Attachment A
	HHS Instructions for 
Preparation of an Acquisition Strategy


An acquisition strategy serves as a roadmap for the acquisition portion of the investment life-cycle. It describes the overall approach for acquiring the capabilities needed to fulfill the objectives of a major information technology (IT) capital investment (or other designated investment) in accordance with the Acting Senior Procurement Executive’s Acquisition Policy Memorandum (APM) No. 2009-05, dated July 29, 2009
. The primary function of an acquisition strategy is to document the factors, approach, and assumptions that will guide acquisition decisions related to the investment. The development of an acquisition strategy allows for identification of risks and consideration of tradeoffs needed to mitigate those risks. Acquisition strategy development is an iterative process allowing updates and refinements, including modified risk mitigation approaches, as circumstances change. 

The acquisition strategy contains information that will be useful in completing other documents critical to the investment. For example, an acquisition strategy assists in preparing the acquisition section of the Office of Management and Budget (OMB) Exhibit 300 business case that supports the investment. The acquisition strategy also begins the process of planning individual contracts needed to acquire required products and services that comprise or support the investment. As the investment matures and the acquisition strategy is updated, more detailed steps can be included in acquisition plans for individual contract actions. Details concerning previous and planned contracts, extent of competition, applicability of performance-based acquisition (PBA), and compliance with electronic and IT accessibility (Section 508) requirements are all elements contained in the acquisition strategy, the OMB Exhibit 300, and individual acquisition plans.  

Completion Instructions: HHS has established a standard template for preparation of an acquisition strategy for major IT capital investments and other investments as specified in the Acquisition Policy Memorandum No. 2009-05, dated July 29, 2009 at http://www.hhs.gov/oamp/policies/. Operating Divisions (OPDIVs)/Staff Division (STAFFDIVs) shall prepare the template in accordance with these completion instructions. The investment’s program or project manager has responsibility for completing all of the information items included in the template, with any necessary assistance from functional specialists and the cognizant Contracting Officer (CO) and Contract Specialist (CS). The instructions for preparing an acquisition strategy are specified in “red italics” and should be deleted prior to processing the document for review and approval.  

An acquisition strategy must be initiated in conjunction with the preparation of budget materials related to the initial request for funding of the investment, including the OMB Exhibit 300. The acquisition strategy must be updated as the investment matures and additional information becomes available, until the time that individual acquisition plans are completed for the acquisition(s) that comprise or support the investment. The sections that, as a minimum, require updating are specified in the instructions. See Interim HHSAR 307.XXX, Acquisition Strategy, in Attachment B of the Acquisition Policy Memorandum No. 2009-05, dated July 29, 2009, for the timing of updates to the acquisition strategy.
 

A completed acquisition strategy must contain all of the applicable bolded headings in the order specified. These may be modified if the template is used for other than a major IT capital investment. Place the required information directly next to, or under, the applicable heading. If a heading does not apply to a particular investment, indicate “not applicable” (N/A) next to it. If information concerning that heading is not available due to the stage of planning for the investment, indicate “to be determined” (TBD) next to it. Reference and include in section IV, Supporting Documents, any material necessary to support the acquisition strategy.

	HHS Acquisition Strategy – Template


	I. Background and Objectives




[Describe the overall investment in the categories below.]

1.1 INVESTMENT title and description
[Provide the investment title and a brief description.]
1.2 investment objective
[Discuss the objective of the investment, including a high-level summary of what outcome the investment is intended to achieve and how acquisition will contribute to the desired outcome, e.g., the investment’s alignment with the agency’s mission, strategic goals, and performance indicators.  The objectives and outcomes must be clearly measurable. Also identify key stakeholders for this investment.]
1.3 Statement of Need
[Briefly state the need for the investment. Specify how the investment supports the HHS mission. Indicate why current in-house HHS functional capabilities cannot fulfill the stated need. Discuss any feasible, industry-based technical alternatives that could meet the need. (Refer to Part I, Background and Objectives, Section 1.8, Alternatives, for a high-level description of the alternatives).]
1.4 CRITICALITY/URGENCY
[Address the following questions: What is the criticality of the investment? How urgent is the need? When urgency of the requirement dictates a particularly short delivery or performance schedule, what will be the impact if the program is delayed? What controls will be used to ensure that the schedule is met?]
1.5 CAPABILITY/PERFORMANCE 
[State the required capabilities and performance characteristics that are projected to meet the stated need. Specify the products/services that are projected to meet the stated need. Update this section as the investment matures and the planning process progresses.]
1.6 APPLICABLE CONDITIONS
[Summarize all significant conditions affecting the investment, such as: compatibility with HHS Enterprise Architecture, information security standards and Enterprise Performance Life-Cycle (EPLC); existing or future systems or programs; and any known cost, schedule, and capability or performance constraints. Summarize any performance parameters or technical constraints.  Describe the business, political, and technological environment that may affect the investment and supporting acquisitions.] (Refer to Part II, Strategic Factors, section 2.3, Performance and Technological Factors, for additional information).
1.7 COSTS
[Provide a high-level estimate of investment costs using a life-cycle approach, from initiation through retirement and final disposition. Set forth the cost goals for the investment and the rationale supporting them, and discuss related cost concepts to be employed. As the investment matures and cost information is refined, also provide the following items during periodic updates of this strategy:
· Life-cycle cost
 - Discuss how life-cycle cost will be considered.  If life-cycle costing is not used, explain why. If appropriate, discuss the cost model used to develop life-cycle cost estimates.

