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Background:


The acquisition work force has been in steady decline in recent years.  An accelerated exodus of personnel is expected between 2003 and 2008 based on retirement eligibility of acquisition "baby boomers".  This phenomenon, coupled with continuous downsizing, buyouts, and will result in a significant loss of institutional memory and acquisition knowledge.  The prospect of incoming replacement employees arriving without the requisite acquisition skills or experience adds another dimension of risk and vulnerability to acquisition's overall mission effectiveness.  To remain viable, the acquisition profession must, therefore, develop a capability to transfer the abundance of acquisition knowledge acquired by the current aging work force to the work force of the 21st century.  Likewise, it must also be able to increase efficiency and productivity within the current work force, to capture and spread the internal know-how, best practices, and experience (tacit knowledge) from successful segments of the acquisition work force to the entire community.  

Statement of Need:

One solution to the above challenges facing the federal acquisition work force lies in federal-wide acquisition knowledge management.  To preserve the intellectual capital of the current work force, to enable it with greater efficiency in resolving acquisition issues, to transfer that knowledge to the next generation, and to create new knowledge, a robust knowledge management portal for acquisition practitioners is, therefore, desperately needed.  The General Services Administration, in collaboration with the Procurement Executive Council, will develop and provide such a portal -- one that is expected to be the single point of entry to acquisition knowledge for federal acquisition professionals.  The vision is to:

Develop the premier acquisition knowledge portal for the purpose of nurturing/ improving/ enabling: knowledge-sharing opportunities, problem-solving abilities, and continuous learning for acquisition professionals to better accomplish their missions by applying this body of knowledge and sound practices to Federal Government acquisitions.

The envisioned portal will make large and dynamic volumes of procurement related information available through the Internet -- accessible in a context that will be meaningful to the Federal acquisition workforce.  Five essential features – which distinguish the AKMP from other web sites -- have been identified.  The AKMP must—

· Be easily accessible.

· Require no formal training to use.

· Be able to quickly search available databases and information on other web sites and provide only the most relevant and current results.

· Provide a mechanism for sharing best practices or lessons learned within the entire acquisition community.

· Require a minimum of human resources to maintain.

State-of-the-art KM customization tools applied to this AKMP will enable the user to access information in various ways.  For example, the user will be able to start with the Federal Acquisition Regulation (FAR), or use a body of professional competencies, or a topical index to access specific information.

In addition to the FAR, users of this AKMP will be able to access information in other databases such as—

· Pertinent statutes, Executive orders, agency regulations (including agency FAR supplements) and relevant agency policy directives that further explain or elaborate on policies contained in the FAR.

· The most relevant Comptroller General, Board of Contracts Appeals, or court decision bearing on a specific topic.

· Best practices/lessons learned relevant to a particular subject.

· Workbook competencies.

· Training opportunities

· Relevant articles/professional journals.

Moreover, the user will be relieved of the burden of searching and reading long source documents by links to the specific relevant portion of a particular source document.  The Intellectual Capital Management Office at GSA, which serves as the Project Office, in collaboration with an Inter-agency Advisory Group, has previously determined that the products used in developing this AKMP must be able to perform these functions—

· Search and deliver only highly relevant content with minimal level of navigation (i.e., within three clicks).

· Categorization.

· Content management.

· Customize and personalize the information for the user, and the user agency, so that a user’s view of the acquisition body of knowledge can be limited or expanded depending on user, or user agency, needs.

· Knowledge sharing with emphasis on the ability to capture and share best practices and lessons learned.

Overall Approach:

The approach to create a Knowledge Management System that would be useful to the acquisition community will be comprised of four distinct stages, some of which have several sub-stages.

Stage 1(Envision the Knowledge Strategy

Stage 2(Conduct a demonstration (limited number of topical areas)

Stage 3(Implement the KM System (remaining topical areas)

Stage 4(Maintain and Evolve the KM System

Figure 1 depicts the four stages for this project.
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Figure 1.  Project Stages


Stage 1: Knowledge Strategy

The first stage, the Knowledge Strategy, has been essentially completed.  This stage included the following elements:

1. Technological market research outlining the different technologies available for the KM System

2. Brainstorming (Project Office and expert consultants) that led to the development of a vision statement, high level functional requirements, and an overall Strategic System Concept (depicted below in Figure 2).

