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B.2. Preliminary Planning
This Guidebook section discusses the Preliminary Planning Phase, which takes place prior to the public announcement of a competition.  The Preliminary Planning Phase helps NIH determine the type and overall scope of a competition.  At NIH, the Commercial Activities Steering Committee (CASC) identifies potential areas for competition using the data gathered during the FAIR Act Inventory and following the NIH Green Plan for Competitive Sourcing.  The FAIR Act Inventory and Green Plan help to identify commercial functions and positions, and the Preliminary Planning Phase determines logical groupings for actual competitions.

· The primary goals for the Preliminary Planning Phase include:

· Identify and determine the course of action for a competition

· Document the scope of the study

· Identify a logical business unit or grouping of services.  

In addition, the overall competition schedules and timeframes will be developed during this phase.  The end result of the preliminary planning process is the development and submission of the Preliminary Planning Report, which is prepared by the Preliminary Planning Team and submitted to the CASC.  

B.2.1   Policy
B.2.1.1 OMB Circular A-76

The following are specific sections of OMB Circular A-76 revised May, 2003 (the Circular) associated with preliminary planning, which occurs before the public announcement of a standard or streamlined competition.  If you are unfamiliar with the terms used in this Section, please refer to Section A, Competitive Sourcing Overview, and to the rest of this chapter, which covers the requirements in more detail.
ATTACHMENT B, SECTION A

Before the public announcement (start date) of a streamlined or standard competition, an agency shall complete, at a minimum, the following steps: 

1. Scope.  Determine the activities and full time equivalent (FTE) positions to be competed. 

2. Grouping.  Conduct preliminary research to determine the appropriate grouping of activities as business units (e.g., consistent with market and industry structures). 

3. Workload Data and Systems.  Assess the availability of workload data, work units, quantifiable outputs of activities or processes, agency or industry performance standards, and other similar data. Establish data collection systems as necessary. 

4. Baseline Costs.  Determine the activity’s baseline costs as performed by the incumbent service provider. 

5. Type of Competition.  Determine the use of a streamlined or standard competition. 

a. An agency shall use a standard competition if, on the start date, a commercial activity is performed by: 
(1) The agency with an aggregate of more than 65 FTEs; or 

(2) A private sector or public reimbursable source and the agency tender will include an aggregate of more than 65 FTEs. 

b. An agency shall use either a streamlined or standard competition if, on the start date, a commercial activity is performed by: 
(1) The agency with an aggregate of 65 or fewer FTEs and/or any number of military personnel; or 

(2) A private sector or public reimbursable source and the agency cost estimate (for a streamlined competition) or the agency tender (for a standard competition) will include an aggregate of 65 or fewer FTEs. 

6. Schedule.  Develop preliminary competition and completion schedules. 

7. Roles and Responsibilities of Participants.  Determine roles and responsibilities of participants in the process and their availability for the duration of the streamlined or standard competition. 

8. Competition Officials.  Appoint competition officials. The CSO shall appoint competition officials for each standard competition, and, as appropriate, may appoint competition officials for streamlined competitions. The CSO shall appoint all competition officials, in writing, and shall hold these competition officials accountable for the timely and proper conduct of streamlined or standard competitions through the use of annual  performance evaluations. 

a. Agency Tender Official (ATO). The ATO shall (1) be an inherently governmental agency official with decision-making authority; (2) comply with this circular; (3) be independent of the contracting officer (CO), source selection authority (SSA), source selection evaluation board (SSEB), and performance work statement (PWS) team; (4) develop, certify, and represent the agency tender; (5) designate the most efficient organization (MEO) team after public announcement of the standard competition; (6) provide the necessary resources and training to prepare a competitive agency tender; and (7) be a directly interested party. An agency shall ensure that the ATO has access to available resources (e.g., skilled manpower, funding) necessary to develop a competitive agency tender. 

b. Contracting Officer (CO).  The CO shall (1) be an inherently governmental agency official; (2) comply with both the FAR [Federal Acquisition Regulation] and this circular; (3) be independent of the ATO, human resource advisor (HRA), and MEO team; and (4) be a member of the PWS team. 

c. PWS (Performance Work Statement) Team Leader.  The PWS team leader shall (1) be an inherently governmental agency official; (2) comply with both the FAR and this circular; (3) be independent of the ATO, HRA and MEO team; (4) develop the PWS and quality assurance surveillance plan; (5) determine government-furnished property (GFP); (6) assist the CO in developing the solicitation; and (7) assist in implementing the performance decision. 

d. Human Resource Advisor (HRA).  The HRA shall (1) be an inherently governmental agency official and a human resource expert; (2) comply with this circular; (3) be independent of the CO, SSA, PWS team, and SSEB; (4) participate on the MEO team; and (5) be responsible for the following: 

(1) Employee and Labor-Relations Requirements. The HRA shall, at a minimum, perform the following (a) interface with directly affected employees (and their representatives) from the date of public announcement until full implementation of the performance decision; (b) identify adversely affected employees; (c) accomplish employee placement entitlements in accordance with 5 C.F.R. Part 351 (reduction-in-force procedures); (d) provide post-employment restrictions to employees; (e) determine agency priority considerations for vacant positions and establish a reemployment priority list(s) in accordance with 5 C.F.R. Part 330; and (f) provide the CO with a list of the agency’s adversely affected employees, as required by this attachment and FAR 7.305(c) regarding the right of first refusal for a private sector performance decision. 

(2) MEO Team Requirements. The HRA shall assist the ATO and MEO team in developing the agency tender. During development of the agency tender, the HRA shall be responsible for (a) scheduling sufficient time in competition milestones to accomplish potential human resource actions in accordance with 5 C.F.R. Part 351; (b) advising the ATO and MEO team on position classification restrictions; (c) classifying position descriptions, including exemptions based on the Fair Labor Standards Act (d) performing labor market analysis to determine the availability of sufficient labor to staff the MEO and implement the phase-in plan; (e) assisting in the development of the agency cost estimate by providing annual salaries, wages, night differentials, and premium pay; (f) assisting in the development of the timing for the phase-in plan based on MEO requirements; and (g) developing an employee transition plan for the incumbent agency organization early in the standard competition process. 

e. Source Selection Authority (SSA). The SSA shall (1) be an inherently governmental agency official appointed in accordance with FAR Part 15.303; (2) comply with both the FAR and this circular when performing a streamlined and standard competition; and (3) be independent of the ATO, HRA, and MEO team. The SSA shall not appoint an SSEB until after public announcement. 

9. Incumbent Service Providers.  Inform any incumbent service providers of the date that the public announcement will be made. 

ATTACHMENT B, SECTION B 

1. Start Date (Public Announcement Date).  An agency shall make a formal public announcement (at the local level and via FedBizOpps.gov) for each streamlined or standard competition. The public announcement shall include, at the minimum, the agency, agency component, location, type of competition (streamlined or standard), activity being competed, incumbent service providers, number of government personnel performing the activity, name of the CSO, name of the contracting officer, name of the ATO, and projected end date of the competition. The public announcement date is the official start date for a streamlined or standard competition. 

2. End Date (Performance Decision Date).   An agency shall make a formal public announcement (at the local level and via FedBizOpps.gov) of the streamlined or standard competition performance decision. The performance decision date is the official end date for a streamlined or standard competition. The end date of a streamlined competition shall be the date that all SLCF certifications are complete, signifying a performance decision. The end date of a standard competition shall be the date that all SCF certifications are complete, signifying a performance decision. 

3. Cancellations. 

a. Cancellation of a Streamlined or Standard Competition.  The CSO (without delegation) may approve, in writing, the cancellation of a streamlined or standard competition. After approval by the CSO, the CO shall publish a cancellation notice that includes rationale for the cancellation at FedBizOpps.gov and the HRA shall notify directly affected employees and their representatives of the cancellation. No cancellation is necessary prior to public announcement of a streamlined or standard competition. 

b. Cancellation of a Solicitation.  The CO shall be responsible for canceling a solicitation in accordance with the FAR, and shall publish a cancellation notice at FedBizOpps.gov. The HRA shall notify directly affected employees and their representatives of the cancellation. The cancellation of a solicitation does not result in the cancellation of a streamlined or standard competition. 

B.2.1.2 NIH Policy
The following are additional preliminary planning policies set by NIH in order to implement the Circular in the NIH environment.
Responsible Official and Project Officer Appointment

In addition to the Circular’s requirement that the CSO appoint competition officials during Preliminary Planning, NIH identifies two post-competition officials during preliminary planning.  These two officials are the Project Officer, who will oversee performance of the service provider (whether it is a government or private sector provider), and the Responsible Official, who will sign the Letter of Obligation if there is an in-house decision.  The Responsible Official also normally serves as the Implementation Team Leader.  The NIH Deputy Director for Management (DDM) appoints these officials. The Preliminary Planning Team will recommend potential personnel to serve in these roles, and the CART will prepare the appointment letters for the DDM’s signature after the CASC recommends adoption of the preliminary planning report.  Additional information regarding the roles and responsibilities, as well as NIH policy on the organizational relationship of the Responsible Official and Project Officer, may be found in Sections G and H of this Guidebook.

