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ABSTIFACT

This thesis examiles the ;rdfeésional, organizaticnal,
and traicing weaknésses of intermediate level small purcaase
persccnel. - The intert of the study is to ascertair stort-
comings in the arove areas, tc recoamend an organizational
and prcfcssional framework within which to conduct trainisg,
and finally to recocrzend the essential elements necessary
for an effective intermediate: level small purchase training
frogram. -A general format for a proposed training guide is
suggested,.'and an cxample of the types of informaticn that
should be included is provided. An examination of costs and
‘potential tenefits is also prowided in order to allcw the
reader tc assess the financial aspects of a training grcgran
as reccnzended. This thesis also recomaends areas for future
study that'may lead to increased productivity in  small
Furchase. S;gcific.cchclusicns and reconmendations regarding
the éurrent state of small purclhase are also made, as are
recomsendations for specific areas of management acticn to
improve small purchase in the future.
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3. FCCUS OF THIS SIOLY
'Federal acguisiticn is a broad spectruz cf peclicizs and
p:obedcrés that direct and execute the efforts of a vast
nuaber of military arnd civilian prdcurement.personnel ir tae
Federal Government. 'lhis'étudy vill focus om a fairly 1large
.iricrccosm cf those personnel associated with Goverrnment
'frocuxement, nagely civilian rersoanel that are involved in
' small purchase. This study will additicnally confine itself
tcniy tc inter::d;ate level ©[personnel th§t have besn

.Furchasing agents for a pericd of time, and have ccmpleted

.. koth cn-the-job trairing as well as the entry 1level saall
1;urchase training ccurse. offered by the Departzent of
Cefense (DOI). This study will also be confined to findings
‘and reccmmendations regarding small purchase ferscnnel
withinp tle Lepartment of the Navy (DCN).

E. CEJECTIVES

Tte Erizary thrust of this reseafch is to identify fhe
épecific iraining needs of intermediate lével smail Furcaase
ﬁerscﬁnelluithin'thé Eepartiért'qf the uavy;‘ and to prescat
a rrcposed training plan to satisfy those needs. A recca-
gended method cf training implementation will alsc be

prqpcsed, and the ccsts associated with. implementing this -

plan-iill"he exanxaed. Further, current deficiencies in
professicnalsdevelopuent and organizational practices will
te exarined in crder to'eStablish the context within which
this training must le conducted. It is hoped that as a
result of this paper, the Departméat of the Navy will have a

11
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useful and viatle declineatisn of the most significant
training and perforrance weaknesses of small fpurchase
rerscnnel, and a training plan that can be utilized Lty field
level activities to igmprove the training and hence the
rerformance of intermediate level small purchase personnei.

0

C. BESEABCH QUESTIOKS

Ir «ccnsonance with the akove stated objectives, the

follcwing research question was addressead:

%kat are the training needs of intermediate level
sgall rpurchase fersonnel and how can these needs
kest ke npet?

In suppcert of the Frimary rearch gquestion the fcllcwing
ancillary questions were also addressed:

‘1. what are the current training shortcomings as viesed
ty ttke Ccazander, Naval Supply Systems Command (NAVSUP)
.staff, Field level supervisors within the small fpurchase
system, and small purchase ferscnrel themseives?

2. What fcllow-cn or advanced training for small
purctase peréonnel is desired ty the Commander, Naval Sup;ly
Systems Ccmmand staff, field supe.visors, and intermediate
level sazall purchase'perspnnel? , . R . s

3. What small purchase training programs presently
€xist for small purchase’ 'personnel at tke tasic or entry
level, and at more advanced levels?

. 4. ~'What is the current ievel of formal training of
interrzediate level .small purchase persénnel .in  the
Departaert cf the'Navy,‘ rand what are the sources of the
training that do existz | "




. What other scurces c¢f training exist and are avail-
able at the field level for field small purchase personcel?

6. Wrat trairing is currentiy reyuired for <career
develcrment of ss&all furchase pefsonnel at the intermediate
levels

a. Who is responsible fcr conducting this training?
. Is this training utilized?
c.Is this training adeguate?

7. ®hat other factors, if any, influence the success oi
trainirg for small purchase personnel?

g. What are the costs associated with implementing the
frorosed training precgram? '

C. EESEARCH METBODOICGCY

The information utilized taroughout this study was
derived frco interviess of fersoanel at NAVSUP Headquarters,
superviscrs at various field purchasing activities, and from
interviesing small purchase perscanel. An'extensive review
cf purchasing directives and policies was also conducted.

- Formal as well as informal training guides at several large
'field activities were aiso reviewed, as wvere data frcm past

small purchase inspedtions conducted by both NAVSUP and the
Naval Audit Service. Additionally, ~ policy level perscnrel
vithin the Federal Acguisition Idstitute,A the Gereral
Services Administration, - and the. Office of . Federal
Erocurement Policy were inteivieued, ,
Tke litgr&ture'ntilized in this study was compiled fiom

zrultifle soucces, including the Defemse - Lcgistics
Inforration Exchance (DLSIE), = the Defense Technical
Inforzaticn Center (DT IC), the Feneral Services

Admipis*tration, current  Federal and Department of Defense
regulaticns and supplementary directives, previous theses,

-
ta)




S ’ - and a review of curxent'puhlications and Feriodicals rele-
vant to thke field of Federal Erocuremeant. '

E.. SCCFE CF THE STOILY

- ‘ - This study is .ccnfined fo a specific subset of Federal
. ' " procurement perscnnel, pnamely those civiiian small rurchase
rerscrnel who have Leen workirg in thé field of Departnment
cf the Navy small purchase and who have advanced beyond the
entry level in terms cf experience, knoiledge, and resgcnsi-

3 REdoN

Eility. As such this study 1is directed toward Gereral
Schedule employees in the 1105 and 1106 series. Within the
. scope of the duties frequently associated with GS-110F and

. e I' See e
1 :. o,
A aw e L.

GS~11(6 fersonnel, «<¢ply those small purchases.for sugilies
f and services within the gurview of NAVSUP will be addressed.
Cn occasion, these rersonnel are tasked with procurement of
-construction and other facilities related-fpurchases that are

reyer v
Vo e,
ALl e

.I'..T.

normally under the Eurvieu of the Commander, thal,
- Facilities Engineering Comnmand. An examination of these
'Froctredents will be specifically excluded.

- . F. 1INITATIONS

This study has suffered frem' the ccmmon pzbtlem of
limited rescurces in termS‘éf time and funding, ’houeﬁer it
is felt - that suﬁficiént_ perscnal interface with perﬁcnnel
that <et folicy, and vho direct and_éxeCUte‘small—purchase

S— v o
OO (S

e T e e

, within tte Depaitment of the Navy was. conducted ‘tc ensure

that . the'mcSt [ressing problems in small purchase were

E
;

addressed.

B V'




G. ASSUEETIONS

Thrcughcut this research repcert,: it is assumed that the
reader is famili=r with the Federal Acguisition rrccess and
the ligitations and idiosyncrasies of small purchase. It is
further assume’ that the reader is familiar with Lasic Naval
terminclcgy and with basic contracting and acquisition
termirclcgy. ' '

H. LCEFINITIONS

1. YendorsSupplierysContractor: In the contaxt of tkis
research regort the terms ccntractor, »ienddr, and supplier
will re used interchangeakly to indicate Jarties tlat
frovide surilies and services to the Governszent.

2. ' Spall Purchase: Small purchasé is defined Lty ' the

Federal Acguisition Regulation as the acguisiticr of

csuprlies, =rcnpersonal services, and coanstruction in the
amount of $25,000 or less [ Ref. 1], [Ref. 2].
3. GS-110z: . GS-11C2 personnel are ‘those that are tasked

with acguisition for items totalling more than 325,000, and
are referred to as Contract and Procurement specia;istsg

Ad

These perscnnel are the “"rrofessional " acquisiticn work-

force, and the average grade level of these persamnel in the

Federal Government is between a GS5-10 and GS-11 level.

4. 6s-1165: GS-1105 personnel are termed Gpurchasing
specialists and are the cormerstone cf the small purchase
functior within the Federal Government. Their specific job

'taskin§ is in the sigall purchasé field, and they. compri=é

the vast majority of fersonnel yerfﬁrmzng the smaill purchase
functicn within the Federal Governmen .

€. 'GE£-1106: There are two categories of Gs—110b ;erscnnel

frocuresent clerks ard procurement assistants. Ir general,
;rbcurement clerks ate utilized in the small rurchase

15




idnciionvuhe:eas prucireaent assistants are utilized in the
.contracting functioral area. For the Ipurpose cf  tkhis
research efiort, GE-1106 personnel will re included with
GS-11C5 in the apalysis and recommendations of this thesis.

I. CEGANIZATION OF 1EE STOUDX

Tkis thesis is " crganized in such a manner ckat the
reader is given a gereral fackground into the framewcrk and.
[roclems associated with srall rurchase. Areas of prcfes-
sional, organizaticral, o amd training weak nesses are
discussed and examired, as are recomaendations - to imfrcve
the [perfcrrmance cf intermediate level small fpurchase
perscrael. B ' '

Chapter II frovides necessary framework and backcroupd
to estaklish a general setting for the focus of this effcrt.
Chapter III examines and discusses professional develcpament
weaknesses that have consistently plagued small [fpurchase
rersconel and that Lave been the genesis of many of the
traipirg and performance shortcomings discussed im later
chapters. Chapter IV reveals acrd disbusses_organizational
shortccmings that have exacerktated other stiuctural weak-
nesses and that have in thezselves contributed significantl&
to tu:ﬁcver; inefficiency, and less than accegtable rerform~
~ance ir zany areas of small furchase.

Chapter V piesents and discusses the =rmajor areas of
tfaining'shcztfails that were ﬁngovered in the course . of
this éthdy. Prcblers are stated, - causes and contrituting
factors are examined, and SQiutiops are proposed for each of
these areas of deficiency. Ihis'Chapier is iddressed tcuafd
Folicy ard. nmanagyement level fersonmel as théy must ke the
crigin and impetus fci any'concerted effort to imp:éve small
purchase performance. Chapter VI presents a proposed fcrmat

16




to be wucilized for ccmstructing a viabie traicing prcgraa
that aldresses the areas of veakness that tha researchers
have unccvered. This Chapter will also present a saagle
training guide for cne of the specific areas 'of weakness
discussed in Chagter V. A brief cost and benefit analysis
cf the igplementaticn of this study follows im Chapter ViI
to allcw tie reader to ascertain tae financial izpact ot
-ipplezenting the prcrosed treining. A sugmation cf the
research ané it's pctential impact is provided in Chapter
VIII, which alsc prcvides the researchers' conclusiorns. and
recomgzendations relative to 'fhis " research effort. A
plethcra of appendices that include a list cf intervieués, a
summary of small furchase personnel manning Ilevels, a
summary cf selected sfatistics, and numerous references and
directives that the researck bas found wvouid be useful as a
ready reference to small purchase personnel are also
Erovided.




A.  FEAMEWOEK

Gecvernzent Frocurement in the strictest sense is the
procurexzent of suprlies and' services necessary to operate
varicus segments of the Federal Government in an effective
and respcnsive pauner. It has, however, evolved dintc a
Folitical, social, and eccnonmic instrument of the highest
crder. The Congress has viewed Federal procurement as a
convenient means of effecting and furthering speciiic
social, [peclitical, and Pconcmic'goals, and as such it has
Leen the subjecst of - significant legislation and interse
écrutiny. In this, an electiop year, the Federal budget Las
Lecore a central issue; and as the most significant asgect

‘cf the ever burgeosning budget, DOP jrLocuremert has ccme

under ever increasing exasination. As the Executive and
legislative branches c¢f£ tae Gevernmeut searck for areas in
which to trim the budcet, [procurement efficiency and efiec-
tiveness will receive incféasing attention and criiicisec.

As rreviously mentioned, Federal ‘procurement acccunts
for a sicmificant portion of the Federal budget. I fisca;
year 15€z, procurement amounted to moré'than $ 158 Lkiilicu,
cf,slightly ‘more than 21%  of the Federal budget [Ref. 3]..
spendingl ty the DON accouated. for nearly 31& of these
procu;euents,' br "over $49 Lbillion [iéf. h],' The réceat
report to the Ptesideht ky the Grace Comhissicn (Ihe
President's Private Sector Survey on Cost Control) recog- -
nized tlke impact of DOD [frocurement upom the tudgetary

“process, and cited Fotential savings 'of $4 billicn if
-Frocurcnent techniques and execution were perforrmed mere
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€ffectively and efficiently Ly the DGD [Ref. 5] while
those fagiliar with [CL procurenent are skegtical c¢f tkese
Erojected savings, fersonnel at all levels reccgrize the
need fcr imprcved jurchasing and it's attendart ccst
savings. | ’ ,

l Tc date, tke focus of the pajority of studies regarding
the gilitary procurerment syster have been upor the acquisi-
tion cf pajcr systems, which in many instanceslindividually

':epresent the outlay cf billions nﬁ'dollafs. Ha jor systenms
acquisiticns are costly,  and account for 92% of the total

. frocurerent funds by the Federal Government. ' By contrast,
small purchase actions totalled over 18.3 million individual,
acticrs in fiscal year 1982, althoujh accourting fcr orly
7.5% c¢f total dollar outlays [Ref. 6]. Small crpurchase
witain the DOD acccunted for over 12 gillion of these
acticus, with an associated value of.over €12 Ltillion
[Ref. 7). as of late, amure attention has been directed éo

tais heretofore igrored segaent of procurement, and legisla-
tive and executive iavolvement bhas increased accordingly.

, . Eublic interest has also been fanned'by recent sepsaticnal

stories, such as acccunts c¢f spare garts overpricing.

| At tbis juncture, the reader may 4uery, "What exactly is
small purchase and bew is it implemented within the LOL"?

As previcusly defin=d, small purchase is the acguisiticn of

supplies, ronpersonal -'services, and constructicn in the

amount of $25,00C or less [Ref. 8]. The dcllar threshcld
fot smal: ptrchase was iucreased fo,$25,000 frow sio,ooc for

- Lefense Agercies in fiscai year 1982, and as 1 result the
scope of small purchase has increased dramatically. - The key
tecets of sgall ;urchase>are that it is a simplifie&'set of

"frocedires effected to reduce the aaministrativé . burden of
rela¥ively smail dollar value Furchases, and to increase the
cpportinity for small and disadiantaged businesseé tc clttain
‘a fair pcrtion of Government contracts. ' As we shall discuss
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in scie reasuse later in this thesis, these objectives nave
perit, bcwever they are often in conflict.