· Design-to-cost
 - Describe the design-to-cost objective(s) and underlying assumptions, including the rationale for quantity, learning-curve, and economic adjustment factors. Describe how objectives are to be applied, tracked, and enforced. Indicate specific related solicitation and contractual requirements to be imposed.

· Application of should-cost
 - Describe the application of should-cost analysis to the acquisition.]
(Refer to Part II, Strategic Factors, section 2.2, Budget and Funding Factors, for more detailed cost information).]
1.8 Alternatives
[Provide a high-level description of alternatives related to the investment, such as in-house performance versus commercial acquisition, re-use of existing resources, and use of commercial-off-the-shelf (COTS) and government-off-the-shelf (GOTS) technologies.  Provide a high-level rationale for alternative selected, considering cost, schedule, and performance factors.]
(Refer to Part II, Strategic Factors, section 2.3, Performance and Technological Factors, for a high-level description of performance and technological factors).
:
	II. STRATEGIC FACTORS



[This section describes the overall acquisition strategy for the investment. Many details may not be available during the initial stage of the investment, thus requiring several of the factors in this section to be marked “TBD” (to be determined). These elements should be updated as the planning for the investment matures.


The strategic factors listed below should be used to describe details of the acquisition(s) that are necessary for the investment. To ensure development of a meaningful acquisition strategy, it is important to determine what potential events may pose risks to each factor. Risks merit consideration when they could affect required capabilities, given schedule and cost constraints. Such credible risks should be assessed to determine how they will affect attainment of the investment objectives and how risk can be avoided or mitigated. Risks may not be easy to assess since the consequence of failure and the probability of failure may be difficult to estimate early on. If the business, political, and technological environment changes and as planning for the investment matures, these factors and their associated risks need to be reviewed and revised, as appropriate.]    

2.1 MARKET and COMPETITIVE FACTORS
[Part 10
 of the Federal Acquisition Regulation (FAR) requires agencies to conduct market research to the maximum extent practicable. FAR subpart 19.2 requires the Government to provide maximum practicable opportunities in its acquisitions to small businesses. Describe the actions taken to maximize small business participation.  

Describe the marketplace and industrial base that may be available to meet the investment’s requirements, including the potential use of another Federal agency or organization(s) to perform all or a portion of the contemplated work. If the industrial capability is deemed inadequate, what steps can be taken to provide additional sources or capabilities? For example, are sufficient numbers of skilled computer system analysts and programmers available to meet the requirements? Describe the risks posed by market constraints, the potential impact on the program, and the strategy to deal with such risks.  

Discuss the strategy to maximize competition for the initial acquisition and how competition can be extended to later phases, e.g., multiple-award contracts. Describe how competition will be sought, promoted, and sustained throughout the course of the acquisition. As planning for the investment matures and additional information about competition becomes available from market research, update this section. Describe the risks posed by lack of competition, the potential impact on the investment, and the strategy to deal with such risks.

Identify the work that: (a) can be performed in-house, (b) can be performed within the Government, and (3) is intended to be acquired from the private sector. Does the program contemplate shifting work from in-house to contract resources or vice versa? Address the consideration given to OMB Circular No. A-76 (see FAR 7.3) and indicate whether the intended acquisition is part of an A-76 study. Describe the risks posed by an A-76 study, the potential impact on the program, and the strategy to deal with such risks.]
2.2 Budget and Funding FACTORS
[Include budget estimates by fiscal year, explain how they were derived, and discuss the schedule for obtaining adequate funds at the time they are required. Identity whether special multi-year budgetary authority under FAR 17.101 will be used.  Distinguish between funding types (acquisition and operations & maintenance). Update this section when additional budget information becomes available, e.g. after alternatives analysis, contract award and integrated baseline reviews (IBRs). (Refer to Part II, Strategic Factors, section 1.7 Cost, for more detailed cost information). 
Describe the risks to investment capabilities, cost, and schedule, if required funding is reduced or delayed, and the strategy to deal with such risks.]
2.3 PERFORMANCE AND TECHNOLOGICAL FACTORS
[Describe the products and services and the underlying technologies to be acquired. Explain the choice of products and services compared to alternatives. What are the risks associated with these choices and what are the strategies to deal with those risks?