Policy on Disabled Employees
In keeping with OMB guidance (May 23, 2005), NIH has implemented a policy for determining whether employees with severe mental disabilities are exempt from A-76 competitions.  The OMB policy allows agencies to make exemptions for severely disabled employees occupying positions or performing tasks chosen for an A-76 competition.  Not all employees with disabilities are eligible and each exemption requires justification.  Furthermore, the exemption must be applied on an individual FTE basis, meaning it may not be applied to all FTEs within a function, even if the majority of the positions are filled by individuals with disabilities.

The included handicap codes, as determined by the NIH Office of Equal Opportunity and Diversity Management, include: 1 (employee did not wish to identify handicap status on the SF-256), 6 (employee has a handicap that is not listed under another code on the SF-256), 90 (mental retardation), 91 (mental or emotional illness), and 94 (learning disability).  These employees are potentially exempted from study.  A written justification must support the exemption.

In addition, the formal announcement made by the Commercial Activities Steering Committee (CASC) to affected employees, identifying the functions selected for A-76 review and identifying the employee as part of the affected population, must contain the following paragraph:

Any potentially affected employee with a mental/intellectual disability and who currently has or may need reasonable accommodation in order to perform the essential duties of the position(s) under review should notify your IC Executive Officer.  Supervisors of persons with mental/intellectual disabilities should contact your IC Executive Officer to offer input and provide any additional information or clarification needed.

Employees or supervisors of such employees will prepare justifications and submit them to the Preliminary Planning Team for examination and inclusion in the Preliminary Planning Report submitted to the CASC.  The CASC will recommend a final determination to the Deputy Director for Management.  Additionally, all personnel involved in the determination are reminded to follow the provisions of the Privacy Act regarding the use, disclosure, and release of employee names, disability status, handicap coding, or related medical information.  Maintaining the employee’s privacy is of great importance, and should not be violated during this process.  
B.2.2 Roles and Responsibilities
The following individuals and groups will serve as guides, resources, and key players during the Preliminary Planning Phase.  Some of these individuals and groups will be able to provide an understanding of the overall A-76 process and answer questions or address concerns that arise during this phase; others are the primary groups and individuals responsible for the preliminary planning tasks.  The Preliminary Planning Phase is dependent on these groups and individuals working together and coordinating efforts.

Additional details on the individual and group responsibilities are included throughout this section and in Exhibit B.2-5, which includes one page descriptions of responsibility for the key players.  This list will provide a brief overview and serve as a quick reference for the reader.  

· Commercial Activities Steering Committee (CASC): The CASC, with the approval of the Deputy Director for Management, is responsible for recommending the general functions to be considered for competitions and will be the recipient of the final Preliminary Planning Report.
· Commercial Activities Review Team (CART): A CART representative will be assigned to each preliminary planning effort, and this individual will provide assistance and guidance to the Preliminary Planning Team.  The CART will also be the point of contact for communication with the CASC.
· Co-Chairs: The CASC will utilize two functional Co-Chairs to head the Preliminary Planning Team (Preliminary Planning Team).  The Co-Chairs typically have past experience in a specific functional area (shown in Exhibit B.2-1), and are also the primary coordinators between the CART, CASC, and Preliminary Planning Team. 
· Preliminary Planning Team (PPT):  The Preliminary Planning Team is made up of individuals at various levels with a range of expertise and skills based on the selected function.  These may include managers, functional experts, CART representation, and consultant support.  The Preliminary Planning Team, with the exception of the CART representatives, is selected by the CO-Chairs, and may include representatives from each IC where functions under consideration are located.  The Preliminary Planning Team is responsible for carrying out the preliminary planning tasks and developing the Preliminary Planning Report.  ICs will be held to the decisions made by the Preliminary Planning Team even if they decline to provide a representative to the Preliminary Planning Team.
· Preliminary Planning Team (PPT) Leader:  The Preliminary Planning Team selects a Team Leader, usually from the area with the largest number of potentially affected staff.  In some cases, the Preliminary Planning Team may elect to have the Co-Chairs continue as the leaders of the Preliminary Planning Team.
B.2.3 Procedures

B.2.3.1 Overview

The Preliminary Planning Phase takes place prior to the public announcement of a competition, and is meant to help NIH determine the type and overall scope of the competition.  At NIH, the CASC identifies potential areas for competition using the data gathered during the FAIR Act Inventory.  The FAIR Act Inventory helps to identify commercial functions and positions, and the Preliminary Planning Phase determines logical groupings for actual competitions.

The primary goals for the Preliminary Planning Phase include identifying and determining the course of action for a competition, documenting the scope of the study, and identifying a logical business unit or grouping of services.  The overall competition schedules and timeframes will be developed during this phase as well.  The end result of the preliminary planning process is the development and submission of the Preliminary Planning Report, which is prepared by the Preliminary Planning Team and submitted to the CASC.  

The following steps and procedures should be followed to develop the Preliminary Planning Report.
B.2.3.1.1 Training

Individuals involved in the preliminary planning process should be educated on the applicable A-76 rules and guidance, key issues, and required conduct prior to the planning and competition.  This training and knowledge building at the beginning will save time throughout the competition process.  

To determine the amount of training needed, the Co-Chairs and CART may need to jointly identify the level of knowledge the potential participants have regarding the A-76 Circular and NIH program.   The training will be more effective if a specific audience or group can be targeted, and the training is tailored to the specific needs, rather than taking a broad or overall approach.  The consultant support or the CART can help develop the necessary training products and sessions and determine a schedule for training the selected individuals.

[image: image1.wmf]Note: Remember, training can be provided (and may be needed) throughout the entire competition process.  If time is limited, initially focus on the immediate needs, but plan to reassess training needs at each stage of the process.

B.2.3.2 Preliminary Planning Steps 

[image: image2.wmf]Step 0: NIH and Union Notification
Once the CASC has identified what functions will be reviewed for potential competition as part of a preliminary planning effort, they must notify the CART, NIH community, and union of their decision.  This is not an announcement of a competition, but an announcement of functions that are under consideration for a competition.  Typically, the CART provides a list of functions to labor relations, which provides it to the unions, and then announces their decision through an All-Hands memo to the entire NIH.  A sample notification letter for employees of functions under review is provided in Exhibit B.2-2.  Formal notification of a study, including notification to affected employees, occurs in Step 9, the final step of preliminary planning.
[image: image3.wmf]Step 1: Identify the Scope of the Competition
The first step for the Preliminary Planning Team is to determine the scope of the competition, which means identifying the activities and the FTEs performing those activities to be competed.  The Preliminary Planning Team should start this process by reviewing the FAIR Act Inventory and data in CATS-I provided by the CASC and CART.  These tools have already been used to identify the commercial positions and functions, which the CASC evaluated, identified for potential competition, and approved as part of NIH’s Competitive Sourcing Plan (CSP).  However, this information must be verified and further refined during preliminary planning.  
In addition, the Preliminary Planning Team should gather information on implemented organizations that have already been through A-76 competitions and tag any positions that also appear on the current potential study list.  The functions included in a new study should not, in most cases, include work that is currently performed under an existing Letter of Obligation (LOO).  The only exception is when NIH chooses to perform a re-competition on some or all of a previously completed competition.  The information needed for these cross-checks is available in post-competition accountability data, which is discussed in more detail in Sections G and H.
After tagging potentially re-competed positions, and to determine the scope of the competition, the Preliminary Planning Team must gather the following information for each of the selected functions or positions:

· The primary tasks performed within a specific function

· The individuals or FTEs performing those tasks and functions (these may be different, since some individuals may work on the functions only part of the time, or may be employed part-time)
· Similar workgroups by geographic location, workload, and organizational element

The first step to gathering this information is to develop a Data Call for distribution to all of the ICs.  The “Data Call” may actually involve several requests for data over the course of this phase, depending on the level of information provided by the CASC and the number of potentially affected positions included in a function.  
The Preliminary Planning Team uses the information received from the CART, CASC, and FAIR Act Inventory, as well as the subject matter experts on the team to develop a list of primary and secondary tasks for the function.  The Preliminary Planning Team provides this list of tasks to the ICs, and the ICs report back on what their employees are and are not doing.