. E« EACKGECUND

Srall furchase prccedures have been developeﬁ tc reduce
administrative cests while retaining am acceptable degree of
contrcl cver the  small Furchase [rocess. Federal
Acquisition Regulaticrs and im;lenenfing instruct ions Ly the
agencies are a comprcrise between controlling administracive
costs and contrblling pricing and source selection. Tlhe
Federal purihas;ng system . itself has evclved over the last

~two hundred jyears, and has it's legislative roots in 1£09

whcu the Ccrgress reguired that all purchases and ccntracts

'ior. suprlies and =services shall be made by either ofen

furchase, c¢r by previously advertising for proposals. The
intent of this legislation was to ensure that ccantractors
were nct favored over cne ancther, ' as that had kteen a
significant rroblem tc that tiwme. During the course cf the
pext cne hundred years, Federal contracting became ccdified
in cpririons of the Courts and additional Congressioral
legislatic:, as, well as agéncy‘ tradition.l'The advent of

Kérlﬂ War II, however, - prompted Defense agencies *to realize
that fcrmal advertising and it's associated clerical and
administrative ltuiden Qerg. tco cumbersome . to respcnd  to
events in a naticnal emergency. After World 'War II, Congress
formally' recognized this fundamental shortcoming in the
2rmed Services Procczemeht Actw of 1947,  which autherized
Deféns; agencies seventeen exceptiahs tc fdrmal advertising.
Included in thése exceptions. is the waiver of formal adver-
tising fcr small purctase [Ref. 9] [Ref. 10), 'and thus the

.geneSis cf présent-day small purchase authority and

Frocedures.




C. ' EECUIEEMENTS

Crgapizationally, swmall purchase is wusually a serarate
and distinct divisiorn within the grocurement office and, as
such, ofperates in a completely different environment than
furchases in excess of the 'small ‘purchase threskold;
commcpnly referred to as contracts. In an effort to igplerent
-the desires of the Congress regardiny small rurchase,
Federal agencies have published specific directives and
:egulaticns regarding the limatations and reguirements for
small purchase. In c¢rder to simplify ;urchas;ng fer small
purchases, exceptions to convention tegarding cempetition
and fcrraal advertising have teea authorized and are the
tasis upcn which small purchase is implemented and executed.
The irternt cf these exceptions. 1is to recognize the tradecff
tetueen the administrative cost of placing repetitive crders
for sualildtliar value items and the desire tc'have.com;eti-
tion, doccementation, and contract advertising ¢f scpe
, nature. :

Cne of the .key aspects of srnall purchase is that
;urchéses of less | than $1,000 can be made without competi~-
tion. 1he only caveat placed . ugon Ehe'Contracting Officer
or buyers is that business te rotated in an eguitatle mancer
and that prices paid in the aksence of competition ke judced
as "tair and reasonakle" [Ref. 11]. Tais waiver of the
zeguirément for coapetitior recognizes the adﬁinistrative
turden, attendant costs and inefficiencies thai‘sould result
from scliciting competitibn‘fdr small déllar'value ;rocu:é-
ments. The waiver cf the requirement for ¢ompetiticn for
furchases of less than $1,000 [Ref. 12], is proktakly the.
~ ‘most ccntxoéersial.as;ect of small'purchase;}as'the Ccngress
bas always subscribed to the thecty that competition is the
cornerstcne of free enterprise and is necéssary to avoid the'
cpportunity for fraudulent fricing on the Eact éf'suppliers.




The Ccrgress has recccnized, howvever, ' that the burden asso-
ciated with ensuring competiticn is oftentimes more ccstly
than the adzinistrative efforts necessary to solicit ccxjpe-
tition ard thus obviéte unethical pricing by vendors. 1Ihe
report cf the <Commission on vaerhment Procurement says cf
competition: »

Ccnpetition is 1ct a procurement technigque. It is
a plepcpenon of the market;lace and the extent tc
which 1t exists _in ang given marketplace ordi-
rarily is not inzrluenced Ly the metnod of procurc-
ment “employed. .Conpetiiion is thne effort  of
sellers, actin independently of each other and
‘cffering prcducts or services " that are reasonatly
close Substitutes for those .offered by otheI

sellers, to secure the business of the buyer
ﬁo os%% the @most attractive contract terns.
ef. :

Fresent day small purchase can ke subdividel into fcur
tasic dcllar constrained categories that define the amount
of ccopetition and advertising feéuired before caking a
Furchase.  Small purchase can also be divided into two
categories relative tc the‘réguirement to reserve lusiness
for srall and dJisadvantaged conceras. Figyure 2.1 is a
graphkic representaticn of these'relationships.

As can te seen firom Figure 2.1, there are three rajor
categcrieé of small purchésé. Procurements of less tlan
$1,00C that do nct reguire'ccmpetition,vand are reserved for
small tusiness; . procurementé.in_the range $1;OOO to $10,000
that r=quire some decree of ccmpetition and advertising, and
that are reserved fcr small bqsiness;j'ahd ‘procureqepts-in
excess cf 310,000 tkat are substantially similar tc . the
reguirements of fcrmal contracting above.q_the $2%5,000
threstcld, and whick are not reéerved for small busipess.
Subsequently, small.;urchase rersonnel a:évnoﬁ reguired to

[fossess a diversé -ange of knouledge ‘and skills as they may

rake ncn-ccmpetitiv:e small procurements or may bLeccne
respcnsitle for a recctiated advertised [frocurement of
significant magnitude. '




Dcllar Value cf Extent of Competition

Frccurement and Advertising
$C-31,000 * No Ccmpetition Reguired
: - ]
- $1,000~-34,995 * Conrpetition required to the
maxinup €xtent possible (1)

* Enccuraged to post a notice
of intedded purchases

$£,0C(-¢10,000 * Comfpetition required to the
: maximoulr extent possible
* Must pest notice of intended
. Furchases

$1C,000-325,000 * Competition rejuired .
* Purchase must De synopsised (2)
in the Ccmme:ce Busliness
Daily (CBD)

1)'30-210,000:,Eurchéses in this qatego:g are unpi-
€rally set-aside for Small ‘and DisadVvantaged
inesses. . I .

)

1
B

$10,000-$25,CCC: Purchase in this category are ,

(
a
H

( ’ €
ct set aside for £mall and Disadvantaged Bisilesses.

[1=]
[ S Yo d

fcurce: Resedrchers

”Figure 2.1 Small Purchase Categories.

Irocurements in  the first "catego;y are relatively
simple, as smail purChase rerscnnel are relieved of mcst of
the requirements fer dochmentation‘ and other clerxical
duties. They muSt,“howeve:, determine that the price the
Goverrment pays”is'fair gnq regsonable. Although competition
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in itself is not regquired, buyers are reguired tc¢ ensure
that ;urchaées in this category are fairly and ecuitally
distriltuted throughcut the rusiness base.

The second categcry of prccurements is somewhat nmcre
complex, however it is not  substantially differert than
frocurements for under $1,000. Small purchase personnel are
required to obtain adeguate competition for fprocurements in
this range, and_are also enrouraged to solicit at least
three bids . to ensure that prices are in fact competitive.

"Additicrally, for fpurchases between $5,000 and $£1(,0C0,

Luyexrs are also reguired to rfost a notice of anticirpated

rrocuvrements in a pullic place 35 as te afford local rusi--

nessmer the opportunity to ascertain tae scope and extent of
e?pected small furchases akove +*his nominal value Ly the
Goverrment [Ref. 14]. Buyers are also encouraged, Lut not
required, to do tke same fcr pProcurements of less than
35,00C. The mcst igfportanmt aspecﬁ of all purchases under
$10,0C0 is that they are urilaterally reserved for ssall and

- éiszdvantaged businesses, with few exceptions [Ref. 15].

The third-.categcxy of frocurements with which 'small
furchase fersonnel are faced is that of plocurements in
excess of $§ 10,000 but less than $25,000. This category is
the mcst recent addition to the duties of small purchase
Eerscrrel, and is the area where the idi¢syncrasies of
comfetitive 'procurezent are least ,understood"by smali
purckase personnel and their Surervisors. All procuremzents
in thié category must be synorsised in the Coammerce fusiness
Laily (CED). | '

L. BEIBCDS

Szxall purchaée by its nature is involved in fepetitive

purchases.cf lou dcllat‘ value items. In consonar~e . with

‘efforts to alleviate uﬁqhﬁof the clerical duties a. .cciated
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sith CGovernment procriremert, a limited numker of purchasing
vehicles is authcrized for use 1ia the small purchase arena.

.The geperal purchasing documents *hat are authorized - in

szall jpurcaase are tye blanke¢t purchase aqreeme;t,v.xthe
purchase crder, the imprest fund, delivery oraets, and
severa. cther documerts of less'significance. Each'cf-these
vehicles is examined in brief Lelow: ' '

The blanket jurchase agreeament is ap administrative
device designed to reduce the time and effort' reguir£d to
sake reretitive rurchases fros the same scurce. for sigilar
categcries of material. It is an agreemert between the
vendor and the Goverrsent that alliows representatives c¢f the

Goverrmert to place cral or written orders against ‘a pre-

existing purchase agreement withcut a formal p.cchase order.
It is geperally executed orally, and tae person placing the
call need orly ccntact the vendor, obtain .a price gqucte, and

'Flace tle crder. Accountatility and administrative ccnzrol

are ensured through the use of "call numbers“';hatbthe fuyer
gives to the vendor. Invoices are normally 'only Frerared

‘gonthly and ‘substantiated Ly a summary of the call nurkers

and their associated prices. The Governament . retains a
msodicum ¢£ control by imcludlirg a clause in blankef Furchase

‘ agreepents that states that the Governmeat will not be

liable fcr calls (purchases)  fplaced by persoans not s;écifi-

cally authorized by the‘Governmentt[Ref. 16]. An'additionél'
tenefit to the Gceverpsent, ccamon to users of BPAS, is that

through judicious delegation of the authority to use Ltlanket
purchase agreementé tc the Fursonnel Qeuerating the'teguiré¥
ment, the kuyer can ke relieved of these reiatiyely siaple
Furchases and can letter allocate their time tc tucse
purchase;'reguiring xcre expertise [Ref. 17]. ' '
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<. Eurchase Orders

Furchase orders are the tasic tool of small furchase
perscrael ard are used for mearly all purchéses that are rot
within tte purview of blanket rurchase agreements. They are
€ssentially an offer to a vendor, baéed upon a .detergication
that the [price listed on the [fpurchase order is the gest

advantégeous to the Coverament, <for the vendor tc prcvide:

supplies and services to the Government in accordance vith

the terms and conditicns of the order. Although a furchase

crder is nct technically a ccntract because it is an cifer
¢n the part of the Gcvernment witaout correéponding accert-
ance Lty the supplier, it is considered essentially a
contract as the tuyer and seller have usually agreed tc tae
. terms and conditions before it is prepared. It is not,
however, a legél contract until the coatractcr provides the
requested gcdds cr se€rvices, or until he begins substantial
rerfcrmance of the required work [Ref. 18]. WHith the excep-
iion'regarding"the tiving of the document's legality as a
contract, these documents are analogous to contracting in
the fprivate sector. A significant subset of purchase crders
are tkcse ‘that dc not have an agreed upon price at the tirge
cf issuance by the Government. These are referred to as
unpriced purchase orders and are utiiized to commence neces-

sary wcrk cn a project that has as undetermined scope. There'
-are fairly strlngent rules ~ joverning thelr ‘use and -

applicaticn [Bef.l19;.

3. Ibprest Fund

- 1be imprest fund is another category of =mall

Furchase that is deszgned to overcome the expense of Elacing

crders fcr very small dclla: value items. It is essentially

a metled »hy which users determine a source of supply *at a
fair ard reasonalle frice, and then obtain a cash advance to
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fFurchase the material directly irom the vendor [Ref. 20].
lne imgetus for the isprest furd is that most purchase crga-
nizations, includinc the Governzeat, have found that the
cost tc process a small dollar value purchase acticn through
the ;:--hacing Lranck often far exceeds the value of the
iter ‘-iig ;urchased. In an effort to overcome this cktvicus
inefficiency, price ccntrols are somewhat relaxed with the
gxpeétation that the cost savings far exceed aay pctential
akuses. ' | o

4. CLelivery Order

The £final maZor categcry of small purchase teckh-
nigques is tbhe delivexy order. Deliver} Crders are nct actu-
ally a methcd of small purchase, however, they are utilized
frequently by szall purchase personnel. . These tyfpes of

- purchases may reduce the time required to execute an crder,
'and ccnseguently the cost of small purchase by allcwing

kuyers tc place delivery orders against existing contracts.
Another primary advantage of délivery orders is that tley
allow several purchasing offices to utilize the same

. contract, and. thus take advantage of quantity discounts that

théy gight not te able to gualify for individually. . These
crders are Flaced ﬁgainst ccntracts commonly referred to as
indefinite-délivery tontrécts.' There ‘are thr e~£y$es cf
indefinité—dglivery ccntracts; definite—yuantit "cont;acts,
requirements centracts, ’ and'indefinite-guantit' CCnfracts
[Ref. 21]. The afrfpropriate choice of these ontracts is
gove:ted‘hy the amoutt'Of information known regarding tizes. .
cf delivery, and .quantities reguired at the time the
contract is ‘awa;ded} These ccntracts offer several advan-

‘tages to the Governmert, including minimizing the level of
- Goverrmert stocks for materials where there is a jkmown need,
Feérmitting direct delivery to users, ‘and allowing a large

measure of flexibility on the part of  tke Government as
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. regarés delivery scheduling . and ordering of supprlies and
services after reguiremeants materialize. They alsc permit

faster ordering of needel supplies and services while miri-
gizing tke Governrments obligation to the ninimum guantity
specified in the contract. '

E. FEFSCHNNEL

Within the Faderal Government, small purchase duties are
assigned to civiliar personnel in the G5-1105 and 6S-1100
series. lhese personnel are the primary personnel periciming
small fpurckase acticns within the DOD, with wmilitary
enlisted personnel ccmprising the other segment. - Cn ccca-
sion,  ccntracting rpersonnel in the GS-1102 Series are
assigned these duties, however an assignment of: this_sort
would ke an 6 aromaly, as their expertiée ng genefally‘
utili2ed only on 3cguisitions in excess of $25,000.  Within
the GS~-110€ series are several classifications “that divide
the series into differing levels of kncwledge, 1$kill, and
superviscry resgonsitilities. The focus of this. Eafer is
toward GS-1105 and GS-1106 personnei'that have Leen cn the
job for several years and that have compieted the lasic
srall jpurcbase course' in one form or another. - These
perscopel are the " tread and Lutter " of a smali Furchase
crganizatice, as they are the personnel that aré'tasked uitﬂ
fhe vast ajority c¢f purchasing actious in the small
;urchése spectrum. 1t is aséqmed'throughout this ﬁagér that