3. Technical evaluation (by third-party consultants) of several software applications that provide the desired functionalities.
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Figure 2.  Strategic System Concept


Also under consideration in this stage was the use of internal preexisting products and resources (e.g., FirstGov.gov, Federal Supply Service (FSS), and other resources) that would reduce system integration requirements and thus cost and schedule requirements.  As a result of discussions with FSS, they have agreed to incorporate and sustain this portal under the FSS FedBusOpps project through a systems integrator already under contract for that project.  The FSS systems integrator will conduct a live test of the prototype pilot (Stage 2) for as many as 500 actual users and will provide service for the portal implementation and deployment (Stage 3) as well as for the subsequent maintenance (Stage 4).
Based upon a technical evaluation conducted by an independent consultant during this stage, the Project Office is requiring any solution to be capable of functionality consistent with “best in breed” products such as: 

· Portal – BroadVision.
· Search Engine – Verity.
· Personalization – BroadVision.
· Content Management – BroadVision.
· Categorization – Verity, BroadVision.
Although the original strategy was to test functionality of all components fully integrated, the Project Office decided, prior to the completion of this stage, to test the portal concept in a modular fashion prior to full integration.  The Project Office, therefore, plans to test one or more portal features, or components, such as quick knowledge access by means of a “plain English” query tool, collaboration (knowledge sharing through communities of practice, "lessons learned," etc.), or content management, just to name a few.  Those features that have the highest likelihood for future success will be incorporated into the pilot demonstration which will take place in Stage 2.

At the close of this stage, the Project Office established an Interagency Advisory Group comprised of federal agency stakeholders.  The present membership includes: National Aeronautics and Space Administration, Department of Defense, Department of Veteran's Affairs, Department of the Treasury, the Internal Revenue Service, Department of Transportation, Department of Health & Human Services, the Federal Trade Commission (representing the Small Agency Council) and the Office of Federal Procurement Policy.  The purpose of this group is to provide leadership and advice prior to, and during, portal development to ensure user and stakeholder needs are being met and that the interests of the acquisition community are being well served. 

Stage 2: Demonstration 

The second stage involves Programming the Demonstration of this Knowledge Strategy.  In this stage, the Project Office will apply the strategic system concept to a limited number of acquisition topical areas.  These areas will be selected according to the complexity and diversity of their nature as well as their interest to the acquisition community.  The selected areas will also challenge and test technological capabilities and demonstrate system functionality as a precursor to full deployment.  The demonstration will be accomplished by means of a support services integrator under contract to FSS.  The contractor will be expected to develop the demonstration using software packages selected by the Project Office based on the technical evaluation and the high level requirements determined in Stage 1.  

A draft statement of work (SOW) for support services to program the AKMP demonstration has been developed.  The views of a focus group of selected procurement practitioners (which were nominated by the Interagency Advisory Group) have been solicited to determine both the usefulness of such an AKMP and whether the identified types of information are of interest to them as practitioners.

The AKMP will leverage technology to the greatest extent possible.  There have been significant advances in knowledge management tools in recent years and a number of products are available commercially for Knowledge Management systems.  These products encompass the various aspects of knowledge management including content management, knowledge discovery, search, browsing, push/pull content delivery, intelligent agents, categorization, visualization, customization, personalization and collaboration.  The IT hardware and software used to perform this pilot must be commercially available.  The contractor will be responsible for developing the program taxonomies and directory structures for the demonstration so that the results of the user’s search displays only the five most relevant results, other than the FAR.  A high-level summary of the SOW’s functional requirements is shown below.