[image: image4.wmf]Note: The information gathered from the ICs may not match what the CASC and CART originally provided to the Preliminary Planning Team.  These differences are acceptable, but must be documented, evaluated during the scope analysis, and an explanation of whether they are or are not in the competition included as part of the Preliminary Planning Report.  In order to minimize differences and ensure the accuracy of submissions from the ICs, Preliminary Planning Team members will meet with IC representatives to review the data call and ensure that all of the personnel who will be filling out the data call understand the intent of the data request and how to fill out the information correctly.  This should minimize issues related to inaccurate reporting based on differing scope interpretations.
The requirements identified during this step are frequently less detailed and cover a broad range of tasks.  The secondary tasks are typically requirements necessary for performing a primary task.  The completed list of tasks is included as part of the Data Call issued to the ICs.   The ICs report back on the number of FTEs performing the functions and tasks, as well as the number of individuals (in many cases these numbers will be different).  The ICs must also provide the names of the individuals, position titles, grades, and supervision associated with those functions and FTEs.  The supervisory positions or FTEs should be reported in the same manner as those performing the function.
In some cases, the IC may have contractor personnel or support contracts to accomplish the specified tasks.  The Data Call should include a way for ICs to report the contract information and costs for the function.  

The initial Data Call should also request information on the workload and the availability of data.  (Step 3 provides more detail on what workload information is required for the Preliminary Planning Report.)  For reference, a sample Data Call is provided in Exhibit B.2-3; however, each Data Call must be customized to some degree.  The data gathered in the Data Call will be the basis for the Preliminary Planning Report, so it is important to gather information specific to the function under consideration.  

The Data Call is sent via e-mail to the EOs of each affected IC with a CC to the IC A-76 Point of Contact.  When the Data Call is issued to the ICs, a list of the Preliminary Planning Team members and their contact information should also be included.  This information is helpful for the Executive Officer (EO) (or designee) completing the Data Call if there are questions or concerns.  
Once the ICs respond to the Data Call, the Preliminary Planning Team compiles and reviews the data received.  
Concurrent with work on the data call, the Preliminary Planning Team will conduct interviews with all potentially affected employees.  This is a key component of Preliminary Planning.  The interviews follow the format of interviews for the development of a Performance Work Statement (PWS) or Requirements Document (RD), which are described in detail in Sections C.1 and D.1, respectively.  The Preliminary Planning Team will use the information from the interviews to validate the data call and to collect additional information.  This should prevent the need for a second data call.

In addition, the Preliminary Planning Team will use the data call and interviews to ensure that the ICs report accurate levels of supervision.  The Preliminary Planning Team may interview supervisors or e-mail correspondence may also be used to capture supervision data.

The Preliminary Planning Team may need to follow-up with those that have not responded to the Data Call.  The Data Call information must be compared with the FAIR Act Inventory and CATS-I data to identify any discrepancies or changes.  In addition, the Preliminary Planning Team will validate compare the data from the data call, interviews, and e-mail discussions to come to a final understanding of the functions under consideration.  The Preliminary Planning Team members’ knowledge of the functions under consideration will be key to resolving conflicts between sources of information.
When reviewing the data, the Preliminary Planning Team may discover some positions identified as being in-scope in the CSP are actually not in-scope, and likewise, some positions not identified in the CSP are in-scope.  There are a variety of explanations for this, including a change of duties, misclassification of function codes, or exemptions under Reason Code A (see Section B.1.3.7).  

If there are discrepancies in the Data Call information, the FAIR Act Inventory, Competitive Sourcing Report (CSR), CATS-I information, and post-competition data, the Preliminary Planning Team must thoroughly review and agree on the correct position classification.  The Preliminary Planning Team then submits their recommendations for updates to the FAIR Act Inventory and post-competition data to the CART for approval.  The Preliminary Planning Team may gather this data and identify potential changes throughout the preliminary planning process; however, once there is a decision to change a classification, the Preliminary Planning Team is responsible for identifying and submitting what the change should be.
The Preliminary Planning Team must also include any recommended (and approved if applicable) changes to functional classification in the Preliminary Planning Report.  The Preliminary Planning Team should submit applicable copies or sections of the Fair Act Inventory, Competitive Sourcing Report, or post-competition data with the Preliminary Planning Report for reference if there are changes.
Next, the Preliminary Planning Team receives and consolidates all of the Data Call responses and begins a thorough evaluation to determine logical groupings for a competition.  As the steps in preliminary planning continue, it may be necessary for the Preliminary Planning Team to send out additional Data Calls, particularly after the type of study is identified, resulting in a need for more detailed costs and workload information. 
B.2.3.3 Exempting Employees with Disabilities

In keeping with OMB guidance (May 23, 2005), NIH has implemented a policy for determining whether employees with disabilities are exempt from A-76 competitions.  The OMB policy allows agencies to make exemptions for severely disabled employees occupying positions or performing tasks chosen for an A-76 competition.  However, not all employees with disabilities are eligible and each exemption requires justification.  Furthermore, the exemption must be applied on an individual FTE basis, meaning it may not be applied to all FTEs within a function, even if the majority of the positions are filled by individuals with disabilities.

In order to clearly identify individuals with severe mental disabilities and, therefore, positions exempted from A-76 review, the Preliminary Planning Team, HRA, and ICs should follow the actions listed below.

When requested by the CASC, the NIH employee database will be searched for all employees listed with handicap codes.  The handicap codes determined by the NIH Office of Equal Opportunity and Diversity Management include: 1 (employee did not wish to identify handicap status on the SF-256), 6 (employee has a handicap that is not listed under another code on the SF-256), 90 (mental retardation), 91 (mental or emotional illness), and 94 (learning disability).  The employee names, position titles, grades, and organizational codes will be separated by IC and provided to the NIH Director, CART, and applicable IC Executive Officer (EO).  
Following the CASC’s selection of functions to be competed under A-76, the CASC will notify the IC EO of the selected functions.  The IC EO must compare the list of employees with handicap codes (i.e., 1, 6, 90, 91, and 94), and identify any employee performing the duties of the selected functions within their IC.  The IC EO must provide the Preliminary Planning Team with the list of handicapped employees that are potentially affected and a written justification.  The EO should work closely with the HRA and utilize the OMB guidance to prepare the justification, and gather necessary documentation.  The EO and HRA should follow existing agency procedures to obtain and validate any necessary medical documentation to substantiate the exemption.  The EO submits the justification to the Preliminary Planning Team, which is then included in the Preliminary Planning Report and submitted to the CASC.  

The formal announcement made by the CART to affected employees, identifying the functions selected for A-76 review and identifying the employee as part of the affected population, will contain the following paragraph:

Any potentially affected employee with a mental/intellectual disability and who currently has or may need reasonable accommodation in order to perform the essential duties of the position(s) under review should notify your IC Executive Officer.  Supervisors of persons with mental/intellectual disabilities should contact your IC Executive Officer to offer input and provide any additional information or clarification needed.

The CASC ultimately determines if the employees will be exempt from a competition.

The following are examples of when an employee may be exempted from a competition due to a mental disability:

· The employee claims to be mentally/intellectually disabled and the supervisor states the employee needs closer than normal supervision and monitoring to assure successful completion of duties and has extreme difficulty in learning new tasks.

· Medical documentation about the employee, according to the NIH Occupational Medical Services, supports a decision that the employee has a mental/intellectual disability.

· The agency has provided the employee with a form of reasonable accommodation to address the effects of a mental/intellectual disability.

· The employee began Federal employment under a Schedule A employment due to a mental/intellectual disability.

The Preliminary Planning Team and CASC should review the justifications carefully to ensure fairness and equality across institutes and functions.  Additionally, the IC EO, Preliminary Planning Team, and CASC should follow the provisions of the Privacy Act regarding the use, disclosure, and release of employee names, disability status, handicap coding, or related medical information.  Maintaining the employee’s privacy is of great importance, and should be guarded during this process.  
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Step 2: Identify a Logical Grouping
Identifying logical business units and groupings is a vital step in the preliminary planning process.  The Preliminary Planning Team is responsible for identifying potential groupings and makes a recommendation to the CASC as part of the Preliminary Planning Report.  It is at this time that the Preliminary Planning Team should think long-term and discuss “what if” scenarios.  For example, does it make sense to put all the functions together in one competition?   Are the functions dissimilar enough that keeping them in separate groupings and therefore separate competitions more logical?  Is it better to form one competition group across all ICs or several competitions across small groups of ICs?  How will the groupings affect customers and management?   

To determine the answers to these questions and to identify the logical groupings, the Preliminary Planning Team must look at various aspects of the function and current organization.  The Preliminary Planning Team should consider the organization(s) or function’s mission, services, and processes, and then group together functions that are feasible to compete and will result in cohesive organizations.  The Preliminary Planning Team should also consider management, performance standards, physical location, and knowledge and skills required.  The following are some examples of how to evaluate the data gathered for the function. 