- ‘these [fperscnnel’ are familiar with the basics of sgall

purchase and only réguire specialized training in sgpecitic
areas wlere there is a geperal lack of ’knouledge nc.
understarding. 7 ' - P

' GE£-1105 series ;ersohhel are termed small G[furchase
specialists and are responsitle for the vast majority of
procuzéments within the scope of Small purchase, ' GS-1106

28




rerscrnel or the otker hand are procurement assistants or
procurement clerks, .and are not jenerally directly tasked
with making. procurement acticops. The distinction Ltetween
GS-1105 and GS-1106 fersonnel is less definite in the field

‘however, and it is nct unccmmon for GS-1106 persomnel to be

perforxipg small purchase functions. The crux of a tyrical
Fositicn Description (PD) for GS 1105 series perscnrel is
cited Lrelow:

Tte duties and responsitilities of GS-11G5
[€rsonnel involve methcds of acjuiring goods
and services thrcugh an, acqyuisition fracess
cr aethod knosrt as simplified purchasing
Frocedures. Ttese methods include, but are
pot ligited to the use of mandatory sources
¢t 'sugpl¥, blanket Furchase agreements,
ipgrest” funds, oral quotes, and  gpurchase
crders with open market™ sources. Except for
thcse unigue, <clsolete,_ or specially fahpl-
cated or marufactured items requiring
in-depth negotiations that .may resul fron
kequests for~ Quctation, go¢ds and services
utfchased are readily 1ideiitirfied, _described
; trand name, _cenerally ccmmercially avail-
arfle, nationally or regionally advéertised,
and available from Bpumerous sources.
Supervisory corntrol may _raange from close
supervision of_ the entry level trainee, to
¢rly a general review Of actioans taken for
legal conformity Ly journeymen. [Ref. 22]

F. SUMMAEY

As evidcnced by the brief introduction and examination

- cf spall pu:chase' discussed akcve, it is a’ complex'set of
" -rules and regulations ‘that govern a very sizeable percentage

cf purchasirg by‘the £edera1 Gcvernment. It is an area taat
-requires'incteasgd attenticn in the Procurement ccmkunity
and will te receiving ever increasiﬁg scrutiny 'Ly ihe
Congress and the puflic. Although the duties of small
Furchasé personnel azxe often considered clerical in nature,
they are in. fact guite complex and demanding. The duties and .
responsikilities of sgall purchace personpel have increased
dramatically in the fast several years, yet the Federal
Frocurement systea . has failed in large measure to reflect
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tiis increase in scojpe .through a concerted effort to pccvide
necessary training. ‘
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TII. EEOFESSICNAL DEVELQPMENT

A. IBIFCDUCTIGH

Ip thke rrocess of gathering data concernin§ existirg and
Fropcsed small furchase training, it became imcreasiagly
clear to tle researchers tuiat any training grdgram may'be
dramatically impacted by many jgrofessional and organiza-
tional characteristics. Interviews with.buyers and supervi-
sory 'fperscnnel at field activities consistentlg Eroduced
coaments concerning we€aknesses in professional and orgariza-
tional develophent. It was 'consistently perceived that
these weaknesses related directly to training in a numker of
important says. . «rther, even across varied activities, a
surprisingly consistert pattern cr conceras emerged.

.Acce;ting this inierrelationéhip for ihe momerLt, the
following twc chapters will - identify those professicnal and
organizaticral «c¢onceérns exrressed iﬁ’inte:viess, examine
their impact upon training, and attempt to sugygest acticas
that may lessen the adverse effects. The list is mct ty any
means all inclusive, and is intended oniy to sugyest areas
for activity self-exasinaticn. Additionally, current legis-
latjve and regulatory efforts in tkese areas will te kigh-
lighted in order' tc iht:oduée‘ the. reader tg¢ current’
initiatives at the Federal level: '

E. CUREENT DIRECTIVES

Ir ar atmosrchere of increased Cbngteséianal andv;ublic.
concern akcut the integiity cf Federal procurement systess,
it is et surprising that the quality cf procurement
personnel should comg'pnde: scrutiny. = Theée results of this
scrutiny have been nurerois -studies and inquiries resulting
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in legisijaticen, regulation, and estaclishment c¢i fcrral
todies within the Federal agencies to implehent reform.
The most compreiensive regulatory attempts to [prcemcte
Frotfessicnal developnent of federal_procurement EELscnnel
are ccrtained in "T.e Office of Federal Procurement 2clicy

Act" [Ref. 23], Executive Order 12352, #Federal Procurement,

Feforzs" [Ref. 24], and "The Office of Federal Procurement
Folicy Act Amenduents of 1983." [Ref. 25] "The Office of
Federal Erocurement Eolicy Act" established the Office of

Federal Frccurement FEclicy (OFEP). Additionally, the Act

directs the heads' c¢f each of the . Executive agencies to
develcp and ma;ntain a frocurepent career management prcgran
withir their respective -agencies to ensure an adeguate
rrofessicnal work force. In crder to implement the fprovi-
sions c¢f "The Federal Procurement Policy Act, Executive
Crder 12382, delineates otjectives to be achieved Lty the
agencies, Career marajement frograms are to cover the full

range cf fpersonrel management functions. Programs are to.

result in a highly gualified, ‘well managed, prcfessional
work force. Finally, "The Cfficé'of Federal Procurement
Eolicy‘éct Amendzents of 1983" is even more'speéific ir its
directior to officials in the Executive agencies. It
rejuires the establishment of a formal Procurement Career
,anagementlSystem to le joinily admin- istered by the'agen-

cies, and further directs k& the development of fcrzal.

Frocurement Career [Erograms tc form the substance cf that
sy-teg.

C. 1EE TASK GROUP ANL ITS CCNCLUSIONS

As a direct resclt of' Executive Order 12352, iarious
inter-agency téék grcups we:e_impanéled to address a £full
range ¢f prccurezent ;tobiems. Under the direction of CFEP,
Jask Group 6 undertcck ajcomrrehensive examination of each
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facet c¢f the existing rrocurezeént work force. In garticular,
the fcllcwirg areas wnere examiped for each of the recogrized
rrofessicnal series related tc procureaent [Ref. 26] :

1. The status of the series at ipdividuzl Executive
agencies.

| Za Matual and uxigue Frokleans in pe:forman?e, training

and career grogressicr. | ’ ) |

3. 1ldentified areas in need of improverert.

4. Suégested improvement techniqués and p:o?rams.

. The best methcds to develép and manage effective
career Danagement procrams in crder to satisfy the guidance.

The results of the initial work by the Task Fcrce,
presenfed ip early 1S¢&4, indicated some sericus weaknesses
in existing programé for small rurchase pérsonnel [Ref. 27].
"In fact, the group ccrcluded tbat no effective career devel-
cpment cr training prcgram exists for mostvlios/iloé series
gerscrnnel withir the agencies. Occupational standards for
the 1105 series had last been rewritten in 1969, with no
substantive revisions in the ensuing'ls.yeazs. As written,
these standards failed ‘to reccgnize the current duties and
respcnsitilities'of tke 1105 series, and failed to reflect
the current -complexities of small purchase procurement due
to_regulatich and law [Ref. 28]. Further, the existing
standards did not acccunt fcr the tremendous increase in the
ﬁolume and variety c¢i tasks éséigned to‘the 1105 kuyer due
to the rise in thfeshold values from $2,500 to $25,00C fop
.all acencies during the reriod of neglsct [Ref. 29],'nor did
they reflect the 1level of sorhistication of sdme itens now
- withic tte.threshold-énoungs. f
' Farticularly trcublesome to the Taék Force were the
terns and definitions associated with the 1705 series in the
evistirg standards [Bef. 30 ]. Srzall purchase, as a disci-
pline, ‘was distinguished primarily ‘hy‘its reliance ufon
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sinplified purchasirg frocedures. This distinction apfpeared
directly responsible for the widely aneld ©belief that the.
small purchase functicn was relatively simple arnd primarily
clerical in nature. This telief; in turn, had fosterecé the
formaticr cf an auara ¢f secoand-class citizenship aicund the
field of ssgall purchase, without admitting that sizplified
purchasirgy frocedures could cover nmany complex transactionmns.
Finally, it was <clear to the Task Force that the cutdéated
1105 staréards were in direct conflict with the recently

‘reforzed cccupational standards for the 1102 series

[Ref. *1.. The 1102 standards had reserved fcrmal
éontzacting in all its foras to the 1102 community, +shile
the 110¢ standards assigned the sane functions to '108s ian
certain instances. In fact, as will be discussed later in

this refcrt, this inconsistency has caused consideraktle
confusicr ir personnel and task assignment which is still

reing experienced today..

Task Forc2 € fourd similar probleas -with the occuia-
tional standcards ré;ating to the 1106 series. Altkough scrme
revisiors had been accomplished, there was still ccnsider-
able cverlar of prescribed, functions with those of the rew
1102 stardards, espeéially fcr procurement assistants at the
GS-6 level and atove. Additionally, it was noted'that no
training prcegranms of note haﬁ teen developed and dedicated
to the rarticular needs of the 1106 sefies'[Ref. 321. |

- L. TEE VIEW FROM THE FIELD

Ipterview responses,frbm'supervisory personael and'small
purchase’bﬁyers.at various field activities tend to surécrt'
the ccnclusicns reacted by Task Force 6. Most 1105 ahd’1106'
position descriptiqns support the notion of smal; ;urthase
as a clerical . function, at least as pefceived ky thcse
involved in small pu;chase. Those :interviewed Lepeatedly
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related that pcsitica descriptions [prisarily emphasize
prodrctivity in terrxs of volume at tae expecse of quality
recognition. It aprears that ir many activities, 110f and
1106 [ferscrnel are cften asked to perfors in areas not
-related to their prcfessiohal standards, much like tempcrary:
bel;. o - |
A second éommon perception related Ly small rurchase
Ferscrnel is that <f a systemic praference for thcse
contract personnel in the 1102 series. This preference is
manifest in the form cf greaﬁer crportunity for advancesent,
a less demanding scrk atmosphere, more . organizational
suppcrt, and petter fpay.:  Frequently cited examples irclude
the relatively greater nuskér of higher grades: in the
contract sktops as well as the telief that perﬁétmance evalu-
ations are generally better. Almost without excefption,
small purchase jerscinnel see no comparable systemic efféft
to recognize small purchase as a rrofessiopal discipline.
The final grcup E:'consistent responses relates tc the
atmospkere in the small purchase shop itself. It is not
uncomzcn fcr Luyers tc characterize their werk emvircérment
as sigilar to that in an industrial M™sweat shog." This
seems tc derive primarily from the work loads coupled'with
the ccrplexity aad. chéngeqhility of task assignments.
Finally, respondents often mentiéned the lack 6f formai and
. inforsal recoyaition for supericr perforamance, and. the'lack
cf'peeded'training'adninistéred by the commands.

E. TEE ERACTICAL EFFECIS

Tte practicai effects of this professional neglect 6f,
the rersconel engagedAin' the small bdrchase”fdncticn are
" likewise readily a;farent from the responses: of those
involved. There exists considerable confusion at all levels
about the nature of 1105/11C€ responsibility, especially
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where tasks appear siasilar to those assigned to persconnel in
the 1102 series.' Ccrsequently, it is guite cdmmon, tased
upoh the researchers' cbservations, to find small purchase
perscnnel working in areas that saould properly Le assigned
to ccptracting personiel in the 1102 series, and vice versa.

A second'manifestafion, clearly recognized by ranagers
at all 1levels in procurement administration, is the high
curncver rate apong small fpurchase personnel. Experience
appears tc estallish the orgarizational l1ife expectancy of
the 'trightest small purchase performers at about . three

years. After that, fhey gove into contracting jols ir the

1102 series, or ;ositions'in cther sectors of Governzent and
¢ivilian endeavor. This would not be  particularly

disturking if it rep:eeented genuine career progression and’

resulted in a supericr work fcrce overall. However, the
researckers' research clearly suggests that such moves are

usnally '‘motivated Lty a desire for higher pay arnd less

intense work, rather than any real Lnterest in the field of
contracting as a career.
AD e€ven more revealiag and potentially more damaging

"attitude™ froblem surfaced in the researchers' okservaticns

and interviews at mapy activities. The researchers clearly
noticed an air c¢f deep cynicism on the part of many Luyers
concexnlng a variety of aspects of job anmd organizaticn.
Intervzen responses seem to indicate that this ls rrimarily

the result .of a perceived lepatlty between a buyer'< CWh -

desire for professicnal status, and actual orgarizatiopal
treatnment, commonly characterized as non-professional. This
cynicism, in turn, has engendered an underlying. mccd cf

. bopelcsspess manifest in frequent complaints about never-

diminishing vork loads, mininal opportunities for advance-

zent, and a lack of irdividual recognition.

ﬂany cther practlcal effects of the general deflczency
cf prc;e=szcnal develcpnent vere noted iLi  the researche:s'
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‘intervieus. Two of these, particularly, Lkear notirg here.
First, there aprears to be a common reluctance on the part
cf buyer~level 1105s and 1106s to accept supervisory respcn-
'_=1b111ty. Intervies responses indicate that this signifi-

cant ster in career development is avoided as a result of
.the view tlat such responsibility means little more than

additiornal work. Seccndly, the researchers were disrayed to

- find that, on the whcle, the mcrale in most small Furchase
shops is dismally lcs. Each of the previocusly rresented
- professicnal deficiencies has contributed, to one degree or
another, tc this sitvation. It is further apparent, from
the researchers' interviews c¢f those in management [fosi-
tions, that the true extent of this decline in morale is rnot
generally recognized. | -

Finally, and perhaps aost crltlcally from the stapdpoint
cf what the researchers hope tc accomplish, the researchers
cbserved that many c¢f the factors diécussed may have cper-
’ated to lessen the incentive of the average small furchase
Leyer to learn and improve jcb skills. This e€lemernt of
" kuyer attitude, alcre, afppears to nave had a decidedly
negative imjpact upon existing efforts to conduct training at
.all activities that were oktserved. Again, any comnnection
that may exist between general deficiencies in prcfessicnal
develc;meht at the activity 'level and learnming . attitude
apbeaxs tc have escaped those responsible for fraining
deeign at-all levelé-éf the prccqremeht effort.