Functional Requirements

Delivery

Personalization – Point
Customization
Delivery – Push
Query – Pull

Content

Discovery
Search
Intelligent Agents
Authoring
Publishing
Linkages

Services

Collaboration – Instant Messaging (including e-mail, chat rooms)
Alert

The contractor in conducting the demonstration will be required to make it available to approximately 500 selected individuals in the Federal acquisition workforce on a web site to be determined.  The strategy of demonstrating for 500 users was selected to obtain a broad perspective on the system's usefulness while, at the same time, minimizing upfront license costs.  Success of the pilot will be determined by user feedback on how well the pilot meets the pre-defined functionality requirements of this KM system: 

· Adequacy of products to fulfill desired functional capabilities

· Ease of use

· Ease of implementation

· Compatibility/integration with products currently in use or available in the GSA architecture

· Cost of operations and maintenance

Milestones:

February 2001:


Establish focus group/ conduct survey/ validate SOW

March 2001:


SOW final/ initiate contracting process/ preproposal conference

April 2001:


Support contractor selection and award

May – September 2001:

Contractor conducts pilot demonstration:

· Design and Integration (taxonomies for the topical areas)

· Software Installation (installing an initial version of the software for project team )

· System Testing (verify – among 500 users - that the overall system performs as expected)

October 2001:
Analyze user feedback/ decide on implementation alternative or project cancellation

Stage 3: Implementation

The third stage involves Implementing the Solution.  This stage will be triggered only if the post-demonstration feedback validates the demonstration conducted in Stage 2 as a success.  The Project Office will then further refine, or redefine, and confirm user requirements.  The remaining topical acquisition areas will be incorporated into the system design for general deployment.  In addition, in this stage, the Project Office will define and establish an organization to monitor and maintain the AKMP.

Multiple activities will be taking place during this stage, such as: 

Refinement of Requirements -- The requirements that were developed in the “Envision the Knowledge Strategy” Stage will be refined by continued collaboration with the Interagency Advisory Group, conducting further interviews and surveys with the demonstration users, and convening additional Focus Groups, as necessary.

Construction -- The specifications developed as part of the design activities are refined and expanded to make them both language and tool-specific.  Once the IT infrastructure hardware and software components have been installed and tested, application installation specialists will install the relevant application software components and will configure required user access IDs and security based on the security architecture of the applications.

Programming -- The program taxonomies and directory structures will be developed and translated into program code, and then tested in accordance with the test plans to examine the content categorization.

Acceptance Testing -- The purpose of this activity is to confirm with system users that the delivered system executes in accordance with the agreed requirements.  While there will have been points during the development when work products from different phases have been cross-checked, this is the first time that all of the work deliverables are combined and tested as a whole.  An acceptance test team will be formally created, composed of the correct skill mix, and tasks and responsibilities defined for each member. 

Transference -- The purpose of this activity is to ensure that the transfer of the new systems from the test environment to the production environment is completed in a controlled and secure manner.

Organization Transition -- The current GSA organization structure will be documented and analyzed.  Jobs in the current organization are associated with the relevant process tasks.  Organizational analysis reveals gaps, issues, and opportunities for improvement that provide the basis for defining the target organizational structure – the organizational structure that is best able to support the envisioned enterprise.  A plan for execution of the changeover to the target environment will be accomplished.  Implementation strategies that may be considered include: cutover to all new structures, policies, and business processes simultaneously; pilot implementations to test and refine new structures; phased implementation over a period of time.

Milestones:


Dependent on outcome of Stage 2.  To be determined.

Stage 4: Maintenance and Evolution

This fourth, and last, stage is Maintenance and Evolution of the Knowledge Management System – which is essential to keep the content current and relevant and to continue to meet customer expectations.  Maintenance will include analyzing continuous feedback from customers as well as monitoring their use of the system to ensure that the system constantly provides what they expect.  A key component to be monitored will be the use of collaborative tools and the growth of “lessons learned”, case studies, “good practices”, etc.  Technology upgrades will be considered as appropriate. 

The objective of this stage is to ensure that the system is regularly reviewed, system goals are achieved, and the effectiveness of the system is kept.  An associated objective is to sustain the performance improvement effort, by identifying areas where additional improvements can be made.  The output of the stage is an established process and infrastructure for monitoring and improving the AKMP.  

Performance measurement systems (including information-gathering and reporting mechanisms) will be established during this stage for the AKMP.  The performance measurement system will also include the establishment of new AKMP performance measures and targets based on information gathered and subsequent goal setting.

Milestones: 


To be determined.