· The function of Lab Assistants is being considered for competition and the Data Call shows there are Lab Assistants in animal labs and patient clinics.  While the tasks are similar, the performance requirements are different.  Patient clinics require a quicker turn-around time than animal labs.  There are 30 Lab Assistants in the animal labs.  There are 15 Lab Assistants in the patient clinics.   Are the performance requirements different enough to justify two separate competitions?  Are the physical locations close enough to allow for management and supervision across the two specialties?  Are the potential efficiencies greater or less if the groups are separated?  How will the decision affect customers and patients?  
· The functions of Graphic Arts and Web Design are being considered for competition and the Data Call shows four ICs have both functions.  The mission of these ICs has just been revised to reflect a change in how information is distributed to the public from hard copy to electronic.  How many FTEs are involved in each function?  What is the skill level required for each function?  Can efficiencies be gained by competing these functions together given the change in the mission?  How will the mission change affect customers and products, and, therefore, workload? 
· The copy center serving the NIH campus is being considered for competition.  During the Data Call, the Preliminary Planning Team discovered the printing operations employees work hand-in-hand with the delivery group.  Which group is more dependent on the other?  Are there potential efficiencies gained by grouping these two functions together?  What is the estimated workload for each group?   Do some of the employees overlap the two functions, resulting in partial FTEs for each function?     

For each Competitive Sourcing Report and scenario the Preliminary Planning Team evaluates, the circumstances will be different.  In some cases it may be unclear as to what a decision should be, and the Preliminary Planning Team can work with the subject matter experts, the CART representatives, the Co-Chairs, and the consultant support to make a decision.  It may be beneficial for the Preliminary Planning Team to look at lessons learned from past preliminary planning efforts and to look at the worst-case scenario for each potential decision.  The Preliminary Planning Team should think about the organization from a management perspective: do the tasks make up reasonable portions of FTEs or are they a small portion of an FTE?  Does it make sense to look at a larger grouping or more functions to find a more cohesive unit or reasonable FTE portions?

If the Preliminary Planning Team is having problems with determining groupings, it may be helpful to consider how outside markets and industry perform a function or group functions together.  Ideally, the grouping selected should be consistent with industry practice.  This is another area where the subject matter experts, Preliminary Planning Team members from specific ICs, and consultant support will be particularly helpful.
Words of Caution: if the function is at a level where the end result is multiple fractional FTEs (e.g., at 0.3 or 0.2 each of several FTE), it may make more sense to reassess the function and determine if a larger group of functions can be considered for a competition.  If a grouping appears to be too fragmented, it is probably an unwise business decision to try and compete the function.  The Preliminary Planning Team should reassess the primary and supporting or overarching functions to find a better business unit.

Step 3: Assess the Availability of Workload and Data 
Once the logical group or business unit is identified, the Preliminary Planning Team assesses the availability of workload data to quantify the level of effort required for the function.  Workload data is essential because the potential service providers (both Government and the private sector) need a way to estimate appropriate staffing levels to perform the function.

The Preliminary Planning Team should identify what workload information (if any) was collected in the original Data Call, and where additional information is needed.  The original Data Call requested that ICs identify potential workload drivers or indicators for a function and how the work is measured (i.e., system log, database, spreadsheet, personal log, etc.).  During preliminary planning, the ICs will be asked to provide actual work measurement numbers.  Wherever possible, ICs should provide actual quantities from auditable management information systems.  Where this is not possible, the Preliminary Planning Team will use secondary workload sources or develop tracking systems to gather the data.  Use of estimates is a last-choice option that is not appropriate for major workload drivers, but which may be necessary for smaller workload items have not previously been captured in detail.  The interviews discussed in Step 1 should also help develop workload data.  The Preliminary Planning Team must also gather performance standards and quantifiable outputs of activities or processes for each requirement.  All of this information is included in the interviews.
In some cases, the Preliminary Planning Team may find there isn’t a method currently in place to measure quantity or track workload for the function.  In this situation, the Preliminary Planning Team should begin to develop a data collection system or method to obtain the required workload data before the start of the competition.  The workload can be extrapolated to determine an estimated annual workload, but the longer actual workload is tracked the better.  

The Preliminary Planning Team may also discover that workload data is tracked, but it is not in a format that is useable or easily analyzed.  For example, requests for certain services may be tracked on paper, but to compile and analyze them by hand would require a significant amount of time.  In this situation, it may be beneficial to develop a simple electronic work tracking system.  Even putting this information into an Excel spreadsheet will allow the user to sort and count the data.  Depending on the size of the function, the type of work that is done, and the amount of work, a more sophisticated database may be needed to accurately track the information.

If the Preliminary Planning Team chooses to go forward with implementing a data collection or tracking mechanism, it will be important for the Preliminary Planning Team to think about what information would be needed by the group designing an organization to perform the function.  This may require some “out of the box” thinking, but the functional experts and consultant support can help the Preliminary Planning Team determine what is and is not necessary or useful in a work tracking system.  
 Words of Caution: A large number of gaps or inaccuracies in workload data may require that a study be delayed until adequate workload can be gathered.
Step 4: Select the Type of Competition
Once the initial data is gathered and the scope of the competition defined, the Preliminary Planning Team then determines what type of competition is the best choice for the functions under consideration.  The recommendation for the type of competition is included in the Preliminary Planning Report.  

There are a few options to choose from, but the primary decision is between a Standard and Streamlined Competition.  Depending on the situation, there are advantages and disadvantages to both.  The Circular has some basic guidelines that NIH must follow, which are explained below.
Standard Competition

The Preliminary Planning Team must recommend a Standard Competition if there are more than 65 Government FTEs performing the function on the proposed start date of the competition.  A Standard Competition must also be chosen if the function is being performed by a private sector or public reimbursable source with more than 65 FTEs and the Agency Tender (the Government bid) will include more than 65 FTEs.  A Standard Competition must be completed within 12 months, or 18 months if an extension is approved (extensions are explained below).
The Preliminary Planning Team also has the option of choosing a Standard Competition for organizations that have 65 or fewer FTEs, and there are advantages and disadvantages to choosing this option.  The Standard Competition is a longer process and typically requires more resources than a Streamlined Competition.  This longer timeframe allows for the development of a full PWS and detailed Most Efficient Organization (MEO), as well as allowing (and requiring) outside competition.  For example, if there is a function with about 60 FTEs, but it appears there may be opportunities for significant savings with reorganization or re-engineering, it may be more beneficial for the agency to conduct a full Standard Competition.  
A Standard Competition may also be the best option if NIH wishes to include factors other than just staffing in the competition.  For example, a Streamlined Competition is often decided on personnel costs.  This is certainly an acceptable competition; however, a Standard Competition may allow for a true re-engineering effort or more in-depth analysis.  (See the Government-Furnished Items Section below.)

Streamlined Competition

If there are 65 or fewer Government FTEs at the start of the competition, the Preliminary Planning Team can choose to recommend a Streamlined Competition.  A Streamlined Competition can also be done if the function is performed by a private sector or public reimbursable source and the Agency Tender (the Government bid) will include 65 or fewer FTEs.  A Streamlined Competition must be completed within 90 calendar days, with the potential for a 45 calendar day extension if requested and approved (extensions are explained in below). 
For studies of more than 10 Government FTE, a “More Efficient Organization” must be developed.  If the Preliminary Planning Team decides a Streamlined Competition is the best option, and there are 10 or fewer Government FTEs at the start of the competition, they must also decide whether the function will be competed against the private sector using the incumbent organization or whether the agency will develop a More Efficient Organization.
There is no scenario in which a Streamlined Competition must be used; however there are factors to consider when making the decision.  Again, a Streamlined Competition typically requires fewer resources than a Standard Competition, and the shorter timeframe may be better for employee morale.  The effect on customers should also be considered when making the decision.  The Preliminary Planning Team should consider whether a full Standard Competition is a greater benefit to the customers in the long run, or whether a shorter time frame with a Streamlined Competition causes less disruption for the customers, and only minimal re-engineering efforts are feasible or necessary.  

Government-Furnished Items

Another factor for the Preliminary Planning Team to consider before deciding on the type of competition is what the Government will provide to the Service Provider, regardless of whether the decision is in favor of the in-house organization or the private sector.  Will the Government provide all necessary equipment and locations?  Will the Government provide the necessary materials?  Or, will the Service Provider be responsible for all or part of the items that are needed to perform the work?   