'F. TASK GRCUP RECOMMENDATICNS

.Cnce 1lask Fcrce ' 6 had " ccmpleted its primary taek:-of~

deielc;i:g an  effective career development program fcr the
1102 series, it turned its attentlon to general zeccmmenda-
tions conceznlng the small purchase series. - In early March

cf 1564, the Task Grcep issued “Task Group 6 Report on Small
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Furckase Fersonpel Career Mapagement," and presented the
report to the Executive Committee or Federal Procurement
Feforz cn March 12th [Ref. 33]. While essentially a
propcsed pclicy statezent, the report did reccmmend that tae
€executive ageacies [ferform the ﬁollowing tasks [Ref. 34],
[Ref. 35 : '

1. 'revelop‘compxehensive flazs for employing, frozcting

and traicing small ptrchas=z specialists.

2. Establisi career development plans for =small

purchase zgecialists to include decfinitized criteria ard a
certificaticn prograu.

3. Establlsh fcimal "career bridging"® mechanlsms that
enhance 1105 trans;tlcn to 110%. _

4. Develop an Anteragency program for comprehensive

training in small p"'cnase techniques,

5. FKevise and rewrite the 65-1105 and 6S-1106 classifi-
caticn and gualification standards.
6. Establish an intéragency work group to define:
a. Spzcific weaknesses
t. ©Necessary skills.
C. Training and exfperience goals.
d. Guidelines for demonstrating groficiency;
Essertially, the Task Force report reflects  what the
rescarchers believe pay be arppropriate gyoals for amy ccrire-
bensive and cootdipated career develophenu progfam'fci small
[urchase fersonnel. Research cqnducted for this repecrt

indicates widesgread interest in acconplishment of the

follcwing specific otjectives:
1. Cvercome perfcrmance guaiity and.productivity';rcb-
lems. A | 4 o | , - , '
Z. Reduce snall purdhase reléted-fraud, _waste, and
abuse. ‘ '

3. Prcvfde for an orderly and predlctable transition

from 110£/1106 series to the 1102 series.
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4. Enhance’entry-level hiring practices and stardards.

c. Stimulate a sense of'professionalism in the spall
Furchase ccor.aity. '

€. Prcvide +timely and wusable reference materials to
small fpuzchase pefsonnel in the field. ’ l

7. Ersure funding fer small purchase research and
traicing. -

€. Clarify areas of professional responsibility and
expertise. '

¢. Specify stardards for both fcrmal and on-the-job

trainipg for all small purchase persoanel.

1C. Conduct ar o0290ing rroyram oJ review of small
Furctase netbods and frocedures.- | -

1. pefine predictable career patterans witk visitle
rerfcrrance and experience nilestones. .

12. Prcmote Government-wide consistency in the field of
small fpurckase.

G. ACTICHS UNDERWAY

As a result of tte policy structure established bty the

Task Force, some copstructive actions are already underwvay -

'in, the area of small = purcaase career develcrment.
Fepresentatives of the Task Force Lave begun a cosprehensive
survey of the 's3all furchass function. The survey, sched-
uled to le completed ia the fall of 1984, is designed to be
troad tased, systemati@,” and to solicit views frem all
levels of the Federaj procureﬁeng‘communityf The results of
the survey are - intended to serve the following ;ut;oées
[Ref. 367 : " _ '

1. To define specific career wanagement goals.
2. 1To address sipecific organi_ational weaknesses.
3. . To identify srecific acvas of performance weakness.
4. 1To identify specific training reguirementsf '
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Ccncurrently, urder the sporsorsaiy and juidance cf tte
fedexa; Acguisition Irstitute (FAI), development has Legun

'cn a desk guide, wcrkbook, and instructor's mpaaual to be

used as a tasis'fcr training and as a reference fcr small
;uréhase personnel [Eef. 37 ). This package is scheduled fer
completicn rear the end of calendar year 1984, and is teinyg
desigred fcr icnteragency use based upon Government-wide
frocurexent concepts. Individual agencies will be enccur-

"~ aged tc surplement tle material in order to highlight uricue

Irokleas ané concerns.
"Finally, discussicns are currently underway witk the

~Cifice of Fersonrel Management (OPM) corcerning the revision
cf classification and qualification standards for the 1105
‘and 1106 series [Ref. 38]. Similar revisions have been

conpleted fcr the 1102 series, and it is expected that clear

- delineaticn of ' series respcasibilities will scon be

forthccming.

B. TLISCCSSION AND ANALYSIS

The impcrtance of a competent .small purchase work force
cannot ke cveremfhasized. Small pdrchase, as a functicn,
bhas a tremendous impact on operationai'reediness. ~ The wvast
pajority = of wmissicp-essential supplies and services ot
availakle through Gcevernment sources are obtained througk

" spmall purchase. The relative ahtonomy and low visibility of

the small [fpurchase hqyer‘sigﬁal high potential for fraud,

 waste, and abuse. Szall purchase shops have, over the pasf

three years, provided in excess of 50% of the .entry-level

Fersconel in the 110z series [Ref. 39].; This pgrcep&age
will undculbtedly rise as the level and quality of trainiag
increase in the'small puzchase-shops. Because of the large

number of actions generated in the area .of small purchase,

the pctertial for adsministrative cost savings as a result of:
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increased Luyer profici y is tremendous. ZIpdwed, fperfornm-

enc
ance imgrovement may rte meie closely related Lo actual
dollar savirgs in swxall puichase tham in any other single
area ¢f frccurement. ' _ B '

The efforts cf 1lask Groug 6 have 'placed the Federal
Goverrmert well on the road toward achieving a npunker of
important objectives in the struggle to lmprove samall
Furchase procurement. Chief among these may-he. _

1. A realizaticn of the importance of the small
purchase function and its perscnnei.

2. A clear defirition ang segregatlon of authority and
respcnsitility in the procurement vork force.

i Establishmernt of real _oppoctunltzes for career and
rerscral de&elopment at all levels of Government procurement
in general, and small purchase.brocnrement,in particular.

" 4. A renewed sense of professionalism in the spall
Furchase ccrmunity. ‘ | '
| c. The institution of adéguate programs 'for ongoing
trainirg and evaluaticn of small purchase personnel.

€. Uniformity and copsistency in the performance of
small 'curchase prccurement | throughodt' the Federal
Goverrmert. , | ' .

While it is extremely encou:aging to note the frcgress
Feing made in the area’' of small purchase'caréet develcgment
reforr, the researclters must note soaze substantial ccncerns
that may also need tc be addrecsed. First, .research indi-
cates that there are those ‘Fersonnel who will be contenf to
remair in the 1105 ard 1106 series, and do not .asgpire to
_cross the. career “bridge".to the 1102 series. There.appeérs'
to be a lack of orgazizéd encouragement and support at all

levels fer this.careex'¢hoice; Fnrfher, interiieus.reveal a
gerceived lack of.relevant trainihg‘and'prcfessidnal treat-
nent'fcr these career small rurchase personnel.
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Tbte researcters' final c¢cacern is that each c¢f the
emeiging erhancements to career dJevelopament = in small
purckase Le translated into reality at the ofperatioral
level. Wcrk loads often will not, without ad justment,

j--bnit tbe required levels of training. Evaluaticn criteria

for small purchase personnel, as mentioned earlier, are not
always ccnsistent wit. the establisned career develcpaent
[arameters. Additicrally, manniny levels are generally rct
ajeguate  to perait corcentration on ' affprofpriate
réspcnsikilities. ‘ '

I. SUMMAEY

Reiatively recent Congressional and Executive -init;é-
tives, ther, have legun tc explore possible weaknesses in
frofessicnal  develcpment fprcgrams for swall  purchase
persconel. Surveys opnow underway are intended to prcduce
data that may be utilized to establish formal career
Fatterrs and training progranms. General goals aud pclicy
cbjectives bave Leen specified, and some preliminary acticns
have leer urdertaken.

The researchers' interviews reveal a current CCICEID on

the rpart cf szall furcaisze professionals regarding the
gquality cf ;rofessiozai develofment. A pupker cf specific
areas Lave Leen addressed fn thisvchaptér. Responses indi-
cate a ferceived connection letween weaknesses in prcfes-

sional develbpment ard the effectiveness of any [frorosed .

small jpuvrichase training rrogranm.

Ic this‘end, it acst be npted that weaknesses ih.prcfes~‘

¢ional development may be only one of two classes of iufpedi~
. Rents tc the impleme:taiion-¢t effective training fcr small

purchase ;éréonnel. The second Cclass appears to conéist of .

perceived deficiencies in the organizational structures and
fractices of individual commands. The next chapter will




€exapine tlkese [perceived orgacizational dJdeficiencies in
detail.
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IV. ORGANIZATIONAL STSICTORE AND PRACTICES

A. 'IIIECDUCTIOH

Jist as weaknesses in szail Furchase career deyelé;ment
2ay Le negatively inflﬁencing; attitudes tcward training and
' professicpnal imrrovezent, perceived deficiencies in organi-
zaticral structure at the activity level may bLe having the
same k;nd cf inpact. This =structure defines the working

atmosthere within wkich any traininé Frogram wculé be
conducted, and are cf great ccncern to buyers and Supervi-

sory fersonnel alike. It is Trecognized that each activity
struggles with its cun unique set of [froblems and soluticn
cunstrairts. Bécent Contract uanagemeni Reviews and inter-
view responses indicate, hcuever, that certain - éleafly
defined areas emerge tinme after time..

. herorted performance and training deficiencies in these

‘areas apfear to result frcm the relative positica c¢f the
spall ;uzchasé functicn within the contracting organizaticn,
and frcam the administraticn of the small purchase urit
itself,' Issues enccuntered range froa technical corpetency
to mcre sukective cctsidetatiédé, such as attitude. 1t is

the resecarchbers' opirion t hat zost of these organizatioral

weakpesses say be addressed with little disrupticn cf werk
fiow. Scze, hcwever, aprear to reguire a reevaluatica of

orgarizaticsal policy at varicus levels and a redefirition

‘cf the sgall purchase functicn.

"Jn this Chapter, the researchers will examine ‘each of
‘these areas in turn. The [resentation will focus or the
fotential iu;abt upon small purchasevpetsonnei and training.
Finally, for'each area, the researchers will identify
fossitle sclutions. . o




E. SEEAFATION OF PRCFESSIONAL SERIES

In tte previcus Chajpter, the tlurring ¢f proper distinc-
tions letween frocurement series was related tc cutcated
cléssification standards and ihaccurate position descrip-
tions [Ref. 40]). The results of tais arparent confusicn are
gost cleaily seen at tle activity level. In the contracting
activities that the researchers visited or otherwvise inter-
viewed, twc manifestations were common. First, as indi-
cated, small purchase perscrpel in ihe 1105 and 110€ series
were cften performirg tasks normally the responsibility of
!1oé [€rscnrel. This was especially true in smaller activi-
ties. In addition, where 110Ss and 1106s were bath rresent
'in’the same organization, ' they were usually indistinguich-
able in task assignmert.

Ip this situatidn, solutions are merely the extersicn of
current efforts at tte Federai level as previously descrited
[Ref. 41, [Ref. 42]. Individual position descripticns must
le revritter in acccrdance with the receatly <revised 1102
gqualificaticn'standards and the pendiny revisions fer 110Ss
and 11Ceés. Specific attention must be paid by managers and
superviscrs to assigring responsibilities in line with these
revised pcsition descriptions. Finally, critical evaluation
€lemerts . mist be reviewed tc ensure that they relate *to
apprcrriate task'assignments.

C. CEFGANIZATION OF TEE BUYING FUNCTION

Tte tuying funmection in small purchase shops has Leen
divided ty various activities in a nuasber of different wvays.
In the ccurse of research, instances were noted of Luyers
divided Lty connodity, . hy terceived level of difficulty of
the acticn- or buy, Ly gecgraphicAlocatioﬁ‘df vendcrs ahd
suppliers, by majnr customer, and by coabinations cf these
foras.  There are sost cértainly 'bthér'lethods, engloyed
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€lsewbere, ;atticularly by orcanizatiors with more special-
ized resromsibilities. It is not clear ip many instarces,
however, whether tlese schemes have been wutilized as a-
result cf';reveﬁ- effectiveness, or wihether they have Leen
Ferpetuated from one lccal administration tc another through
tine. In other instances, this organizational facet is
teing c;nsténtly chanced on the basis of changing adsinis-
traticn ;:efetences. |

Euyers 'perceive somne decidedly negjative ‘effects
resultinc from this inconsistert application. They have

-expressed a sense of confusicn when familiar systems are

pcnstahtly <changed.’ .Organizétion by'level of action diffi-
culty arjears, botk from interviews and observatiocn, to

[resent a rumber of prpotential problems. Firset, it may

effectively deny grcwth opportunities to less experienced
huyets.‘ dlso, it may render proper rotation of sclicita-
tions ard tianket purchase crder (BPA) calls much more
difficult, as comiacdities cverlap without an effective
syster c¢f commupicaticn or cross-check available in @mcst
activities. Sone systems appear to make it extremely diffi-
cult tc rotate Luyers to brcaden experience. The tuyer's

'-ability to tecome fasiliar with vendors and l.toducte may be
‘hlndered 'ty some of the exletlng forms.

Scme kasic. solutions readily suggest'themselves under
these circurstapnces. Each of these'solutions, however, mist

'ke flexikly viewed ir order to account for unigue manning

and custcamer service reguirements.'~ First, each activity
should reexamine its tuyer a551gnment pol;c to include the
follcuzng ccnsideraticns:

1. Effectlve utilization of exlstlng expertlse.

2. Effectlve tralnlng thrcugh assz,nment rotaticn.

3. Personnel developnent through exposure to assign-
nents of varyxng 1evels of difficulty.
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4. Maximuz ofportunity for buyerf familiarity with
sources and prodicts. '

Puyers interviewed indicated the highest‘ degree of
satisfaction with orgamization by commodity. Such a clasesi-
ficaticn scleme does aprear to realize all relevant consid-
eraticns. It is 1likely that increased use cf data
[rocessirg equipment would ease the acute protlems of ccmzu-
nicaticns letween bujers, and render many of the cther
gethcds more effective. ’ '

L. BEFEFENCE MATERIAILS AND PUBLICATIONS

Ccntract' Management Review (CMR) ’discrepancy regorts
repeatedly cite the absence :f up-to-date publications and
reference material ir many small putchasé shors, especially'
in the smaller and mcre remote activities.  Even though the
redétal'Acguisition Fegulations (FAR) ‘and the . associated
Lepartrpert c¢f Defense FAR Supplemeat (DOD Pxﬁ SUPP) Lecame
effective as of april 1, 1984, many activities contacted do
pot have 'sufficient cogies of these vital  publicaticrs to
‘'serve luyer needs. - At nearly every activity, there appeared
to ke very little guidance available to buyers on the use of
the FAR and DOD FARSUEE.  NAVSUP P-467,. the primary refer-
ence cf srall purchase for nmany years,‘ has Lkeen suferceded
fy the FAR, and yet kuyers ccaronly report that nc Quidance.
has ‘Leen given froz any level concerning fits “immediate
status. ‘ ' ' . '

Scluticrs to these probleas raﬁge from'the simple tc the
. complex. Many activities may avoid recurring CMR discrepan-
cies ty”sinply enstxing that an adequate number of the
Froger ruklicaticns and reference materials are availahle to
Ssall puzchaée ferscrnel. . This should definitély include
the fcrtlcoming FAI reference materials mentioned in Chagter
I:I [Bef. 43]. Dedicated trainiry in FAR and DOL FAR SUPP
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utilization should Le recuired for all smail gurchase sufper-
visors and perscnnel {althcugh this' subject .will not re
addressed in this work). dost impor‘antly, NAVSUE should

take the lead in development and promulgation of a clear

Folicy regarding proger reference sources for small furchase
tuyeis under FAR. ' '

E. CUERENI LEGISLATICB, REGULATION, AND INSTRUCTION

Apctler significant buyer complaint cdncergs the diffi—
. culty experienced in keeping abreast bf_ emergiﬁg legisla-
tion,‘ regulation, Ahd instruction Gpertaining t¢ smpall
purchaée. It is reported that copies of this kind of
material are often pnct availakle to the dindividual tuyers.
¥hen material is available, it appears that it is citen
difficult tc understand and seldon interpreted -and sunua-
rized fcr the convenience of user personnel.: Buyers

complain that the «relevance of available material -to

specific buyer tasks is not alvays made understandatle.