Appendix:  AKMP Business Planning Considerations

Account Title:  Office of Governmentwide Policy/  Office of Acquisition Policy/  Intellectual Capital Management Division
Program activity/Mission Area:  The Intellectual Capital Management Division is responsible for developing initiatives facilitating informed decision-making by the Federal acquisition workforce.  One of these initiatives is the development, operation, and maintenance of a knowledge management portal providing structured access to different types of acquisition knowledge and the means for acquisition professionals to share acquired knowledge.
Name of project:  Acquisition Knowledge Management Portal (AKMP) -- Pilot Demonstration
Program Manager:  Edward C. Loeb
Justification:  
1. Does the investment support core/ priority mission functions that need to be performed by the Federal Government?

Yes. There is no alternative.  Federal contracting management requires an "in-house" core capability by virtue of the sensitivities and potential vulnerabilities stemming from the nature of the Congressionally appropriated funds transacted as well as the vendor information obtained in procurements.  The investment in the AKMP directly supports that core capability.  In addition, the investment in the AKMP directly supports the following Office of Governmentwide Policy (OGP) "Scorecard" objectives:

· Improve governmentwide acquisition policy management

· Increase impact of governmentwide acquisition policy management

· Ensure a highly skilled workforce

· Empower individuals and teams

2. Does the investment need to be undertaken by the requesting agency because no alternative private sector or governmental support exists?

Other agencies have tried to deploy similar knowledge management systems resulting in redundancy and costly replication of efforts without providing comprehensive coverage for the entire federal acquisition community.  No single agency has a system which will provide -- on a Government-wide basis -- the accessibility to the universe of acquisition knowledge that the AKMP will provide.  As stated above in (1), there exists no private sector capability that would replace the federal core capability required, however, the Intellectual Capital Management Division will rely on commercially-available software applications, consultancy, and hardware required to support the effort.  

3. Does the investment support work processes that have been simplified or otherwise redesigned to reduce costs?

As stated above, the system certainly uses off-the-shelf technology to the maximum extent. No costly "custom design" is intended.  Once the AKMP is implemented it will reduce acquisition sector costs on a government-wide basis by enabling improved information exchange and sharing of acquisition knowledge within the acquisition community.  This will help reduce "learning curve" costs associated with recreating acquisition knowledge which is already available within the acquisition community.  
The proposed investment in this portal will also reduce redundant expenditure of funds by individual agencies in building similar purpose portals for their respective agency acquisition workforces.  Further cost reductions will be realized in the area of portal infrastructure.  This investment will create a single point of focus for dealing with source document agencies (e.g., General Accounting Office, Court of Federal Claims, etc.) who must "tag" content consistently for it to be used universally.

Return on Investment/ Cost Avoidance:  
The most significant consideration with regard to investing funding in this AKMP portal lies in the wasted "search time" costs to be avoided in terms of acquisition knowledge worker salaries.  The savings to be realized present a very persuasive case for this investment.  

The two scenarios provided below -- one for the entire acquisition workforce and one specifically for the GS series 1102 workforce -- are based on the premise that 30% of any given acquisition professional's time is consumed by searching for relevant information.  This premise, in turn, was based on recent research by the Delphi Group.  [Please note: their 30 % figure was not specifically for Government contracting professionals but, rather, for knowledge workers in general.]  The 20 percent "conversion rate" is also provided to exemplify the impact of the savings if knowledge workers' searching could be improved by 20 percent.  Since the AKMP is expected to exceed that, this number is deemed to be fairly conservative for purposes of discussion. 

Overall Acquisition Workforce

-30% Estimate of “searching for” time

-$50K Estimate of annual cost per acquisition worker 

-$15K “searching for” time cost/worker

-$2,625,000,000 spent for 175,000 acquisition workers

-$ 5,250,000,000 to bottom line @20% conversion rate

Contract Specialist Workforce

-30% Estimate of “searching for” time

-$60K-Estimate of annual cost per acquisition worker 

-$18K “searching for” time cost/worker

-$486,000,000 spent for 27,000 acquisition workers

-$ 97,200,000 to bottom line @20% conversion rate

This doesn’t address results of improved decision-making, which should further reduce the Government’s costs through fewer protests and disputes, etc.
Acquisition Strategy:
1. Will the acquisition be accomplished via a single contract or several contracts?  If several contracts will be used, explain the role of each toward achieving the overall acquisition costs, schedule and performance goals.  Will each contract result in an economically and programmatically useful segment of the acquisition?