The CART and consultant support may be able to provide some guidance to the Preliminary Planning Team on this topic.  For some situations, it is logical for the Government to provide the locations, material, and equipment; in other situations it is not.  However, the Preliminary Planning Team should remember that if something is not Government furnished, the Agency Tender (the Government bid) must also propose a cost for those items.  For example, if the facility is not provided, the Agency Tender must include the facility’s lease costs in the proposal.
Extensions
For large or complex competitions, it may be necessary to recommend an extension or “time limit waiver” to complete the competition.  As mentioned above, a Streamlined Competition can be extended up to 45 calendar days and a Standard Competition can be extended up to six months.  An extension may also be an appropriate request if there is inadequate data or workload available and gathering and tracking this data will require additional time. The Preliminary Planning Team should include any extension requests in the Preliminary Planning Report.
Extensions are granted by the Competitive Sourcing Official (CSO) and differ slightly for Standard and Streamlined Competitions; however, for both types of competition the waiver must be requested in writing of the CSO and granted before the public announcement of the competition.  

· Standard Competition Extension: The CSO may only approve the extension if the competition is expected to be particularly complex and a copy of the waiver is submitted to the Deputy Director for Management (DDM), Office of Management and Budget (OMB) before the public announcement is made.  
· Streamlined Competition Extension: The CSO may only approve the extension if NIH must or is expecting to create a More Efficient Organization or issue a solicitation for private sector offers.  
Step 5: Determine the Current Operating Costs
The next step for the Preliminary Planning Team is to determine the current operating costs of the organization, known as the Baseline Cost Estimate.  This process is fairly straightforward, and procedures for calculating the baseline costs are specifically outlined in the Circular.  The Baseline Cost Estimate is developed using the A-76 costing software COMPARE, and NIH normally has the assistance of consultants or COMPARE experts for completion of this step.  However, it is ultimately the responsibility of the Preliminary Planning Team to gather the necessary data and develop the Baseline Cost Estimate.
The Preliminary Planning Team should include the request for Baseline Cost Estimate information as part of the Data Call discussed in Step 1.  The COMPARE expert will help the Preliminary Planning Team Lead identify what information and data are needed to complete the Baseline Cost Estimate, including the following:
	Item
	Standard Competition
	Streamlined Competition

	Estimated start date and performance period dates (see Step 4)
	X
	X

	A list of in-scope personnel (position title, grade, series, percent of FTEs in-scope, position type (full-time, part-time, seasonal, or intermittent), and location (city and state))
	X
	X

	A list of supervisory personnel (position title, grade, series, percent of FTEs in-scope, position type (full-time, part-time, seasonal, or intermittent), and location (city and state))
	X
	X

	Historical pay records for one year detailing types of premium pay (e.g., night differential, overtime, Sunday pay, holiday pay, cash awards)
	X
	X

	If items will not be provided by the Government:

	Material and Supply costs 
	X
	X

	Equipment costs
	X
	

	Travel costs
	X
	

	Sub-contract costs
	X
	X

	Training costs
	X
	

	Any other resources and costs used to complete in-scope work
	X
	


The Data Collection form in Exhibit B.2-3 provides a mechanism and explanation on how to obtain these costs.

Any assumptions made during the development of the Baseline Cost Estimate must be clearly documented and sources and documentation should be saved.  This information will be used when comparing the Baseline Cost Estimate against the final costs in the Agency Cost Estimate (ACE, or in-house bid) or private sector bid.  The Baseline Cost Estimate is used as the baseline for the savings arising from the study during the post-competition period.  

Step 6: Develop a Schedule
Once the Preliminary Planning Team has chosen the type of competition to recommend to the CASC, it develops a preliminary competition schedule.  The schedule will be determined not only by the type of competition chosen, but also by the overall NIH Competitive Sourcing Plan and the function itself.  Therefore, the Preliminary Planning Team should consider peak performance times or annual projects which could be affected by or affect an A-76 competition.  Another consideration should be holidays, leave, and time off scheduled for key players.  (The schedule may need to be revised following the selection of the PWS/RD and MEO Team members.)    

NIH has developed a template schedule for the Preliminary Planning Team to use, which is included in Exhibit B.2-4.  Exhibit B.2-4 also includes an example schedule used by the CART to track studies overall.  (The example includes both a streamlined and a standard competition.)  The schedule template is based on NIH’s experience in conducting competitions.  Delays in getting started or in completing crucial steps may impact equally important steps and phases later in the process.  

When choosing timeframes and dates, the Preliminary Planning Team should consider the information gathered during other preliminary planning steps.  The following are a few sample questions for the Preliminary Planning Team to consider when deciding on dates and the duration of the tasks; however, the Preliminary Planning Team may need to develop additional function-specific questions to develop the schedule more completely.
	How many functions are going to be included in the competition?
	

	How many FTEs are going to be included in the competition?
	

	What type of competition will be conducted?
	

	Do you have any documented workload?
	

	Are there existing performance standards for quality and timeliness?
	

	Are you developing an MEO?  If so, are you anticipating many or extreme changes?
	

	Where is the work located?  Will time and costs for travel need to be incorporated?
	


The duration of the type of competition is the basis for setting the deadlines for the competition (essentially, the start and end dates).  Remember, the schedule must stay within the parameters established for each type of competition.  The Preliminary Planning Team may want to ask the CART for the preliminary planning schedules from other competitions for reference.  This might help identify where there were delays or things went more quickly than expected, which will help in forming the schedule.

The schedule developed during preliminary planning is obviously an estimate of actual dates.  The schedule can be revised and updated throughout the competition process.  However, the duration of the competition, from announcement to decision, must not exceed the time requirements in the Circular. 

The data identified during this step will also feed into the competition monitoring schedules used by the CART and the CASC to track progress of the competitions, and also to report back to OMB.  

Step 7: Identify Competition Officials
The CSO appoints the competition officials required by the Circular, including an Agency Tender Official (ATO), Contracting Officer (CO), PWS/RD Team Lead, Human Resource Advisor (HRA), and Source Selection Authority (SSA).  On a practical level, the CASC, CART, and OHR identify the appropriate NIH personnel to fill these roles and the CART prepares the appointment letters for the CSO’s signature.  All appointments are in writing and go through an official approval process.  The CASC may ask the Preliminary Planning Team to provide input or recommendations for potential competition officials. 

In addition to the Circular’s requirement that the CSO appoint the above competition officials, NIH identifies two post-competition officials during preliminary planning.  These two officials are the Project Officer, who will oversee performance of the service provider (whether it is a government or private sector provider), and the Responsible Official, who will sign the Letter of Obligation if there is an in-house decision.  The Responsible Official also normally serves as the Implementation Team Leader.  The NIH DDM appoints these officials. The Preliminary Planning Team will recommend potential personnel to serve in these roles, and the CART will prepare the appointment letters for the DDM’s signature after the CASC recommends adoption of the preliminary planning report.  Additional information regarding the roles and responsibilities, as well as NIH policy on the organizational relationship of the Responsible Official and Project Officer, may be found in Sections G and H of this Guidebook.

Before selecting the officials, the CASC, Preliminary Planning Team, and the appointees should be aware that all of these officials will be held accountable for the timely and proper conduct of the competition.  Therefore, each appointed official must agree to follow all applicable regulations including the FAR, the Circular, and this Guidebook.  This guidebook includes one page summaries for each competition official that summarizes the responsibilities, necessary qualifications, key milestones, and the level of effort anticipated throughout the entire process.  These one page summaries are provided in Exhibit B.2-5.

The individuals who are chosen to participate in the A-76 competition process should also be made aware their involvement and duties will require significant effort.  This involvement may impact the productivity in their primary positions because they may have less time to perform their usual work.  In some organizational units where the pool of subject matter experts is small, filling all of the roles required to support an A-76 competition can be especially challenging.  An understanding of these challenges by management and staff, as well as a commitment to accommodate the required extra effort is essential.  As part of the recommendation process, the Preliminary Planning Team should receive approval from the individual’s EO due to the level of effort required.  
Typically, the competition officials are not officially appointed until after the public announcement; however, identifying participants (or potential participants) to help plan for firewalls and ensure for appropriate representation at this stage is important and helpful.  Individuals who have participated on the Preliminary Planning Team can still participate in other stages of the competition process.  

The Preliminary Planning Team and CASC should understand the roles and responsibilities of the competition officials before making a recommendation or selection.  The CASC and the Preliminary Planning Team should also review the section of the Guidebook on firewalls (Section A.2.1) to understand where and when information can and cannot be shared.  

The Preliminary Planning Team should use the following check list of qualifications each official should have according to the Circular, and cross-check this list against the résumés before making any recommendations.     