TLe researchers' contend that this sithation may Iepre=-
sent a critical ueakresé in the structure of organizétional
suppcrt fcr most small purchase personnel. The reseacchers
'suggest that NAVSUP take the lead in developing a rrcgraaz to
gather, [prepare, and dlstrlhute regular susmaries of the
latest legislation and _regulatlon -applicable tc srall
purchase. , Superviscrs at individual. activities should
ensure, as a  matter cf regular review, that each huyer rain-
tains a file of relevant legislation and other pertinent
guidance. Also, ‘managers and supervzsors should Le tasked

to ccnduct local training on a regular basis to encourage"

famzixarlty with  the pract;cal reyuirements applicakle to
tuyers. ' '
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F. CEGANIZATIONAL GCALS ANC PEIORITIES

As ir any healthy otganizaticn, the yoals and cklectives
cf prccvrement activities are constantly being reevaluatel
and refined in order tc accomglish the stated missier. Tkis
has Leen especially't:ue in recent years as a result of
increased public and political atteation. Unfortuaately,
the resecarch indicates that the operative goals ampd fricri-
ties cf individual activities are often not clearly articu-
lated and cqmdunicated to small purchase personrnel. The
following kinds c¢f ccrcerns have bteen the focus of organiza-
tional enmghasis at rearly every activity at one time or
another: | |

1. [Erccurenent Adpinistrative Lead Time (PALT), cr scae
cther neasure of transéction-processing speed.

2. Ccaretition fercentages. -

3. 1lotal documert numbers frocessed.

4. Achievenment c¢f socic-economic joals.

Mapy tizes these shifts are ordained by higher authcrity
in\res;cnse to fressures at higher levels. Often, however,
they arpear to tepresent changing concerns at the activity
level. In any case, uyers frequently report that the
commuricaticn of current areas of emphasis to the kuyer

level is not generaliy timely, and is not always relnfcrced

through local instruction and training. Futther, tiey

complain’ that goals ard prlorltles are not ajways reflected_

in the evaluation sy=tems arplied to the 1nd1v1dual tuyers.
Clear and immediate communlcaglon of changing gcals and
Friorities should’ te a key e€lement of policy at every
Frocurement activity. Each should deveiop a written pclicy
stategent ccncerning the paiticular jJoals and objectives of
the s1all Furchase function, and see that this statement is
clearly and reguiaxly cconmunicated to. 4all Fperscnanel.
’Eeéformapée'evaluaticns of small purchase personnel should
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ke <clearly and directly related to achievement of thcse
goals ard cbjectives. Every attempt should be made to
achieve stakility 4in this goal structure. It would seem
desirsahie, though nct always practical, to limit changes to
those'acccmpanying mission revisions only. At least, each
activity shculd attemprt to avoid those alterations Ariven by
transitcry needs or temporary concerans.

Ge E?SFCB!lﬁCE APPR2ISAL SISTEMS

The Ferceived inadequacy of .current performance

appraisal systems fcr small purchase personnel is a defi-
ciency apparently recognized Ly authorities at all levels.
Cufrent systems do nct, thcse interviewed contend, Clearly
reflect tke perfcrmarce or akilities of buyers or sufpervi-
sors. In fact, a review of curreat literature indicates
that attention has Lteen directed grimarily iouard methcds of
efficiency measurement rather than consideration of relating
those nmeasurements tc formal evaluation criteria. '

Eack ruyer interviewed indicated a belief that svalua-
tion wsas heavily based upon the volume of actions>ptoce5$ed.
Each feit that such systems digd not adeguately reflect vari-
ations in task nature and ccrplexity. The result, buyers
seen to feel, is ar incomplete picture of the guality anq

expertise cf pgrsonnel (bcth in a positive angd ,negat;ve'

sense€). Inadequacy cf perfcrmance appraisal appears tc Le a
gajor ccotributor tc the ‘“sweatshop" perception mentioned
earlier.

It is .the researchers' orinion tnat ' exfpert ma:agement'

‘assistarce at the hichest levels is required to solve this
. Eroblen. Specifically, the researchers Lelieve that a
"two-frronged" evaluétién standard nust be developed to apply

to all small purchase persomnel. .. The first €lemert in swuch -

a stapéard would corsist c¢f a rating of the . overall task
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complexity cr difficvlty . assigned to the in&iviéual buyer.
The =zeccnd element would te an evaluative rating of the

actual ferformarce c¢f the Luyer. Volume copsideraticns

could still be factcred im, kEut should Le weighted to
reflect tke types of tasks Leinj performed. The researchers

sujgest that NAVSUP attempt to take a leading':gle in the

develcfmen: of a basic perfcrmance appfaisal system for
field level activities. Such a system should be flexikle,
within specific paraseters, to meet the unijue needs of
those activities.

B, BECCCNITION

The Lhuran need fcr reccgnition and positive reinfcrce-
ment is a fundamental concert in the be;avio:al sciences.
According to many <small furcﬁase persohnel éo whoa the
rescarchers lspoke; . Lowever, this concébt is not always

incorpcrated intc rractice. Rcutine recognition cf-superiof

rerfcrmarce is <cfter irregular or mon-existent. - In fact,
sany luyers and surervisors comsider this a particularly
sore fcint. Cften, exisiing recognition attempts are
Ferceived tc be insircere or pclitically motivated.

In this area, suggestions from the buyers thersclves

ranged frcm cash awards and promotions to nédia'tecogniticn.f
Ihe researcters contend that specific forms of reccgrition

are nct tke critical issue., Realizing that there are clear
limits cn the options available in this area, the

researchers suggest that"eACh activity develop a fcrxai“'
recogniticn program and use it. Recognition criteria should

Le <clearly ¢ommunicated' to all 'small purchase Tferscnnel.
Additicnally, the.fesearche;s suggest that NAVSUP sfcnsor a
regular prcgram of field reccgnition in the area c¢f small
furchase. ' ' |

1
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I. CIEEICAIL SUGPEFORT

Even with the blessihgs of simplified purchasing rroce-
dures, émall'purchase buyers generate a tremendous vclurme of
Faper wcrk. Given +the time serpsitive nature of nmcst
acticns, it would seez impetative that small purchase tuyers
receive adeguate clerical suppcrt. Buyérs and superviscrs
report ttat this is pct the case in many activities, esge-
cially titose with large brocﬁrement'Organizations.

Mcst organizational plans that the researchers ctserved
provide a single tyrirg pocl for the contracting acd small
;drchase functicns. In general, these pools apgpear to
contain an insufficiert numker of'typists to meet all needs.
Where wcrk crder is determined by the typists-themselies, it
‘is perceived by buyers thattcontracting parer wvork cften
takes rrecedence over that cf small purchase.' Buyers
relieve that this is because contracting jobs are nere
interesting, 4involve more money, receive Gore raragement
attenticc, and are less tedious. |

'~ 1he problem of clerical surport would not merit mertiorn
€xcert that it apgears tc¢ imract so dramatically ufon
cbserved hufer perforrance. Lelays in purchase acticr can,
in many cases, 'te traced directly to delays in the clerical
functicn. These delays have run as long as 10 days, with
clerical Lacklogs of  as .many as 800 documents xeptrted
[Ref. 44°. -Such.cle:ical limitations diréétly increase PALT
and pecatively influence othex';erformance Beasures. 'Buyers
'suggest-that they-a;e not éasiiy coﬁvinced-cf the des;re4

ability cf additional training when they are not getting’
this sisple form of crgamizaticnal support for the wcrk that

they are currently dcing. -

ﬁhere-—;oSsible, activities should estaklish separate
typing ;cclé for small purchase. Such an orgaaizaticral
‘distinction may encotrage closer cbatact between typists and




kuyers, and aid in tle early resolution of fprobleas. Small‘
ﬁurchase surervisors would also find it ‘easi=~ tc —review
work apd screen friorities in the pool. Clerice.. erscnpel
aiso tenefit by increased oppcrtuhity to become tfamiliar
with the unique needs of small purchase. Alternatives would
te to dedicate specific personnel in common pools tc small
Furchase, or tc establish scre focra of work scheduling
syster that does  nct discriminate against any fupctioral

area cf frrccurement.

J. SUFEFVISORY SU2PCET

Tke vclume and variety of small purchase tasks, togetter f?i
with the the range of personnel capabilities, appear tc make

effective supervisicr essential tc the =mission cf small ) e
furchase. It should be noted that the researchers did, in : :{S
the ccurse of cbservations and interviews, erncounter a ';:
nunber c¢f competent superviscrs. The research reveals, : &f;
however} a numker cf essertial managenment 'functicné that ;;;
rany small purchase surervisors do not seea to pecicrm, or , ST

Ferficra cnly'to, a liaited degree. ;

Althcugh the ultirate responsibility for the dispesition
of ipndividual acticns rests with the buyer, iante vieus indi-
.cate that fhere are a number .of screening a ticns thau
should ke pgfformed Ly, the supervisor to easufe tae most
€effective utilization of tizme and talent. Incomfing. rurchase

requests shculd be screened for assignmeant to|the arrro-

priate tuyer. Pricxitiesi should . be screenefi tc assist - ' ET%
tuyers ir ordering . their work and to prevent 1buse of the A i :
‘priority system.. Wwhere buyers need assiéténc ; Furchase ;ﬁi
descripticns shculd be screened to determing adeguacy. o
khere ;activities frovide walk-througa sgmal V;ﬁtchase‘ ST

service, walk-throughs must be screeved to prevent fressure
cn buyers engaged in more urgent work. Screeaing, as a




generic activity, riears to te essential to superviscis as
a means ¢f keeping track of the fiow of effort in thLe sho;.

Supervisors, in ary organization,‘ frovide the essertial
link letween upper levels cf management and 'thoseAactually
ferfersirg the task. The researchers observe that it is no
less true in the small purchase environment. ‘Buyers desire
that sujervisors také an active ~roie in';ecoguizing the
achievemerts of individual kuyers, * and éoliciting crganiza-
tional recognitiocn. They skould take the lead in"su;;crting
the efforts of small purchase personnel, both within ard
sithout the activity. A competent' supervisor'shcﬁlé_,be
€asily accessible ir crder tc provide techanical cr cther
assistarce. Sugervisors should be able éo Jidentify indi-:
vidual areas of need, and shculd be a vital parflcf small
Fur.kase training. '

At least tvo ctker organizational ueéknessesv that the

researchers have observed appear to relate to the guality of
supervisicr. First, buyers relate that sﬁpervisors cfien
fail tc ensure that personnel have relevant publications,
regulaticns, and instructiogcs. .Further, itfis rerorted that :
tuyers cften are not t.iained in their meaﬂing and applaica-
tion. Seccnd, the researchers observe that'ﬁdre substantiai
attempts tc minimize the recurring. aspectsv of tasks and
redurdant reguirements for information could begin at tae
superviscry lgvei.' These attempis’may éonsist ‘of desigas

‘ for lccal forms that assist kuyers in the perforrance of
‘foutire joks. '

There are no easy answers to the Juestion of sufervisor o
'competence. The resecarchers suggest only that an expanded
view cf the pnature of superviscry responsibility, dinciuding
€lements herein noted, be adopted at all.leﬁels. : 5eléctiqn
and - evaluation of <superviscry persoanel Ashéuld then be
grourded in this expanded view. Training, both in general
managezent skills and in all aspects of small purchase, gay

€4
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aiso Le valuable. Attenticn to the specific sukiject areas
in the next vaapter would familiarize supervisors with
training deficiencies currently found in the field. To
complete the circle, formal channels ZIor Luyer feedlack to
superviscrs sktould be established aad their use encczuraged.
Such meckarisas shculd perait evaluation <¢f superviscry
€effectiveness in a ccostructive, non-personal manner.

K. CCHMMURICATIONS

Effective ccmmurication may be the 1lifeblced cf the

small purchase orgapization. A free flow of informaticn,

‘toth inside and cutside the activity, aprears necessary in

crder to accurately determine amnd satisfy customer needs.
This infcrmational flcw may also be critical to the fprccess
cf self-evaluation and performacce improvemeat. Mapy small

"purchase orcamizztioxs, however, appear to be sericusly

bampered Ly weak internal and external commanicaticns
systexs and practices. ' , ‘

Inteinally, feedtack freca sufpervisory personnel tc indi-
vidual Luyers is often reported to be 'irregular atd ncn-
constructive in nature. In several instances that .the
researchers observed, the relationship seemed almest adver-
satiye in nature. Ir many others, coamunication c¢ften tcok
the fcrsm cf criticism of varying'strengths. Buyers coxplain
that CME discrepancies and other review findings ‘are  not
translated into specific goals and areas Oof concern that
Luyers can understand. Memcranda and instructions are cften
prdmulgatéd in language that is ‘difficult to . understand by

-those expected tc be tound by thear content. There is cften

little sharing of gcod ideas .and innovative 'technigues'
withir small purchase shops. ‘

Externally, the researchers observe that buyers‘éener-
aliy . bave 1little, if any, perscnal contact with those feofle
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atove and telow them in the ssall purchase plpellne. Ttey
cften dc not know vencors and their products first hand, rer
have they ever met face to face with representatives cf key
custcmers.._The fesea:chers okserved at least one examrle of

total derendence upén an unreliable medium of commumnication
'ty a large small purchase operation [Ref. 45]. In tkis

instanrce, the skall' purchase function virtually carze tc a
standstill for ﬁ Substantial pefiod as a result of disacled
telex facilities. . ‘

Euyers appear. to teel that a crucxal aspect of cczmpurni-
caticps, frcam the stardroint cf ssall purchase training, is
superixscry agareness of individual buyer «capabilities and
veakresses. This may determine the supervisor's assessment
cf the level 'of7instructionél comprehension and .need, and
c0nsegue:t1y'finfluences the design and presentation of
training material. . Supervisors may also take the lead in
encouraging thé submission of useful ideas and innovatioaxs,
and assist .'in making these  available throughcuf‘ the
organizaticn. o ,

Several solutions appropriate to these situaticns have

reen =suggested frevicusly in relation to other r[prcktless.