Describe in detail the investment's compatibility with HHS' Enterprise Architecture (EA), information security standards and the EPLC.]
2.4 Logistics FACTORS 
[Describe the planned logistics approach – in-house or contracted-out maintenance, warranty and reliability provisions, quality assurance, etc. Explain the choices and assumptions, and how they will benefit the investment over its life-cycle. Describe the risks of the chosen logistical approach and the strategy to deal with such risks.]
2.5 ORGANIZATIONAL FACTORS
[Describe the management team and their capabilities. Are the right skills and sufficient staff available to manage an investment of this size and complexity? What are the risks associated with the organizational structure, staffing, and skills of the management team given the objectives and requirements of the investment? What steps can be taken to mitigate such risks?

Are certified Contracting Officers (FAC-C), Contracting Officers’ Technical Representatives (FAC-COTR) and Program/Project Managers (FAC-P/PM) available to manage investments? Refer to http://www.hhs.gov/oamp/policies/ for pertinent certification requirements, etc.

Specify the supporting organizations, their technical or functional services and the support essential for the investment. If applicable, what are the risks posed by the use of contracted support for the office responsible for managing the investment? How can these risks be avoided or mitigated?]
2.6  ACQUISITION POLICY factoRs
[Numerous policy factors affect acquisition and need to be considered as the investment’s acquisition strategy is formulated. Several of the factors will be difficult to assess initially. However, the earlier these factors are recognized, the less the likelihood of a disruption in the acquisition schedule due to non-compliance. (Refer to Part III, Implementation Strategy, Section 3.3, Contracting Approach, for more detailed information).

The following policy considerations should be addressed in the acquisition strategy:  
· Earned Value Management 
[Earned value management (EVM) is a program management tool and technique that facilitates systematic planning for, and monitoring of, high-value, complex projects. It integrates a project’s scope with the related budget and schedule to permit detailed assessment of overall performance during the life of the project. EVM applies to acquisitions that involve development effort. This would include not only those acquisitions designated by the agency as major systems but also those acquisitions that include significant development, modification, or upgrade during the operational or steady-state phase of a program. (See APM No. 2008-02, HHS Interim Acquisition Guidance on Earned Value Management, dated October 1, 2008,at http://www.hhs.gov/oamp/policies/).

In addition, discuss how the offeror's/contractor's EVMS will be verified for compliance with the American National Standards Institute/Electronics Industries Alliance (ANSI/EIA) Standard-748, Earned Value Management Systems.

Describe how the investment will comply with EVM requirements Describe how EVM data will be used to monitor contractor performance. If the investment is not subject to HHS’ acquisition guidance on or regulatory coverage of EVM, explain why. Describe the risks to program management and program objectives of not utilizing EVM.]
· Performance-based acquisition 


[Performance-based acquisition (PBA) is a documented, systematic and outcome-oriented method for structuring all aspects of an acquisition around the results to be achieved rather than the manner in which the work is to be performed. It is the preferred method for acquiring services. (See FAR 2.101, 37.102 and 37.6; and Public Law 106-398, section 821.) This includes development of: 
(1) performance requirements that define the work in measurable, mission-related, and program-oriented terms; (2) performance standards tied to the performance requirement; and (3) a quality assurance (QA) plan describing how performance will be measured against the performance standards.  
Describe how the investment uses/will use PBA techniques, e.g., performance work statement (PWS), performance standards and quality assurance surveillance plans, etc. Describe the risks to performance if performance-based techniques are not used.]
· Management Information Requirements
[Discuss, as appropriate, what management information system will be used by the Government to monitor the contractor’s effort. Discuss the methodology the Government will employ to analyze and use: (a) all cost, schedule, and performance data, including any EVM data; and (b) various technical progress reports. Address the need to  maintain records in accordance with appropriate retention schedules. (See the HHS-OCIO Policy for Records Management at: http://www.hhs.gov/ocio/policy/2007-0004.001.html).]
· Government-Furnished Property AND INFORMATION
[Identify any Government-furnished property (including materials, facilities, and equipment) and Government-furnished Information (such as manuals, drawings, and test data) that must be provided to the contractor(s) to perform under the contract. What are the risks to the investment (schedule and cost) if required property or information is not made available to the contractor on a timely basis? Describe how these risks can be avoided or mitigated. Describe the optimum means of managing records that transfer property and information to contractors. See FAR Part 45 at: http://www.acquisition.gov/far/current/html/FARTOCP45.html#wp233425.]