Agency Tender Official

The ATO is the individual responsible for leading the MEO Team and developing a competitive Agency Tender (the Agency Bid).  The Agency Tender includes the MEO, Quality Assurance Surveillance Plan (QASP), Phase-In Plan, and Agency Cost Estimate (ACE).  Typically, the ATO is an individual from the Preliminary Planning Team; however, it is not required.  Sometimes the ATO is referred to as the MEO Team Lead, but these positions are one in the same.  The appointee for ATO must have approval from the CASC as well as their EO before being named to the position.  
The ATO must also:
	
	Be an inherently governmental agency official with decision-making authority.  (Required)

	
	Designate the MEO Team after public announcement of the competition. (Required)

	
	Provide the necessary resources and training to prepare a competitive Agency Tender. (Required)

	
	Be independent of the CO, SSA, SSEB, and PWS/RD Team. (Required)

	
	Be a directly interested party. (Required)

	
	Agree to develop, certify, and represent the Agency Tender. (Required)

	
	Have access to the necessary resources to develop a competitive Agency Tender.  (Required)

	
	Be a technical expert in the functions to be completed.  (Recommended)

	
	Have knowledge of the existing organizations under study, their structure, and their processes.  (Recommended)


Contracting Officer
The CO for each competition is designated by NIH’s Head of Contracting.  The Preliminary Planning Team should coordinate with the Contracting Office to identify this individual.  The CO must:
	
	Be an inherently governmental agency official.

	
	Be independent of the ATO, HRA, and MEO Team.

	
	Be a member of the PWS/RD Team.


PWS/RD Team Lead
The PWS or RD Team Lead is typically also a member of the Preliminary Planning Team, and similar to the ATO, the individual must have approval from both the CASC and their EO to participate.  The PWS/RD Team Lead must:
	
	Be an inherently governmental agency official.

	
	Be independent of the ATO, HRA, and MEO Team.

	
	Determine Government-Furnished Property (GFP).

	
	Develop the PWS and QASP.

	
	Assist in implementing the performance decision.

	
	Assist the CO in developing the solicitation.


Human Resource Advisor
The HRA is associated with the Transition Center and is assigned to the competition efforts by the Director of the Office of Strategic Management and Planning (OSMP).  The HRA is typically assigned during preliminary planning and participates as part of the Preliminary Planning Team.  The HRA must:

	
	Be an inherently governmental agency official and a human resource expert.

	
	Be independent of the CO, SSA, PWS Team, and SSEB.

	
	Be responsible for Employee and Labor-Relations requirements and the MEO Team requirements.

	
	Participate on the MEO Team.


As part of being the primary contact and source for Employee and Labor-Relations requirements, there are several tasks the HRA is directly responsible for according to the Circular.  Of particular importance is that this individual interfaces directly with affected employees from the date of public announcement until the full implementation of the performance decision.  The following are a few more of the identified tasks:
	
	Identifying adversely affected employees.

	
	Determining priority considerations for vacant positions and establishing a re-employment priority list.

	
	Assisting in the development of the ACE by providing annual salaries, wages, night differentials, and premium pay.

	
	Scheduling sufficient time in competition milestones to accomplish potential human resource actions.

	
	Developing an Employee Transition Plan for the incumbent organization early in the standard competition process. 

	
	Assisting in the development of the timing for the phase-in plan based on MEO requirements.


(A complete list is provided in Exhibit B.2-5.)

The HRA also plays a critical role in carrying out the HHS policy regarding displaced employees.  HHS has established precedent ensuring every displaced employee will still have a job, although not necessarily in the same function or grade.  The HRA coordinates displaced employees with the Transition Center to ensure all affected personnel are placed.
Source Selection Authority (SSA)
The SSA is also assigned by NIH’s Head of Contracting.  The SSA is different from the Source Selection Evaluation Board (SSEB), which is appointed after the public announcement by the SSA.  The Head of Contracting can decide to have the same individual serve as the SSA and the CO.  The following are the requirements for the SSA:

	
	Be an inherently governmental agency official.

	
	Be independent of the ATO, HRA, and MEO Team.


Project Officer (PO)
The role of the PO is not defined in the Circular; however, NIH has chosen to utilize this position to assist the CO and to monitor the Service Provider (in-house or private sector) and the CO.  The PO assists the CO primarily during Phase-In and Implementation and is the primary point of contact between the CO and the MEO Manager or Private Sector Manager.   In a Streamlined Competition, particularly one that is decentralized, the PO and MEO Manager may be the same person; however for a Standard Competition they must be two separate individuals.
	Project Officer Team Checklist

	
	May not be in the MEO (required)

	
	May not be the Responsible Official (required)

	
	Responsible for quality assurance monitoring

	
	Responsible for cost monitoring oversight

	
	Evaluates modification requests from customers and the In-House Service Provider (IHSP)

	
	Coordinates requirements changes


Responsible Official

The Responsible Official serves as the equivalent of the corporate officer responsible for a contract with the Federal Government. The official is responsible for signing the Letter of Obligation (LOO). By signing the LOO, the Responsible Official agrees to the final responsibility for ensuring that the IHSP performs within the bounds of the PWS/RD and MEO/Agency Cost Estimates.  At NIH, the Responsible Official also has the authority to negotiate modifications to the LOO on behalf of the IHSP.

	Responsible Official Checklist

	
	Must be a high enough level official to negotiate on behalf of the IHSP and to take final responsibility for its performance

	
	Cannot be the Project Officer, Quality Assurance Evaluator, or Contracting Officer (required)

	
	Responsible for representing the interests of the In-House Service Provider for modifications, changes, and other events related to formal changes to the Letter of Obligation


Step 8: Identify Roles and Responsibilities of Participants for Later Steps of the Competition Process
The successful completion of an A-76 competition requires the hard work of many individuals, especially those listed previously in Step 7.  In addition, the personnel currently performing the work are equally vital to the process.  These personnel are NIH’s greatest source of technical information on the functions being competed.  To ensure a competition outcome that balances the best interests of the employees, NIH, and the taxpayer, the expertise of these individuals will be needed in various positions of responsibility throughout the competition process. 
In addition to the expertise internal to NIH and the function under review, it may be necessary to enlist the help of some consultant support throughout the process.  This is a common occurrence and is a way to fill the knowledge gap on the A-76 process.  

The five appointed competition officials required by the Circular (defined in Step 7), together with the positions listed below, are the primary players in the competition process.  The following outlines the responsibilities of the individuals and groups supporting the competition officials.  Sample appointment letters are included in Exhibit B.2-6.
PWS/RD Team Members
The PWS/RD Team works together with the PWS/RD Team Lead to develop the PWS or RD for the competed function.  Some individuals from the Preliminary Planning Team may become part of the PWS/RD Team in order to provide continuity and because of technical expertise; however, this is not a requirement, and finding Team members who are technical experts in the functions under study is equally beneficial.  Preferably, the PWS/RD Team will also include individuals with expertise in work measurement, industrial engineering, or procurement.

Members of the PWS/RD Team can include affected personnel; however, their participation may impact their Right of First Refusal.  For Standard Competitions, PWS/RD Team members who continue their involvement after the completion of the first draft must forfeit the Right of First Refusal; for Streamlined Competitions, the RD Team does not forfeit their Right of First Refusal unless they participate in the acquisition process in the event there is a private sector decision.  Refer back to Section A and FAR 7305(c) for more information on the Right of First Refusal.  

PWS/RD Team members who are not affected employees may also become part of the SSEB, which takes place near the end of the competition process when private sector bids are received.  The roles and responsibilities of the SSEB are discussed in more detail below.

The PWS/RD Team develops the PWS or RD, which includes gathering and identifying supporting workload data, performance standards, and other relevant information to the activity being competed.  The PWS/RD Team also determines which items will be Government-Furnished Property (GFP) and assists the CO in developing the solicitation (if applicable).  The PWS/RD Team also develops a Quality Assurance Surveillance Plan (QASP), which is implemented after the decision to ensure the quality of the products and services once the competition is over.  Section C.2 provides more information on the QASP and how it is used.     
	PWS Team Checklist

	
	Members of the PWS team (including, but not limited to, advisors and consultants) shall not be members of the MEO team (required)

	
	Directly affected government personnel (and their representatives) may participate on the PWS team (allowed)

	
	Good writing skills (recommended)

	
	High degree of objectivity (recommended)

	
	Technical and functional experts (required)

	
	Expertise in management analysis, work measurement, value engineering (see OMB Circular A-131), industrial engineering, cost analysis, procurement, and the technical aspects of the activity may also assist this team (recommended)


MEO Team Members

Like the PWS/RD Team, the members of the MEO Team typically participated in the preliminary planning effort and were members of the Preliminary Planning Team.  MEO Team members should be technical experts in the functions under study, or have expertise in management analysis, position classification, work measurement, value engineering, industrial engineering, cost analysis, or procurement.  The primary responsibility of the MEO Team is to work with the ATO to develop the Agency Tender (the Government bid).  This effort may involve numerous tasks including:

· Process improvements

· Workload analysis

· Staffing analysis

· Cost/benefit analysis

· Re-organization analysis

Affected personnel may be members of the MEO Team; however, it is important that these members understand how their participation affects their Right of First Refusal as discussed in Section A.2.2 and regulated by FAR 7.305(c).  Typically, their participation on the MEO Team forfeits their Right of First Refusal.
	MEO Team Checklist

	
	Members of the MEO team (including, but not limited to, advisors and consultants) shall not be members of the PWS team (required)

	
	Directly affected government personnel (and their representatives) may participate on the PWS team (allowed)

	
	Good writing skills (recommended)

	
	Technical and functional experts (recommended)

	
	Expertise in management analysis, work measurement, value engineering (see OMB Circular A-131), industrial engineering, cost analysis, procurement, and the technical aspects of the activity may also assist this team (recommended)


Source Selection Evaluation Board (SSEB)
The SSEB is an evaluation team appointed by the SSA for either a Standard Competition or a Streamlined Competition that resulted in a private sector decision.  For a Standard Competition, the SSEB is typically the PWS Team without the members who are directly affected personnel.  For a Streamlined Competition going to solicitation, the RD Team members may also participate in the SSEB unless they are directly affected personnel.  For both Standard and Streamlined Competitions, no participant on the SSEB may have prior knowledge of the Agency Tender (the Government’s bid to perform the work).