These include the development and encouraged usc of fcrral
feedlack mechanicms.' These mechanisms should permit regular
and ccnctructlve interaction of buyers and supervisors and
should te monltored by the activity for effectlveness.
Activities should develop specific and easily understood
action ;lans,'includjng individual buyet-goéls, as a result

. ¢f any review or insrection of tiae smdll purchase functlcn.v‘

Such reviews are suprosed to stlmulate improvement on the

Fart cf the organxzatlcn, and this can only Le acccuplisted

if . huyer= understand the results and exbected individual

-imprcvements.

Scme very creative and effective ~efforts have heenimade
Ly various activities to break down the larriers isclating
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tuyers ficm both customers and vendors. Two of tke ucst
unibezsally useful, tte researchers feel, are wyendor days"
and wmeetings - Letween Dbuyers and princigal custcpmers
[Ref. 46°. In the fcrmer, available vendors are scheduled
to make personal visits to the activity, bringing sazples of
their rrimary products. Buyers get a chahce to se€€ the
faces and handle the products that they deal with cn a day-
to-day Ltasis, afpparertly resulting in increased corfiderce
and ruyer satisfacticn. Act1v1ty sponsored aeetxngs tetseen
tuyers and thier prircipgal contacts at major custcmer activ-
ities =se€ems to go a long way .toward eliminating future
confusicr, lisunderstdnding,'and ill feeling. 3Both cf taese
Fractices, in additicr, appear to foster the “"teaa" attitude
SO ne€cessary in anj service orgamnization.

1. SERVICE ATTITIUDE

Syxall purchase buyers who have an understanding cf the
vital serxvice that tley perfors, and who desire tc fprcvide
that service under ail circumstances, report that they will
not hesitate to seek out and absorb additional training.
Eased upcn a sense of the prevailing attitudes in the activ-
ities that the reseaichers cktserved, much needs to ke dcne
to e€bncourage and maintﬁin ap overall MYservice-criented®
attitude in small purchase shé;s. Evils that may be encoun-
tered include, but are not iimited to, total buyer dedica-
tion to the problens of vendors; treatment of custcrézs as.

_annoyances, and consideration cf action requests as. anything

cther than cpportunzt;es to serve.

- This is another ;zoblem ar€a that 'is not easily gracped,'
let alone elxm;ngted. Lack 'of service attitude, Lcwever,
appears tc be the single greatest iampediment to training,
and sc must be dealt wsita. Managers and supervisors must be
e€xtrezely csensitive to 'manifegtatibns of buyer aétitude;
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Activities should regularly sclicit forzal aud infcrzal
feedrack frcm all custoumers regardinyg iaspressions of Luyers.
As ap additional tocl, the researchers strongly suggest thafv
€ach activity publish and sugport a policy statement on
serviée; An example of such a ste.sncnt aiready in use by
several activities is included as ‘Appendix Ai. Regular
perfcrmarce evaluations should, ~likewise, - refiect the
tuyer's performance in this regard. ’

E. IFAINING

In ordér to proycse a kasé liﬁe curriculua fcr spall
Furchase trainirg, it was pecessary to examine and evaluate
the ccntent and effectiveness of current efforts it the
area. §itkout exception, those to wham the reseéarchers
spoke at every organizational level agreed that the tcpic of
small purchase training desperately needed critical reevalu-
ation.  Just as Task Force 6 had suggesied, the ccnuon
Fercerticn is that current training in small purchase is
woefully inadequate. The following common causes c¢f ttis
inadeguacy are cited Ly buyers and supervisocs:'

1. Insufficient time is allocated to training Lkecause
cf o;eiaticnal werk lcads.

2. Formal in'trpction for saall puf;hase’is generally
comkined with that|fcr Eontracting personnel.

3. Training is se€ldom directed to the particular grcb-
lems cf an activity. ‘ ,

4. Training seldcm addresses emerjing spécialty issues,
such as Autonate Lata Prccessing (ADP) bujing‘ under
expanded tlresholds. - 'i ' _ ’ |

" S iraidingA aterials are usually unsuitable reference
raterials. ' '
€. Nc specific training exists for small f[purchase
supe:visérs. 4 '
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7. Training materials are often outdated, and are
difficult tc comrreherd and use.

8. No attempt is made to relate small furchase tc the
cverall gcvernmert prccurenent effort. Buje:s do not know
shy they must do the things they are trained to do.

At this timse, most small purchase training in the ZCC is
tased upcn a segaent of the entry-level Frocurement ccurse
develcred and taught by the Army at Ft. Lee, virgiria
[Eef. 47:. As taught, ssall ;urchase'pecnliar ‘material
constitutes a four-hcur segsent of the course. Most lccally
develc;ed training prcgrams are . derivatives of the fcur-day
corres;cndence've:sicx also developed at Ft. Lee. As nearly
as tle researchers «could detecaine, nearly 20% c¢f the
;érsc:nel curreatly working in Navy small purchase shcps
bave zct bad this trainming [Ref. 48J). At this time, there
is bpc program for stpplementation of this basic [package
[Ref. 49]. Follcw-on training, wvhere it dccurs, consists of
reapplying this ~sase entry-level nmaterial. Prevailing
cpinicr indicates tlat this rsaterial 1is not in a fecrzat
useakle cn a day-to-day basis ty buyers in the field.  This
is furtﬁer  corrcborated by the profusioﬁlof local deriva-
tives, e€ach attempting to render the training more timely
and relevant. Even where atteapted, the researchers fcund
that fraining was irregular' acd incoaplete.

Ectential soluticns to this urgent prdblem_are tke rajcr

thrust of ‘this work. It is the researchers‘'opinior that
significant progress may be made by better wtilizaticn of
€xistibg scurces of trainimg coupled with the immediate

develcgment of a fcllow on  or refresher coerse desigped

.specifically to address existirg problems. First, - it is
essertial that activities ensure tnat all swall furchase

;erscnnel attend some approved fcrm of the rasic course. A

formal refresher program should be administered Ly each
activity on a regular lasis. Such a pregram should, aﬁ a
ginimuva, ccosist of the following:
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1. A specific list of torics reievant to the effcrts of
the ircividual activity, develored jointly by buyers and
Eanagers. ' o s .

2. Modularized training material specifically désignéd
for ssall purchase refresher trainiﬁg.

3. Supplemental material designed by the administering .

activity. , .
4. Specialized trainirg fer small purchase superviscry
persconel, emphasizinc¢ their unique resgonsibilities.

Sa Dedicated training time according to a Freviously.

;ubliéized schedvule.
€. A formal feedback rrogram to assess training efiec-
tiveness . | | L
7. Fecrmal reccgnition and documeatation of coapleted
training. ' ’

N. SUMMAEY

The afprarent orgamizational wedknesses just discussed

represent real and present ccncerns of small furchase
Fersconel. These ccncerns were revealed not in resronse to

questicns regarding crganizaticnal structure, but rather in

respcnse tc regquests to iaentify factors that influernce

smpall fpurchase trairing. Because of this perceived link, .

these ccrcerns have reen examined here in the'bargst teras.
The 'researchers feel that serious consideration must be
given tc these specific areas, as well as those that sirncere
self-examination amay frovide. Such consideration is deemed

a prereguisite to successful training of any kind. This
coasideratica must te given, . as indicated, hoth at the .

systels'ccnnand and activity levels.

In the process of addressing the apparent deficiepcies in

‘Loth [rofessional development and organizational structure,

Bany €xisting fperforsance discrepancies should likewise be
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cverccre. Other recurring discrepancies,

the reseachers

contend, lafgely reflect weaknesses in curreant trainiag
cnly. The next Chapter will identify and discuss thcse

areasce.
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V. OVERYIES OF PBCPCJED TRAINING AREAS

A. IFTECCUCTION

In tte previcus chajters, the professional and organiza-
tional ervironments associated with small purchase have been
examined in some detail. | Attention will now be turnea to
specific training deficiencies uncovered by research, and
the nature and ccntert of suggested training materials. 1Ihe
purpése in this effcrt is tc identify recurring training

- needs acw fcund in Nawy small Furchase orgamnizaticns, ard to

estaltlisbh trke outlire for a Lkaseline ' training prcgrar to
zeet thcse needs. iz subseguent chapters, the researchers
will discuss suggested tralnlng format and methodology, as
well as tle estimated costs of traininy implementaticn.

| In this chagpter, the preséntation will focus cn a
strictly ligited numier of areas which exinibit, according to
research data, the greatest freauehcy cf cccurrence.
Further, these specific areas were most often identified in

'kuyer intgrvxeus as critical to efficient and effective

small purchase perforgance. The researchers vill attenmpt to

deal witl individual torics in a conceptual way, earhasizing

the a€ed for individual activities to tailor or modify the
material tc meet unigue needs. = As stated in intrcductcry

remarks tle ex;stetce of a level of konowledge consistent

sith xa=1c entry-level tralnlng will ke assumed. Firpally, .

every attempt will e made to encohrage a sense of prcfes-
sionalise in thcse sbko conduct and receive 'sdall furchase
training. | ' A '

The rresentation in this chapter will not'attempt to
address every prccedural discrepancy or training deficiercy
encountexed.in:the literature or research. No .atteaft is




gade to deal with any subject it minute detail. Nc claim is.

made cr implied that the perceived deficiencies herein exam-
ined are tc be fcund in every activity examined.

BE. SCUBCES OF INFOREATICN

Written findings and recoammendations resultiang from

Contract Maragement Feview (CMF) evaluation visits ccarrise
| the jiiimary source of disc;epancy information. Ikese
consxet cf: _

1. Specific reviews conducted at various levels within
the Naval Supply Systems Command (NAVSOP) during 1982 and
1983 [Ref. S0]. | | "

2. A NAVSUP Arrual ~Kepcrt of Contracting Maragement
Fevieus [Ref. 511. '

A 3. A NAVSUP <exiannual CHMR Repoft sugpmarizing review
trends [Bef. 52]. |

4. Lccaily prerared 1lists of standard findirgs amnd
reconxénéations [Ref. 53]

211 infcrmation extracted from CMR reports was ccnfirzed
in irterviews with Field Management [fersonpel at NAVSUP,
Naval uaterialICommand (N-V¥ MAT), as well as those at varicus
referenced activities. ihese Fersonnel are responsitle fcr,
amcng ctter thihgs, t*e administration of the CME prcgram at
thezr Lespective lévels. Addition@lly, small ;urthase
eupe:vzecrs and perscnnel at  selected individual activities
were guectzcned. Firally, representatives of tae :ollcuzng
crganizaticns were ccntacted-

" 1. Cffice of The ;ecretary of Defense (OSD).
2. Iefense logistics Agency (DLA) .

3. General Services Admpinistration (GSA) -

4. Federal Acguisition Institute (FAI).

5. A:mykLogistics uanagemént'Center (ALNMC).
6. C. S. Air Fcrce (USAF). '
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Mcst currently applicatle literature vertaining tc the
field of swall purchase was also utilized by the researchers
during the ccurse of investigation. Relevant literature | y
ranged frcm the FAR to local training pregraams grcunded in o
the Leferse Basic Srall Purchase Course. Varicus prcfes-

sional articles and intechvérnmental bulletins and azemo-
randa were incorrorated as cited. ' - Y

C. BECUEEING CMB DISCREPANCIES

Based hpon a ccmp:eﬁensive review of availakle Cix : ;.;;
reports and disccepéncy listings, the researchers have fcund
that tke follcwing specific discrepancies are€  mcst
‘frequently indicated: ' v .

1. Inadequate EFA documentation. ' ——
« Improper $plitting-of requirements.

[TV N

. Furchase of public works type services.
4. Oren purchase of material available in the supgply S
syste:x cz on Faderal ‘ugply Schedules (F$S). : . i

e Cnauthorlzed commitwents (purchase order issued L

after tke wcrk has been performed).

€. Alsence of ;uréhase reguest from purchase files.
- lack of subseguentvcertificaticn of fair and
reascnakle rrices on.unpriced purchése crders.
' €. Awards to ncp-respcnsive bidders.

S. 1Imjproper preraraticn of .ID Foram 350.

10.  Iradeguate :ustification of fair and reascratle PR
frice. o . ' : . ——
" 11. Ipadequate justification of sole source Frccure- - S
gents. . , R o | ‘ f%;é
124 Inadequate documentation of uritten bids and oral ' ,
solicitations. . A I E _-v b /
13. Iradeguate  justification of awards to other ttan

'small Ltusiness where required.
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14.  Failure tc regyular.; review B2PAs and capcel where

wvarranted. : '
L Non-currernt clauses and provisions in EFAs and

Furchase Crders.

1€é. 1nadeguate srecifications or purchase descriptions.

7. ‘Furchase of ;roscrzbed itens.

1€. PBack-dating «f delivery orders.

1S. Purchase of ccnstruction materials and services.

2C. Excessive delays in document preparaiion. ,

z1. Iaproper gcdificaticn of samall purchase gurchase a
crders. ' _

22. Failure to execute BEAs where justified ty regeti-

tive crders.

-~
Lo

acticrs.

24.
ical.

zs
forms.

2¢€.

Improger documentaticn of ‘imprest £und trans-

Failure tc consolidate orders where more eccncm-

Citation c¢f incorrect paying office on wvarious

Inadeguate docunentatiorn of information ccntained

cn DL Fcrm 1155.

'R ST S TN
O W M W

Citation of inaccurate or improper accountlng data.
Izsproper prccurement of personal services.
Jafroper prccurement of ADP equipment.

" Failure to sclicit adegﬁate competition.