· Environmental and Energy Conservation Objectives
[Discuss all applicable environmental and energy conservation objectives associated with the acquisition, the proposed resolution of environmental issues, and any environmentally-related requirements to be included in solicitations and contracts. Discuss the risks of non-compliance and how such risks can be avoided or mitigated.
Describe how the contract(s) will consider use of: recovered materials, energy- and water-efficient products and services, products containing energy-efficient standby power devices, environmentally preferable purchasing criteria developed by the Environmental Protection Agency (EPA), and environmental objectives. See FAR subparts 23.2 and 23.4 at http://www.acquisition.gov/far/current/html/FARTOCP23.html.] 
· Security AND PRIVACY Considerations
[For acquisitions dealing with classified matters, discuss how adequate security will be established, maintained, and monitored. If a contractor will design, develop, maintain, use, or operate information systems subject to the Privacy Act, discuss how the requirements of that Act will be met. Discuss how agency information security requirements will be met under the Federal Information Security Management Act (FISMA). For acquisitions requiring routine contractor physical access to a federally controlled facility or access to a federally controlled information system, discuss how requirements for personal identity verification of contractors will be met under Homeland Security Presidential Directive 12 (HSPD-12). Consult with your OPDIV Security Officer.

Determine whether the program will be in compliance with these security and privacy requirements. Discuss the risks of non-compliance and how such risks can be avoided or mitigated.]
· Electronic and Information Technology Accessibility 

[Section 508 of the Rehabilitation Act, at http://www.section508.gov, significantly expanded and strengthened the requirement that Federal agencies make their electronic and information technology (EIT) products and services accessible to persons with disabilities. Describe the EIT to be developed, acquired, maintained, or used under this proposed acquisition(s). Determine whether the investment will be in compliance with Section 508 requirements or if an exception should be sought. Discuss the risks of noncompliance and how such risks can be mitigated.]
· Organizational Conflicts of Interest
[address the means that will be used to avoid or mitigate organizational conflicts of interest. That is, describe how the Government will ensure that any contractors or subcontractors selected to support the investment are able to render objective advice and services to the Government without that ability being compromised (or potentially compromised) based on the contractor’s other business interests. Consider what kinds of arrangements or associated restrictions may need to be placed on individual contractors to protect the Government’s interests and to acquire unbiased services and support. In particular, limitations may need to be placed on the future contracting opportunities of selected contractors to eliminate the possibility of unfair competitive advantage or the compromise of proprietary or financial information.]
· Intellectual property rights
[Describe and discuss the allocation of data rights between the Government and any contemplated providers of software and software-related services. Discuss how the Government will ensure that any modifications of commercial off-the-shelf (COTS) software will be addressed as to ownership and future access and use, including the impact of such modifications on the respective rights of the parties and the warranties and maintenance agreements associated with the underlying product(s).]

	III. IMPLEMENTATION STRATEGY



[This section describes the contracts and purchases required to implement the investment, their interrelationship, and how they will be managed.]
3.1 CONTRACTual vehicles
[Discuss each contracted effort planned for the investment, indicating its purpose and timing; and identify dependencies among such efforts if multiple contracts are planned. Discuss whether single-award or multiple-award vehicles will be used]  
3.2 POTENTiAL Sources
[Describe the sourcing strategy to be employed and what methods will be used to maximize competition. Discuss how more sources, e.g., small businesses, can be located if insufficient sources are available and, if necessary, how the acquisition can be changed (specifications, duration, data rights) to stimulate more competition. 

Discuss any potential organizational conflicts of interest and risk mitigation strategies.]

3.3 Contracting Approach 

OMB has expressed a strong preference for the use of fixed price contracts.  These types of contracts mitigate financial risk to the government but require proper development of requirements. Conversely, OMB has stated that cost-reimbursement, time and material, and labor-hour contracts are the least preferred contract types, and may be used only when no other type of contract is suitable (and when a Determination & Findings under FAR 16.6 is approved).