The SSEB’s objective is to review and recommend proposals for cost competition (both private sector and the Agency Tender).  The SSEB must comply with the source selection requirements of the FAR and Circular in reviewing and recommending proposals for cost competition.  The SSA will review and approve the SSEB’s recommendations.  

	SSEB Team Checklist

	
	May be PWS/RD members who are not directly affected personnel

	
	High degree of objectivity (recommended)

	
	Technical and functional experts (required)

	
	Expertise in management analysis, work measurement, value engineering (see OMB Circular A-131), industrial engineering, cost analysis, procurement, and the technical aspects of the activity may also assist this team (recommended)


MEO Manager 
For an in-house (MEO) decision, NIH will identify an In-House Service Provider (IHSP)/MEO Manager, which for a Standard Competition would be the highest level Supervisor in the competed organization.  For a Streamlined Competition, this may be the highest level Supervisor of the competed organization or As-Is Organization; however, in decentralized MEOs, the ATO or other individual may serve as the Responsible Official.  The MEO Manager may be the original signer of the Letter of Obligation (LOO) or may have this responsibility delegated to them by re-signing the LOO after an MEO Manager is named.
	MEO Manager Checklist

	
	Cannot be the Project Officer, Quality Assurance Evaluator, or Contracting Officer (required)

	
	Ensures that the MEO provides the products and services required in the PWS or RD

	
	Manages the day-to-day operations of the MEO, including recruiting, training, and managing MEO employees

	
	Directly responsible for the performance of the Quality Control Plan

	
	Requirements for the MEO manager are normally specified in the PWS or RD


 Step 9: The Preliminary Planning Report

The Preliminary Planning Report is the document that allows the CASC to make a reasonable and educated decision on what will and will not be included in the competition.  Therefore, it is imperative this Report be accurate, complete, and detailed.  This is a time when consultant support may be necessary to compile all of the information, conduct analysis, and help the Preliminary Planning Team develop a comprehensive Preliminary Planning Report.  The Co-Chairs are responsible for presenting the completed Preliminary Planning Report to the CASC.
The following is a summary of the primary points the Preliminary Planning Report should cover in detail.  Remember, the Preliminary Planning Report can include any other relevant or helpful information, even if it is not listed below.

· Background: Identify the physical and organizational locations, general description of services provided, general work methods and organizational structures, and a listing of all positions and FTEs reviewed.

· Scope of Competition: The primary tasks and services included in the competition and the customers or groups supported (if applicable).

· Grouping/Logical Business Unit: Discuss the possible appropriate groupings to the competition based on functional similarities, organizational locations, physical locations, potential savings, and availability of commercial service providers.  Provide a recommendation to the CASC of the best possible grouping or groupings.

· Workload and Data Systems: Identify the current work tracking systems in place or other record keeping methodology or practice.  Specify where additional data collection may be needed and how the information gathered will be validated.

· Baseline Cost:  Using the Baseline Cost Estimate generated using the COMPARE software, provide the baseline cost and discuss any assumptions or decisions made when developing this estimate.

· Type of Competition: Provide the recommendation for the type of competition to be completed: Standard, Streamlined As-Is, or Streamlined with MEO.  Specify how the decision was derived, and the advantages and disadvantages for choosing that type of competition. 

· Schedule: Outline a potential competition timeframe with anticipated start and end dates for key milestones and the expected duration of each step.  The CASC may specify how detailed they need or want the initial schedule to be.

· Roles and Responsibilities: Identify who will be responsible for what for each step in the process or by primary tasks or areas.  Outline briefly the responsibilities for each individual or group; for example the CO, SSA, and SSEB.

· Competition Officials: Using the list provided above, identify the individuals who will be serving as the Competition Officials.  The following must be identified during the preliminary planning effort: Agency Tender Official, Contracting Officer, Performance Work Statement/Requirements Document Team Lead, Human Resources Advisor, Project Officer, and Responsible Official (if needed). .

The Co-Chairs present the completed Preliminary Planning Report to the CASC for review and approval.  The Co-Chairs should expect and be prepared for questions and discussions of the recommendations included in the Preliminary Planning Report.  Remember, the CASC is making the decision based on the information in the Preliminary Planning Report and presented to them.  Therefore, the data and report must be fully understood by the Co-Chairs and presented in a clear and concise manner.  
B.2.3.4 Public Announcement and Notification

Once the CASC approves the Preliminary Planning Report, the foundation has been set to conduct the competition; therefore, the competition must be announced publicly.  The Public Announcement Date is also referred to as the “Official Start Date” of the competition.  The Public Announcement is prepared by the CO in coordination with the CART representative assigned to the competition.  The CART representative is responsible for verifying the information in the announcement and providing input back to the CO.  The CART representative may want to gather and include feedback from the Preliminary Planning Team.  However, before going forward with a public announcement, Congress, the union (if union employees are involved), and any incumbent service providers must be notified first.  The specific steps for public announcement and notification are outlined below.
B.2.3.4.1 Congressional Notification
Section 517(a) of the Departments of Labor, Health and Human Services, and Education, and Related Agencies Appropriations Act, 2006, requires agencies to notify Congress prior to “obligation or expenditure through a reprogramming of funds” in several circumstances.  For Competitive Sourcing, development of a Most Efficient Organization qualifies as a reprogramming that requires notification.  In order to complete this requirement, the Preliminary Planning Team is required to notify the NIH Budget Office, which will review the planned competition to determine whether it qualifies for notification.  If it does, then the Budget Office will notify the Appropriations Committee of both the Senate and the House of Representatives, with a copy to the Department of Health and Human Services Office of Competitive Sourcing.  It is HHS policy that these notifications be submitted from the Budget Officer to Congress 20 days in advance of the public announcement of the competition.  A copy of HHS Policy Letter #10, which covers this requirement, is included in Exhibit B.2-7
B.2.3.4.2 Notification of Incumbent Service Providers and Union
For competitions with union employees in the affected staff population and those with any incumbent service providers, the union and service provider must be notified of the date the public announcement will be made.  The Preliminary Planning Report should identify if there is union involvement in the functions to be competed.  The CART will notify the applicable individuals and groups immediately prior to the public announcement, and in keeping with union communication agreements.  If there are no union employees involved, the union is not notified prior to the public announcement.

B.2.3.5 Public Announcement

The announcement is made at the local level (to affected personnel) and publicly through the Federal Business Opportunities (FedBizOpps) web site at www.FedBizOpps.gov.  The following checklist shows what information is needed prior to making the public announcement.  
	Public Announcement Checklist

	
	Agency name

	
	Agency component

	
	Location

	
	Type of competition (streamlined or standard)

	
	Activity being competed

	
	Incumbent service providers

	
	Number of government personnel performing the activity

	
	Name of the CSO representative

	
	Name of the CO

	
	Name of the ATO

	
	Projected end date of the competition


Note: The competition is announced in FedBizOpps date is the official start date for both Streamlined and Standard Competitions.  This date is key in all of the planning activities throughout the competition process.

In summary, here is the order in which all parties are notified:

1. Union Leadership

2. Executive Officer(s)
3. Incumbent Service Provider Company

4. Affected Employees

5. FedBizOpps
The Competitive Sourcing Program Manager will send a memorandum (hard copy) to the affected personnel announcing the competition and identifying the recipient as part of the affected population.  In addition, the Competitive Sourcing Program Manager will issue an electronic copy of the memorandum.  The Competitive Sourcing Program Manager should try to allow enough time for the hard copy to be received by the employees prior to issuing the electronic copy.  The CART will deliver this memorandum through the employees’ respective EOs, who will provide it to the affected employees.  A sample employee notification letter is included in Exhibit B.2-2.
B.2.4 Additional Competition Items for Consideration
While it’s still only the Preliminary Planning Phase, it is important to be aware of some other events and issues of a competition.  The following provides a brief overview of some of the events that may be encountered along the way.
B.2.4.1 Communications

As with every step in the entire competition process, communication is necessary and important during preliminary planning.  If there is a good communication strategy in place at the beginning, many concerns and rumors can be dispelled before they become widespread for the remainder of the competition.  Establishing good communication practices and procedures during preliminary planning is essential for successful communication throughout the competition process.  