Wkile thke list cf individual discrepancies may at first

glance

tuyexe and supervisors lndlcate a
these dlSCtGp&DCleS
smaller numker of Lasic areas.
that those

for further

that

seer formidalle,

fcllcw~-on <¢r

discussious with smpall ';urchase
commonly held belief that’
degraded performance in a
It _is'in these basic areas
indicated the
It dces.

xefresher tralnlng dxrected toward

Lesult frcm

interviesed have greatest desire

training. appear to the researchers

tke
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follcwing subject areas wculd eliminaté the majority of
éonncz CkE discrepancies:
. Requirenents Determination.
Furchasing lethods.
EPA Use and Administraéion.

[TV S}
.

4. Purchase order Use.
€. LCocumentaticr. _ _
€. Dletermipaticr of Fair and Reascnakle Price.

7. Ccrpetition. .

E; Small Business Set Asides and Ccther Erograms.
S. AgGgcounting Lata and A;prdpria;ions. |

1C. In;test Fund.

11. ALF Procurement

1Z. Prioritizaticn of Erccurements.'

The resainder of this chapter will be devoted tc an
examination of these tasic subjéét areas. The presentaticns
¥ill kegin with a discussion of the specific prolklexs rcted
in eact a:éa by small purchase persoinel. An analysis of
the rrimary causes ard qontributiﬁg‘factors nqted in the

interviess uiil follcw. Each section willlconclude iigh a

sumnmary cf sclutions suggested Ly the researchers, ir ccaso-
pance with the views of small purchase buyers and
.Superviscrs. ‘

. Be SEECIFIC AREAS OF TRAINING SHORTFALLS
‘1. Eegquiremsnts Letermipaticn

a. Problens

While specification of reguirements is ncrrzally

the res;bhsibility' cf the customer organization, .=small

Furchase Luyers must actually translate the reguirement

stategent into a call or purchase action. In order tc make
the translation successful in term$ of performance and cost,
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the szall purchase buyer must ke able to accurately evaluate
the adeguacy of the reguirewments deScription. in practice,
hovever, CHMR discrepancyvreports indicate that buyers cften
accert ieguisitions cr other purchase reguests that are
deficient in one or mcre of the following areas: '

(1) Inadequate iten description.

(2) Chargeable funds citation.

(3) Certification cf availability of funds.

(4) Delivery address and instructions.

(5) Certification of screening”against manca-

tory sources of sugply. -

(6) Propsr priority assignment.

(7) Indication of Froper authorizazicro.

In addition to errors in handling these rela-
tively common purchase request deficiencies, interviewus
indicate that buyers experieace difficulty dealing with the
follcwing sivuations as well: |

(1) Purchase reguests wvhich do not accuratel}
describe the regquired item(s).

(2) Regquests for items which are extravagant or .

not missicn essential.

(3) Iten descrifptions that are so rarrasly

dravn as to preclude meaningful competiti~n.
. (4) Requests for unauthorized itesms.

5) . Reguests that do not, contain adeguate’

justification f¢r sole source procuv-ement.
't. - Causes and Contritutinj Factors

‘As has Leen proposed by the researchers in an

earlier chapter, effective and efficient ccmmtnicaticn is
the lifellccd of any frocurement operation. This aprears to

ke particularly true in the field of small purchase, where
there exists a lroad spectrum of customer needs, custonmer

expertise, luyer gbm;etence, and urgency of need. Besearch .
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data and ckservation indicate, nowever, that poor ccmmucicé-
tion [fractices commcrly result in the probleas descrired
above. More basically, poor ccmmunication denies the smail
purchase Luyer familjarigy with the basic missions ard func-
tions cf customer organizations, and with tbe characteris-
"tics of gcods and services wutilized by the custcmer.
Custcmer igynorance c¢f small purchase requiremects and
constrairts also results.

A major 'contributory' elément, acccrding to
tuyers, is ipadeguacy of supervisory and managemeut supfport.
Specifically, supervisors could be more active in estak-
lishirg and maintaining screening systems at the sufpervisor
‘level. Additionally, their is a perceived lack of ufpper-
level sujpport for suét aggressive buye: actions ‘as:

(1) Retsrning requisitions.or purchase reguésts
~for clarificaticr c¢r completion when necessary.
(2)' Challenging scle source reguests.

(3) Denying prccuremeat of unauthorized or
extravagart itenms. '

The remaining major factors have previously Leen
menticned in relaticr to weaknesseé in a number of areas.
First, luyers themselves admit, that continued ‘emphasis on
;erfcrmancé rates and other volume Dneasures encourages '
cursory e€xamination c¢f many purchase reguests in the inter-
€sts cf tinme. Finally, buyers also indicate a frustration.
«ith the lack - of the orggnizational resources neéessary to
independsntly verify data included on reguests.“ ' |

t

[

Ce Summafy ¢f Solutions : , Co

The- researchers recoamend that ._refresker
training consist of a. detailed review of the inferrzation
required in any adegquate furchase reguest or requisiticn,
coupled sith a diséussion of the purposes served Ly that
infcr;at?cn at eaéh .rung of the procurgment ladder. Buyers
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should Le made aware, through example, O the specific [Lcob-
lems that result whez information is iacomfplete or inaccu-
rate. Activities shculd, a numker of buyers have suggested,
froduce deteiled samjles of shitgble rejuest docuzents mcst
ccmmcrly encountered by the buyers ‘at the particular,
activity. These sasples should include guidance concerning
sole source justificationm, accounting data, mandatcry scurce
screeanineg, pricrities, and evidence of authorizatica.
Euyers, in the course of interviews, have also €xrressed a
desire tc jossess a comprehensive listing of unauthcrized
items and items.commc;ly reguested which ‘are usually censid-
cred reycnd mission need. "Don't buj“,lists are currently
scattered tiroughout vézious Frocurement publications, and
appear tc Le difficult to locate and use. Fimally, the
ressarchers reccamend the develcpment of a 1local fore to
"summarize and record actions takem in processing'purchase
requests. '

Several important actions may be taken Ly superviscrs and
ranagers to assist tie buyer in requirements determinatican.
First, 'as has been mentioned, activities may arrange Lujer
peetings with major vendors and cus;omérs. Research indi-
cates that such contact initiates further effective ccmmuni-
caticn letween buyer and vendor and  buyer and custcmer.
Activities should alsc, the researchers believe, do mcre to
estalklish forpal scxeening me€chanisns At” the superﬁisor
level to assist buyers with iten descriptions,' Ericrities,
‘sole scuxée requests, and questionable items. |

T

— — — ——

a. Problens

The prigary methcds of small'>putchase,' as
carlier described, are the purchase order, the BPA, and the
inprest fund. . The researchers have;found' that, c¢verall,
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small purchase buyers are gquite . familiar with each ¢f these
tools tnrough experience and entry-level training. CHx
discrerancies continue to indicate, however, that frctleas
still exist in deterzining the best method to use fcr a
givern recuirement. S;ecifically, the following prctlems are
reported: ' ‘ '

(1) Small purchase buyers choocse purchasing
pethcds which are nct the gcst ecomnomical for particular
transactions.

(2) Activities tend to underutilize bLoth BEAs
and isprest funds. . T o

(3) Small pPurchase buyers are not always ccgniJ:»
rzant cf ttre varlety cf methecds, forms, and threshold= afpii-
cable tc small purchase.

I. Causes arnd Contributing Factors

Most of the problemss listed above appear, from.
the 1research, to 1result frcr» the éelection of furchase
methcds lased upon bakit rather than a reasoned considera4

tion c¢f the advantages of one method over another under the
particular circusstarces. This apptoach is fostered, the
- researckers believe, by a fallqre to understand the tasic
cbjectives to be ackieved in chosing a particular method,.

and ty a failure to te thoroughly familiar with the ccndi- .

tions - arpropriate to éarticular purchasing methods. -
fihally, supervisors agpeadr to be somewhat: lax in screenlng
~and reView;xg'the purchase methcd selections of buyers and
froviding ccnstructive feedtack and guidance. ' No ;eiicdic
training dealing wiih FIoper method selection was noted in
the fesearqhers' interviews and ‘observations.

¢. Summary cf Soluticas

Suggyested training begians with a review cf the

tasic ccpsiderations in chosing a purchasing method. Such a
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review stculd irclude discussicn of tae relative eccncmies
cf tige and effort, the [frotection offered héth the
Governmert and the veﬁdor, the peculiar documentaticn, - and
Frovisicrs promoting or denying future flexikility.
Activities nmay develcr, perhaps in matrix form, a decision
tacle tc describe tlhe conditicns aprropriate to each avail-
able metlod of purchase. Further, the researche:s'cchtend,
activities should atfempt tc establish ratics cf methcds
approrriate to the experience of the activity, and mcritor
performance against tlicse ratios. Finally, buyers have
indicateé a need for regular exposure to current references
and exarples of currert documentation.

3. Elapket Eurchase Agreepents

a. Problenms

The cperative definition of a blanket purchase =

agreenent has been cited elsewhere in this work. What rmay
not Le readily arparent is the tremendous importance of this
rrocurenent tool to the field of small purchase. Prcrerly
executed and administefed, BPAs represent substantial
savings in time and dollars for routine [fprocurenment
[Ref. S47. Because cf this pctential, and because EPAs are
encouraged and comacrly used, CMR personnel specifically
examine activity performance in this area during the ccurse
cf the review. . Tte most fregquently cited discre;adcies
‘'relating tc BPAs provide the Lasis for'reﬁresher'ttaining in
this area. ' ‘
' According to available literature and interviews
‘with sgall purchase superviscrs aad buyers, ‘the féllcuihg
rasic [froblems are associated with vfﬁe administraticn of
EPAS: | S |
o (1) BPAs are not established when warranted.
" This i$‘;rigarily a failure tc recbgniZe that repetitive or
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freguent purchase orders issued to tne same venior tegresent
requiresents that may more €concomically be satisrfied witlk a
EPA. ‘

) {(2) BPAs are not reviewed on a regular has;s.
Bericdic ;evieus shchld ke conducted to evaluate  the
adeguqcy'of termns, tle currency ‘and comgleteness of reguired
clauses, and the continuing necessity for the BPA.-

' (3) BPls are not disestakiished in a timely
ganner. Buyers must screen active BPAs to aétermine» if
current crders indicate a continued need, and if monetary or
duraticn liritations Lave been exceeded.

(4) - Calls placed under BPAs are not adeguately
documented and reviewed. BEAs are subject to many cf the
same regulatéry regquirements aprplicable to all other methcds
cfvpoCcrement, and gust be documented in order to estaklish
conformance with those requirements. Further, docupentation
is essertial in the event that litigatiou results from
perfcrmance under a EEFA. '

' {5) An insufficiert number of BFAs arG.Cteated
to' ensire ddeguate competiticz. . The current [pclicy
sandating maximus cosfetiticn extends to calls placed under
EPAS.: ueaningfui ccapetition, and full involvement of the
availatle business base, cannot te accomplished if EPAs are
issued tc an‘unrealisticallg Small nunber of vendors.

(6) = BPA calls are not rotated in a manner ttat

prométes €qual vendcr cppattuniti; Once an'adeghate runter
of BEAs are establishéd, Folicy dictates that all listed
vendcrs Le given an 'egual 0ppo;tuni£y ‘to ‘ccmpete fcr'and
tenefit frcm Government procurement dollars.

-{7)  Individual BPA calls are not pro;erly

' screered tc determine’ if reguirements are available from
. stock «c¢r cther Federal Goverpment . sources. Mandatcry
sources cf supply aprly to calls placed under BPAs.
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(8) Original EPAs do -not include all reguired
clauses, ‘or those clauses are incomplete. - Many essertial
legal apd policy 1egquirepernts  are exf:essed in these
ciauses, and they serve to protect both the vendor ané the
Goversgert. Under tke FAR, Bsany aspects of these clauses

are chlanced.

(9) Euyers fail to synopsize BPhks ‘cr indi-
vidual calls wvhen required. The existence of a BFA {does not
elinipate the requirement to sjynopsize.’ The aprlicatle
regulaticn is included in the FAR [Ref. 55].

k. Causes and Contrikuting Factors

The research indicates several appargnt causes
for these deficiencies. First, .small purchase perscnnel
appear tc ke inadequately trained regarding the full rarge
cf admiristrative responsibilities associéted with CEPAs.

'Failure to treat the EPA as a dynanic instrument results in

a failure tc review ard document actions associated sith the
EPA cnce it is established. This narrow focus further gzari-
fests -itself in a comscn failure to urderstand the interre-
laticnship 'between the EEA and important Eclicy
consideiaticns, such as g&m;eiition. Compounding this situ-
ation is a related failure by most buyers to becoma famiiiar
with charging légal, administrative, and policy teguixeménté

. as they relate to BPas. T . -

The research further indicates, however, that’
the tuyers are nct sclely responsible for EPA Qiscrégancies.‘
Individual activities must, it appears from research, assume
the res;cnsibility fcr a common failure to establish fcrral
EPA review frocedures and -review S¢heduleé.' ‘The researck-
€rs' ckservations indicate thai, few activities rigcrcusly

encourage EEA review tc determine adeguacy, currency, and.

necessity. Likewise, few activities have given guidence to
tuyers regarding acceptable methcds of EPA call rotaticr.

-y .
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Finally, it appears that the atmosphere€ and ucrk

load in azcst saall purchase saofs contrikbute directly tc tae

freguert inattention given BFA administration. Intervievs
indicate that many buyers dc¢ »nct appear to give BFA-related
ratters the attentior that they deserve. In the press to
meet efficiency régciréments, call te;uirements are npot
alvays adeqgrately screened, records are not reviewed for
repetitive Luys, and inactive EPAs are not scrutinized.

