency Strategic Sourcing Team members as well as members of the Commodity Working Groups.  This communications vehicle will allow participants to view the progress and status of the various strategic sourcing efforts, keep abreast of action items, meeting schedules, provide input on lessons learned and best practices, etc.

NSSP Goal

The primary goal of the NSSP is to establish a process that enables the NASA to strategically acquire products and services common across the agency, Centers or organizations to support the Agency’s mission in a more effective and efficient manner.  This process involves critical analysis of agency spending and the utilization of the data obtained through the analysis in structured and collaborative acquisition planning efforts that:

· Increase effectiveness and efficiency within the acquisition life-cycle

· Optimize contractor performance

· Evaluate total life-cycle management costs

· Create value to the Agency in the form of tangible and intangible process and resource savings

· Improve the methods and processes utilized for managing spending

· Enhance achievement of socio-economic goals, and 

· Reduce the total cost of ownership

NSSP Processes and Procedures
Several processes and procedures are incorporated to execute the NSSP and achieve the goals and objectives.  They include but are not limited to the following areas:

· Spend analysis and commodity identification

· Improves ability to collect and analyze Agency spending patterns

· Systematic method for evaluating spending

· Identifies overall demand of goods and services
· NSSP governance

· Establishes Commodity Working Groups that apply strategic sourcing to acquire commodities more effectively and efficiently

· Fosters cross functional and agency-wide collaboration when acquiring commodities 

· Strategic sourcing plan implementation

· Influences agency acquisition and business processes

· Assists stakeholder organizations in obtaining better value and reducing the total cost of ownership

· Considers socio-economic goals

· Performance Measurement
· Assists in the identification of price savings and cost avoidance
· Identifies best practices for future utilization

· Training Strategy

· Provides information to stakeholders and agency personnel

· Knowledge of the plan generates support from senior management and requirements organization

Strategic Sourcing – Definition

Strategic sourcing is the structured and collaborative process of analyzing and managing the agency’s spending and employing sourcing strategies to acquire goods and services in a more effective and efficient manner. 

NSSP Implementation

Once commodities are identified by the Agency Strategic Sourcing Team and receive concurrence from senior Agency management, Commodity Working Groups (CWGs) are established to develop and implement the sourcing strategy.  Several key roles and responsibilities are identified within the CWG.

· CWG Chairpersons

Each CWG should have two chairpersons to lead and manage the efforts of the group.  One should have a technical or operations background in the specific commodity area and the other should be a senior procurement representative with extensive knowledge of the acquisition and procurement processes and procedures.  Both should be strong leaders committed to the success of the CWG and possess management and team building skills.  

· CWG Membership

The CWG members should represent key stakeholder organizations.  They should be subject matter experts in the commodity area or other relevant areas and be able to provide key input in strategy development and implementation processes.  CWG membership shall also include on an ad hoc basis, representatives from CIO, CFO, OSDBU, General Counsel as appropriate.  A procurement representative from the NASA Shared Services Center will be a part of the CWG when agency-wide sourcing solutions are anticipated. 

NSSP Governance Structure
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Training Plan

The purpose of this document is provide overall information to agency personnel regarding the strategic sourcing process at NASA.
Objectives

The training plan objectives include:

· Familiarize agency personnel with the NASA Strategic Sourcing Program (NSSP)

· Provide structure and documentation for new employee training

· Garner support for NSSP through education

Audience

The targeted audience for the training plan includes but is not limited to senior Agency officials, members of the Commodity Working Groups, representatives from key stakeholder and functional organizations involved in the strategic sourcing process.
Training Elements

The initial training sessions will be conducted by the Agency Strategic Sourcing Point of Contact (POC).  Subsequent sessions may be conducted by other individuals as determined by the POC.  Session length should be approximately 3 – 4 hours.  The following elements will be addressed during the sessions:

· Strategic Sourcing definition

· Summary of the NSSP

· Brief overview of the stages strategic sourcing process

· Roles and responsibilities of the various groups

· Role of NSSP in supporting the Agency’s mission

· Status of strategic sourcing within the agency

· Short term and long term goals

A more detailed training session will be provided to members of the Commodity Working Groups and other personnel as appropriate.  The length of this session should be approximately 8 hours.  In addition to the topics covered in the initial training sessions, this more session will include:

· Spend analysis and strategy development techniques and methodologies

· A detailed discussion of the five stages of the strategic sourcing process

· Discussion of the NSSP governance structure

· Roles and responsibilities of Strategic Sourcing Team and Commodity Working Groups
· Tools for establishing a cycle of continuous improvement

Evaluation

Training sessions will be evaluated by participants utilizing a standard evaluation form at the end of each session. The Agency Strategic Sourcing POC will review the evaluations and make changes to course content, length, etc. based upon the results.  Evaluation information and lessons learned will also be shared with the NSSP community via the communications vehicle established by the POC.
Chief Acquisition Officer – Deputy Administrator


(Designated by OMB to lead Agency Strategic Sourcing efforts. Appoints Agency POC for Strategic Sourcing)





Deputy Chief Acquisition Officer – Asst. Administrator for Procurement


(CAO responsibilities delegated for execution and implementation)








Agency Strategic Sourcing Point of Contact (POC)


(Responsible for overall development and implementation of Agency Strategic Sourcing efforts; represents Agency on intra-agency groups; submits reports to OMB; reports to AA for Procurement) 








Agency Strategic Sourcing Team


(Establishes direction of NSSP, collaborates with key stakeholders, develops policies and monitors strategic sourcing activities.  It is comprised of representative from the CFO; CIO; General Counsel; OSDBU and other key organizations as appropriate.  The team is chaired by the Agency Strategic Sourcing POC.)








Commodity Working Groups


(Ad hoc groups established to develop optimal strategies for analogous categories of commodities.  Membership is comprised of key representatives from end user organizations; requirements owners; procurement; General Counsel; NASA Shared Services Center; CFO; CIO and OSDBU as appropriate.)
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