Typically, the communication during preliminary planning is limited to interaction between the CASC and the Preliminary Planning Team and between the Preliminary Planning Team and IC representatives (e.g., the EO).  Formal communication with affected employees and the NIH community at this stage is limited to the initial notification that the function is under consideration for competition, and the public announcement of the actual competition.  However, the Preliminary Planning Team can use this time to identify when communication will be needed and the process for those communications.  The following are some of the major communications that may take place during the competition process.  These communications also depend on the type of competition selected.
· Competition Announcement

· Meeting with Affected Employees

· Release of Draft Solicitation to the public for review and comment
· Release of Final Solicitation for offerors to prepare proposals
· Questions

· Announcement of Competition Decision

· Change management training for employees and supervisors
Specifically for the preliminary planning efforts, a formal briefing for the affected employees, union officials, supervisors, and other IC Leadership should be held and scheduled to coincide with the Public Announcement (see Section B.2.3.4).

The Preliminary Planning Team may also want to identify the primary point of contact for communication throughout the competition process.  This POC may be the HRA, the CART representative, or broken down according to the phase of the competition process (e.g., Preliminary Planning Team Lead, PWS/RD Team Lead, or ATO).  At this point in the process, it may only be possible to identify positions, not specific individuals, which is acceptable.  This may also be the time to set up a central source of information (for example, a web site, newsletter, or e-mail group) where affected personnel and interested parties can obtain information.  The Preliminary Planning Team must coordinate these efforts with the CART and may utilize the CART’s established channels of communication.  At this stage, all formal communications (messages and means of communicating) should be approved by the CART.  As with all communications, be sure to identify and address any needs for reasonable accommodation.
B.2.4.2 Firewalls and Conflicts of Interest

One of the most important rules of the Circular is the maintenance of firewalls.  Firewalls are information barriers established to ensure no one receives an unfair advantage in the competition, and also to ensure the independence of each part of the competition process.  Firewalls apply throughout the formal A-76 competition, and each individual involved in the A-76 process will receive a formal notification regarding the firewall requirements for their role when he or she is notified of his or her participation in the project.
First, the Preliminary Planning Team must consider the effect firewalls have on the selection of individuals for Competition Officials, and the selection of those serving on Competition Teams (e.g., PWS/RD Team).  Firewalls limit the type of information that can be shared between parties, and in some cases requires that information be shared only at particular times during the competition process.  Therefore, it is important to consider the level of knowledge and expertise needed for each phase of the competition and where selected individuals will be best suited.  Once an individual becomes involved in certain parts of the competition process, the firewall prevents that individual from being included in certain other parts.  For example, if an individual works on the PWS/RD, they may not work on the Agency Tender (the Government’s bid to perform the work).  
Secondly, the Preliminary Planning Team needs to establish the mechanism for communicating between groups separated by the firewall.  Where there is a firewall, communication can occur through avenues such as a CO, but direct sharing of information is not typically allowed.  Even though these individuals may work side-by-side, in the same office, or be friends, they cannot communicate directly to one another about information that is related to the competition.
The Preliminary Planning Team should also understand that during the preliminary planning phase there are not established firewalls.  Sharing of information is allowed; however, the Preliminary Planning Team should be wary of sharing information that might be taken out of context or cause general concern later in the competition.
Finally, the Preliminary Planning Team needs to ensure all individuals involved in the competition understand and are aware of the firewalls.  The best way to keep the firewalls intact is to educate those who are affected by the firewalls.
B.2.4.3 Performance Decision Date 

The Performance Decision Date is also referred to as the end date.  This is the date all certifications are complete and marks the official announcement of the performance decision of a Standard or Streamlined Competition.  More information on the Performance Decision is provided in Section L.
B.2.4.4 Cancellations
While it is not a frequent occurrence due to the extensive preliminary planning conducted by NIH, there may be occasion to cancel a competition or a solicitation.  The following gives a brief overview of the cancellation process.
Cancellation of a Streamlined or Standard Competition

The CSO (without delegation) may approve, in writing, the cancellation of a Streamlined or Standard Competition.  After approval by the CSO, the CO must publish a cancellation notice that includes rationale for the cancellation at FedBizOpps.gov and the HRA shall notify directly affected employees and their representatives of the cancellation.  No cancellation is necessary if the decision to cancel is made prior to the public announcement of a Streamlined or Standard Competition. Such a case would not be a cancellation, but rather a decision not to go forward in the first place.
While cancellation of a Competition is very rare, there are some instances where it might be necessary.  For example, a cancellation may occur if it is discovered that a waiver to the standard A-76 process is needed (e.g., requirement for a Brooks Act procurement), or there is an initiative to consolidate several functions (e.g., HHS “one agency” initiative).

Cancellation of a Solicitation

If a solicitation has already been released, the process is slightly different.  The CO is responsible for canceling a solicitation in accordance with the FAR, and publishing a cancellation notice at FedBizOpps.gov.  The HRA must then notify directly affected employees and their representatives of the cancellation.  The cancellation of a solicitation does not necessarily result in the cancellation of a Streamlined or Standard Competition.  Section C provides additional information on solicitation activities.

B.2.5 Recognition of Staff Participation 

NIH recognizes the considerable large amounts of time, effort, and energy that staff participating in the various groups and teams throughout the competition process, which expend, is above and beyond their normal responsibilities.  In order to ensure employees are recognized for their hard work, the Functional Co-Chairs, Executive Officers, or the employee’s supervisor in consultation with the CART and the team/group leaders, may nominate outstanding employees for a cash award.  While participation alone does not ensure an award, the option to do so allows for the recognition of outstanding individuals who contributed significantly.

Note:  Since employees may serve on more than one competition team/group, awards should not be considered until after the tentative competition result is announced.    

The Co-Chairs prepare award recommendation packages for those team/group members who contributed to the competition in an exceptional way.  They may also include recommendations for exceptional team/group leaders.  Award recommendations should be separated and organized by IC and competition and submitted in separate files to the CART for review.  

Recommendations must include a narrative justification and suggested award amount by employee.  Narrative justifications and all other documentation must be in compliance with HHS/NIH policies for cash awards.  

Amounts of the awards may vary by employee based on their level of contribution.  The minimum cash award that an employee may be recommended to receive is $500 and may be as high as $1,500 for team/group members and up to $2,500 for a team/group leader.  If an employee’s efforts were so exemplary during the competition process the Co-Chairs may recommend an amount higher than the maximum level to the CART for consideration and approval. 

If the CART approves the award recommendations, the nomination(s) are referred to the employee’s Executive Officer (EO) for execution of the award, as it is the IC’s responsibility to pay the award.  The IC may process the recommendation as a Special Act or Service Award, or may take the recommendation into consideration when determining the amount of a performance-based cash award.

B.2.6 Potential Pitfalls

One of the main pitfalls to avoid at this stage is trying to create the organization before even getting started.  The Preliminary Planning Phase is for just that: planning.  The Preliminary Planning Team should focus on identifying a logical grouping and function to be competed, without strategizing or developing an organization prior to the competition.  

Another pitfall to be aware of is not carefully considering all of the options, just because “that’s the way it’s always been done.”  Change is difficult, but the results can be beneficial.  Just because something has always been done a certain way, doesn’t mean that it has to be.  The Preliminary Planning Team should look at all the possibilities carefully, and be open to new ideas and processes.

Lastly, be sure to consider the strengths and weaknesses of all the potential Preliminary Planning Team members and support personnel who are going to be involved throughout the entire A‑76 process.  It should be comprised of leaders who are willing and able to contribute valuable advice and ideas.  Avoid those who are unwilling to cooperate or participate in the process. 
B.2.7 Exhibits

Exhibit B.2-1 List of Current Competitive Sourcing Functional Co-Chairs

Exhibit B.2-2 Employee Notification Memorandum
Exhibit B.2-3 Sample Data Call

Exhibit B.2-4 Competition Schedule Template
Exhibit B.2-5 Key Player Position Responsibilities

Agency Tender Official

Contracting Officer

Human Resources Advisor

MEO Manager

MEO Team Member

Project Officer

PWS Team Leader

PWS Team Member

Responsible Official

Exhibit B.2-6 Sample Team Member Appointment Letters

Market Research Team

MEO Team

PWS Team

Exhibit B.2-7 CASC Charter
Exhibit B.2-8 Firewall Memo
Exhibit B.2-9 Acronyms and Definitions
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