The AKMP pilot demonstration will be accomplished by means of multiple contracts.  One or more contracts will be awarded to test "proof of concept" of several portal features, such as collaboration (knowledge sharing through communities of practice, "lessons learned," etc.), and quick knowledge access by means of a “plain English” query tool, just to name a few.  Those features that have the highest likelihood for future success will be incorporated into the pilot demonstration which will be conducted by a systems integrator already under contract to Federal Supply Service (FSS).  This partnering with FSS and our use of its internal preexisting resources will obviate the need (and administrative expenses) of conducting a new procurement and will allow for the most economical progression to a system implementation.  The FSS systems integrator will conduct a live test of the prototype pilot for as many as 500 actual users.  After portal implementation and deployment, the same partnership with FSS will reap benefits of system maintenance cost avoidance since FSS has agreed to incorporate and sustain this portal under the FSS FedBusOpps project.

2. Describe the use of modular contract or other procurement tools.

See paragraph above.  A knowledge portal by its very nature is a collection of interoperable components.  There is no single vendor or single product that has an all-encompassing solution.  The AKMP project management staff has, therefore, segmented the portal into components and will be advance testing individual components prior to pilot demonstration.  This testing will reduce the risk (and expense) of failure in subsequent phases of the project.

3. Is the contract statement of work (SOW) performance based?

Yes.  The AKMP Project staff has defined the needs of the portal in functional terms -- although the performance-based attributes of incentives and disincentives are not being addressed for the purposes of the pilot.  The AKMP Project staff has determined that any products used in developing this AKMP must be able to perform these functions—

· Search and deliver only highly relevant content with minimal level of navigation (i.e., within three clicks).

· Categorization.

· Content management.

· Customize and personalize the information for the user, and the user agency, so that a user’s view of the acquisition body of knowledge can be limited or expanded depending on user, or user agency, needs.

· Knowledge sharing with emphasis on the ability to capture and share best practices and lessons learned relevant to FAR-related topics.

The Project Office is also requiring any prospective contractor’s solution to be capable of functionality consistent with “best in breed” products such as: 

· Portal – BroadVision.
· Search Engine – Verity.
· Personalization – BroadVision.
· Content Management – BroadVision.
· Categorization – Verity, BroadVision.
4. Describe the analysis of alternative options and identify any underlying assumptions.  Provide the estimates of risks such as Y2K, i.e., rationale for “most likely” versus “most optimistic” acquisition goals.  

See Justification, para. 2, above.  The scope, complexity, and varied technical demands and disciplines of the project made an in-house effort prohibitive.  As stated above, the risks inherent in a "grand design" have been greatly reduced through a modular, sequential approach.  Consequently, there is little or no risk associated with the project.

5. Identify Standards for information exchange and resource sharing.  

The system will be consistent with GSA architecture and GSA Order CIO 2160.1, GSA IT Standards Profile.  The project staff is also requiring portal content to be Shareable Course Object Reference Material (SCORM) compliant and portal accessibility to be compliant with Section 508 of the Rehabilitation Act.  
6. Identify use of commercial –off-the-shelf software (COTS) versus custom; justify custom components.

The portal contemplated will contain no custom-designed components.  The componentized portal will consist entirely of COTS products -- such as the "best in breed" products mentioned in para. 3 above.
Current Performance Goals
Baseline Performance Goal
Performance Measure

Enable the federal acquisition workforce to find quick relevant answers to their questions (from a variety of known data repositories).
This baseline will be measured by the degree of positive feedback on AKMP user satisfaction surveys.

Enable acquisition personnel to work collaboratively, sharing knowledge and creating new knowledge for the acquisition community.
This baseline will be measured by the degree of positive feedback on AKMP user satisfaction surveys.

Reduce "learning curve" costs associated with recreating acquisition knowledge which is already available within the acquisition community
This baseline will be measured by the degree of positive feedback received from future surveys of Procurement Executive Council members. 

Enable customization and personalization of information by the user, and user agency, respectively, so that a user’s view of the acquisition body of knowledge can be limited or expanded depending on user, or user agency, needs
This baseline will be measured by the degree of positive feedback received from future surveys of Procurement Executive Council members as well as the degree of positive feedback on AKMP user satisfaction surveys.
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