[Based on the information addressed in Section 2.1, Market and Competitive Factors (under Part II, Strategic Factors), describe alternative types of contracts and instruments considered and why they are not appropriate. This section should include a risk-based discussion of the type(s) of contract/purchase (e.g., fixed price, cost-type) and the contract instrument(s) (e.g., basic contract with options, GSA schedule order, indefinite-delivery, indefinite-quantity contract) deemed most appropriate and beneficial for the acquisitions to be made under this investment.

Provide basic information about the investment’s largest dollar acquisitions, including the purpose of the acquisition, a brief explanation for the type of contracts selected (e.g., fixed-price, cost-type) and, if the contracts were awarded noncompetitively, the rationale for not using competition  

If the use of interagency (multi-agency) acquisitions is contemplated to support all or any portion of the investment, explain how interagency acquisitions will achieve “best value” for the Government. (Refer to APM 2009-04 on Multi-Agency Contracting, dated July 2, 2009 for detailed guidance at http://www.hhs.gov/oamp/policies/]
3.4 Contract Administration
[Describe the strategy for administering proposed contracts and purchases, including the definition and assignment of the roles and responsibilities of contracting officer(s), contracting officer’s technical representative(s), and any technical advisers/subject matter experts. Discuss areas of special emphasis, e.g., award-fee provisions, and how these areas will be managed. If PBA will be used, explain how the attainment of the performance objectives will be measured.  Also, describe appropriate records management strategy consistent with: (a) 36 CFR Part §1222.48,“Data created or received and maintained for the Government by contractors,” at: http://edocket.access.gpo.gov/cfr_2001/julqtr/pdf/36cfr1222.50.pdf); and (b) HHS-OCIO Policy for Records Management.]

	IV. SUPPORTING DOCUMENTATION



[This section identifies the documents referenced in the Acquisition Strategy. List any referenced documents, e.g. EPLC-related documentation, and include them as attachments to support the Acquisition Strategy.]
4.1 List of Documents
	V. REVIEW AND APPROVAL



[This section identifies the individuals who prepared, reviewed and approved the Acquisition Strategy.]    
5.1 PARTICIPANTS

[Complete the table to identify those individuals participating in the Acquisition Strategy development process.]

	Name
	Position
	Office/Symbol
	Telephone
	E-mail

	
	[Program/Project Manager]
	
	
	

	
	[Contracting Officer]
	
	
	

	
	Business Sponsor
	
	
	

	
	Chief Technology Officer (CTO)
	
	
	

	
	Budget Officer
	
	
	

	
	Chief Financial Officer
	
	
	

	
	Chief Information Security Officer (CISO
	
	
	

	
	Enterprise Architect (EA)
	
	
	

	
	Logistics Officer
	
	
	

	
	
	
	
	


5.2 APPROVALS
[Identify the individuals who concurred in and approved the Acquisition Strategy.]

_____________________________________

_________

OPDIV Chief Information Officer (concurrence)


Date

_______________________________


_________
Head of Contracting Activity (approval)



Date
�	 If an acquisition strategy is required for other than major IT capital investments, some of the terminology and requirements, e.g. completion of an OMB Exhibit 300, may not apply.


�	 Refer to Acquisition Policy Memorandum 2009-05, dated July 29, 2009.


�	 Life-cycle cost estimate is defined in the Cost Estimating and Assessment Guide, GAO-09-3SP, dated March 2009 at: � HYPERLINK "http://www.gao.gov/new.items/d093sp.pdf "��http://www.gao.gov/new.items/d093sp.pdf� 





�	 "Design-to-cost" is a concept that identifies cost elements as management goals to achieve the best balance between life-cycle cost, acceptable performance, and schedule. Under this concept, cost is a design constraint during the design and development phases and a management discipline throughout the acquisition and operation of the system or equipment. See definition in Federal Acquisition Regulation (FAR) 2.101 at: � HYPERLINK "http://www.acquisition.gov/far/current/html/Subpart 2_1.html"��http://www.acquisition.gov/far/current/html/Subpart%202_1.html� 





�	 "Should-cost" is a life-cycle cost estimate, developed by the customer's accounting, engineering, procurement, and other costing staff. The staff conducts a thorough, in-depth review of the contractor's plan to identify and eliminate inefficiencies and diseconomies, and quantifies their effect on the total cost of the project. The resulting cost figure is the should-cost estimate.


�	 FAR Part 10, Market Research policy and procedures are at: � HYPERLINK "http://www.acquisition.gov/far/current/html/FARTOCP10.html" \l "wp266706"��http://www.acquisition.gov/far/current/html/FARTOCP10.html#wp266706�


�	 Program/Project Manager and contracting officer should adopt an integrated project team approach to prepare, review and approve the Acquisition Strategy.