Cc. Summary cf Soluticns

The3.tesearchers telieve that any attengt to
.conduct training in the area cf BPAs should begin with an
eifort tc define the role of the BPA in the procurement
FLOCESSs. It shculd ke cleatly rela ted that the purpcse of
the EEFA is to realize the econcmies of fime'and effort assc-
ciated witk consolidation cf repetitive orders tc cne
vendctr. The BEA ray,. nevertheless, résult in kinding
contracts, and must receive the full professional'attention
of the srall purchase kbuyer. To this end, training stould
include a deiailed reviev of the reguirements fo:'esfahlish—
gent, review, maintecance, and disestablishment of BEAs.
Propét dccumentation is a crucial element cf the
success cf ahxjptocu:enent action;  This is especially true
tor EEAs, despite . their seelingly  routine nature. The

specific documentaticr ;eguirghents for BPAs " are ccntained
in the FAF, and should be pfesentéd-along'uith discussicn cf
the pcrpcses served Ly each'regni:epent.- .This presentétion
zay ke dcne either in conjunction Qith BPAftraining or, és
"the researcters suggc;i, ‘as part of a training module dedi-
cated tc the elem.rts of froper docqpentétion fcr -any
[rocuresent actica. | ‘ o '

As menticned, the areas of rotaticn and mainte-
nance of sufficient ruabers cf BPAs are consistent scurces

cf ClF discrepancies. A coarrehensive training ccurse, the
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researccers peliieve, should contain specific activity
guidarnce ccncerning methods of call rotation and the fprofrer
tunber c¢f BPAs tc estaklish in any comnodity 3rea.
Additicpnally, training should ccntain a review of FAk-kased
clauses required in EPAs, tc include a list of all such
clauses and conditions for their use. '

_ Small prichase cuyers, finally,' indicated a
desire to -poséess a current 1list of all references
pertairing to BPAs. This list should contain FAF refer-
€ences, r as well as '09erative local policy statements.
Additicrally, valuakle guidance may be found, the
reseaxcherslbelieve, in the Defense Acquisition Kegulation
(DAR) and Naval Sd;ply~ Systems Coamand Publicaticn 467
(NAVSCE E~U4€7), .even though these have been superceded as
regulaticn ty the FAF. ' '

4. Eurchase Orders
a. Problems

Purchase crders are the cLasic tool of émall

Furchase personnel, ard as such their use often results ir a

fair ruster of significant discrepancies. The use of

delivery «crders courled witia purchase orders comprises  a

significant portion c¢f the purchases made by small ;uichasé‘

rerscrnel. These ,fpurchase actions are generéily executed
via a LI Form 1155, however they may be transmitted by
written telecommunications, or exeéuted o agency épﬁrcved
forms such as ‘the Standard Fecrm 44, Purchase orders are a
unilateral offer to & supglier, and therefore are not
tindirg contracts until the vendor accepts the order. Tbis
‘tay ke acccuplished_hj shippipg the suppiies, perfcrming a
significént portion cf the crder, or by written acceptance
cf the' crder.' In general, terus and conditions that are
'included in purchase crders are negotiated by the Goverrment
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and tke vendor Lefore the surchase order is prepared, and
' writter accegtance is therefore not ncrmally reguested by

the Gcvernment [Bef. $6].

| Purchase crders are¢ the most technically diffi-
cult =mall furchase dccuments te prepare, as each tige cne
is issuved ard accepted it becomes a 1legally tirdin.
- contract. ‘The use c¢f purchase orders is nct ccncertv...y
different from coptracting in the private sector or <from
;ontzacfing in the Government above the small gurchase

thresbcld. As these purchases sometimes take a'telativelyh

long tize tc be completed, there is increased ‘OpfFcrtunity
for mcdifications or terminations as a resuvlt of changing
requirements or capatkilities. Each time a purchasé crder is
sodified or terminate¢d, it becomes a new contract with all
cf the attendant lega! considerations. As purchase crders
are the most ccaplex of the various purchasing vehicles
available to small purchase personael, it is not surﬁrising
that their use results in a laxge portion of small furchase
discrerancies. The fcllowing discrepancies are most ccmnoély
cited Ly CMEs.

(1) Imprcrer preparation of purchase order docu-
gents.

(2) Inadequate ' documerntation of bids, cral
solicitaticuns, sole source justifications, and fair. and
reascratle ,rlce-. L - '

(3) Use cf purchace Qrders to perform urauthcr-
ized rat1f1catlon cf unauthcrized comuitments.

{4) Non-current clauses and provisions..

(5) Citing incorrect payxng offices and cther
. finarcial editing errcrs. '

(6) . Prccurement - of‘unauthorized suprplies or
services. . : , ' |
_ .(1) Ihprcper administration of'ungriced.;uréhase
crders. o ‘ ' ' '
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The abowe discrepancies alsc apply in geperal to
delivery orders, however an additional :ecurring discrefancy
regarcéinc delivery «crders is taat they  sometimes‘ cite
€xpired cr incorrect contracts. a '

I. Causes and Contrikuting Factors

The primary cause cf disé:epancie; in the use of

the yuréhase and delivery crders is thnat they are the most
complex and time consuming rpurchasiny vehicles availakle to
small purcbase‘personnel. As such, there are a plethcra of
adnipistrative and 1legal rules goyefﬁiné‘ their pregparation
and us€. Furchase orders/delivery Qtders may be modified or
termirated, hence additional effort "and expertise is
reguired- in order to execute these functions f[roperly.
Furchase orders may 'also tLe issued as hnpriced purchase
crders, and there areé a host cf administrative reguiresents
that‘govern the use cf unpriced purchase orders. Befcre the
advent cf the FAR, ard to sone extentlafter the intrcduction
cf the FAR as well, guidance'has not been succinct and easy
to lccate. The FAR has several different sections that deal
with purchase " crders, ard as a résqlt small gurchase
;;erscnnei have a difficult time ascertaining exactly what
Ieguirepents mnust e net.. The administrative rturdens
coupled witk a paucity of traiping in the proger use of
purchase crders -and delivery crders have combined to make

their use cre of. the most difficult and error prone asfects

cf spall purchase.

c; Recdmmended-Soluticns

The primary area of concentration in training

zegarding‘the' use of ‘'rurchase and delivery orde;s should

focus upcn the legal aspects f these. documents, and the -

resultant attention to detail that is reguired. Small
purchase rersonnel =hould «Le trained in the detailed
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procedures oi the preparaticn of purcinase and delivery
criers, with emphasis placed upon each secticn of the docu-
sent as regards dit's importance and effect. Externsive
training shculd ke given in the areas of modifying cr termi-
pating these documents, as well as the Eroper use of

unpriced purchase crders. - As these documents are utilized
for mcst ncen-recurring purchases, particularly those ~of a.

relatively kigh dollar value,. it is important to give small
Furchase rersonnel a gcod conceptual base upon which tc draw
wvhen they dc utilize these purckasing methecds.

E. Locumentation

a. Problems

Documzentation of any procuremeat action serves
several purroses vital to the overall acguisitior FLOocCEss.
First, documentatior [preserves the factual setting within

which a frocurement tcok place. Tais record is essertial to
‘decisiors tkat will le pade in future procurements, such as

deternining the fairness and . reasonableness of frice.
Sgcoqd, documentaticr serves as a . basis of review cf the
rerfcrmarce of the szall purchase buyer. Third, documenta-
tion ;rovides answers to guestibns,asxed during the ccurse
c¢f external investigatioas, inspectiqns, and irevieué.

‘finally, documentaticr pmay serve to justify the acticos of a

Luyer o¢r an activ’ 'ty should legalt actior result frcm a

procprenment decision. .In smali purchase, this documentation

is n¢ less important than fer any area of procurement.

_ ‘Various  CHMR discrepancy_ ‘Teports Eite  the
follcwing as frequently dccutring documénﬁation veaknesses:
‘ {1) Purchase files do aot coantain ‘retained
copies of all required and ortional forms used, cr dc not
contain sufficient ccpies fcr proger administration.
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{2) Available recuc's do rot always indicate
what sas kought and fcr whosm. This 'generally means lack of
an acccmparying regquisition or other reguireasents dccurert.
It is the researclers' opihion that CMR perscmnel are
Farticularly sensitive toc this discrepancy because it indi-
cates tke [ecssibility of unauthcrized commitzent or pcten-
tial fraud. _

- (3) Evidence of competition, when reguired, is
often gissirg frem tte files. This appears to be fregueﬁtly
.cited when written records of price juotatioms,  esrecially
froma unsuccessful sources, ace not retained in the files.

) Documentaticn'of attempts to determine the
fairness and reasonalleness of price is oitem missing from
the files. 1Interviess indicate that this most often results
from an actual failure to conduct an adeguate investigation
cf price reasonableress. This performance failure, the
resezrchers believe, can be attributed primarily to am igno-
rance of the kind cf informaticn reguired and where it ﬁay
te fcund. ' o

(5) Documentaticn of efforts to meet require-'
sents through ma:datcry' sources of supply are  missing frcm
the files. Often, research indicates, small purchase Luyers
rely - cn 'originators to rperform the - creening furction
'uithcut.chtaining documentaticn cf their dfforts. '

' ‘(6)_ “Corplete documentation of BPk:calls suffi-
cient to ensure profper rotation amony all eligitle verdcrs
is nct. ccptained in tke files. ' | o

(7)  Evidence to support sole source g:céuze-'

gents is eiither inadeéuate or is‘missing firom the files.

t. Causes and Contrikuting Factords

The fundamental cause of incomplete, inadequate,
cr missirg documentation4is, according fo 'observaticn and
intervies, a failure to understand the vitlal purposes served
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ky that dccumentaticr. The "pajer work®" 1svv;eﬁed as anv
unbeararle administrative burden rather than as a @means to
achieve the goals earlier stated. Performance reguirererts
acd mcunting backlcgs often cause buyers to opt fcr expe-
diency rather than the future proteétion that proper docu-
sentation may afford. ' Research also indicates that in a
limited rumker of instances documentaticn ;tohlems”stem from
a lack of krowledge cf existing documentaticn reguirenments.
Significant contributing factors, su;erbisp:s
and kcryers are free to adnit, are to be found at levelé
above that ¢f the individual Luyer. Sapervisors, sukject to .
many ¢i the same [pressures felt by buyers, ‘ofter dc not
rerfcra thorough and fregquent reviews of buyer documenta-
* tion. Einglly,‘acccrding to the researchetS‘ observatiouns,
cnly a limited attexfpt is keing made at .nQSt activities to
develcr and use local forms to assist in documentaticn. '

C. Summary cf Soluticaos

An effective small purchase refresher ccurse,
the researchers Ltelieve, should rLeyin treatment of'dccumen4
taticn with a review cf the specific small purchase ccnceras
that require documentation. S;ecifically,'the documentation
Iequirements related to the foliouing fareas' shculd ke
clearly developed: -

Ce (1) Conmfetitior. _
~(2) Fair and reasornatle priciyg.

(3) . Mandatory sources of supply.

“) Sgall business and other socic-eccrnozic
concerns. o '
| (5) BPL records and rotation.
(6) General bid so;icitation (written and
~cral).

(7) Sole source justification.
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In additicr to enureration of the specific docu-
mentaticn rejquirements, the researchers Lelieve it prudent
to fagiliarize buyers with the furposes served byAdocumentq-
tion, and the protection that may potentially be affcrded.
This =xay te reinforced by esfablishmegt at each activity of
a forral file mainterance prograam, to include a ccirrehen-
sive checklist, corvenient lccal forms, aand trainirg in
their utilization.  Finally, as indicated in most areas,
tuyers desire a' list 2f currest references for day4tc—day
use.

€. Letermination of Fair ard Reasonable Price
a. Problenms

Cne of tle kef tenéts of Government grocur<ment
is tbat the prices paid for sufpplies and services Le fair
and reascnakle. In genetal; this rejuirement is satisfied by
obtaizihg adeguate ccmpetiticn, which will in thecry result
in fair and reascnab;é prices. In the abserce of corgetition
however, Luyers are required tc ensure that frices ;aid'are
in fact fair and reascnasie. If there is not adeguate ccmpe-
titicn, the buyer is reguired to document the purchase file
sith a determination that the pfice,paid'for the suprlies or’
services was fair and reasonable. This can ke accorplished
Ly ccmraring. prices tc those previously paid for tke same
material, cktaining catalogue prices, conducting elementary
cast ci frice ahalfsis, obtaining price lists, or any ctler
logical 1ears of detexmining price reasonableness. .'Euyefs,
however, are often~uncleatvreganding mnethods of ascertaining
and dccuszenting fair and reascpakie prices.

' BPeviews Lty CMR teams and other auditcrs
freguently_cite the following disctepancies regarding fair
and reascanatle pricijg: ’ :
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(1) Buyers Ereguen;ly faii . to cocuzent taeir
déteruibatict that prices paid were fair ard reasonatle.

' 2) In maLy cases shere a Jetermicnatiorn c¢f frice
reascndtleness was irc the lee, it was wveax or inadeguate.
For examtle, determlxatxons ar> made based upon a price list
cr catalcgue price, ftut the price list or catalojue cut was
not .ir tte file cr otterwise .available.

(3)‘Betezlinaticns of price reasonableness cftecr
cite arpreviohs purchase, yet the grevicus purcnase did not
héve any determircaticr of price reasonableness.'

- _ ) Hhere' cnly one source had teen sclicited,
the reguired detersination cf price reasonableness was
freguent;y pissing c¢r inadeguate. ‘

. As a result of the aforementioged discregpancies,
the “puklic and - the Congress are becoming inmcreasingly
concerned with Gecverraent purcbasing, particularly in ligat
cf the dercgatory press of late concerning this issue.

. Causes and Contrikuting Factors

The fundasental cause of discrepancies regarding
the detersinaticn of price reasopnableness is that altiough
small rurchase regulations require a determipation cf ;riée
reasopacleness, they do not expglain in éhy‘great detail Low
to detetnine if a price is fair and reasonable. Buyers are
‘also,cften'under severe stress to meet P/°7™ limitaticos and
to increase their thrcﬁghput, sc.theylare relﬁctaht tc sgend
the time reguired to ascertain “and document. that Erices are
'-fairAand re;sohatle. ' .These two factois),,coupledﬁ with the
uncertainfy as to vien they are reauiréd to make a grice
'reasonahleness deternlnatlon tend to exacerbate the proklenm
" ¢f missing cr 1nadequate aetermlnatlons. '




¢. Summary c<f Soluticrs

Methecds cf defermining if prices are fair ard
reascraktle should be cne of the aost salient asgects cf awny
training fcr intermediate level small purchase [fperscnnel.
Onlikxe many other asfpects of sgall purbhase, this deter@ina—
tion reguires that srall purchase personnel exercise a great

. deal ci judgement. In order to expect that these perscnrel
exercise gocd judgement, it is incumbent upon Sufpervisors

and the small grpurchase hierarchy to provide the ©neeced
educaticral and' tectrical skills upon which to base sound
judgement. Basic analytical tools such as cost and Frice
analysis and value analysis should be addressed so that
these ferscrnel are adequately equipped to make thése'deci-
sions. ' Additionally. cther techﬂigues and amethods shculd be
addressed tc ensure that perscnnel understand the ccacept of
fair- and reasonable pricing as well as the procedure to
assure it. The key to ensufing that price detetminaticns
Jave teen made is thrcuah dccumentatidn of files, thereifcre
small fpurchase personzei-shculd ke advised of thé igpcrtarce
c¢f dccuzenting their determipations. Proven metheods of
satisfying documentaticr reguirements should also ke illes-
trated ard explained. 1In ‘summary, the key to igprcving
deterxinaticn of Exice reasonableness is to educate

_rpersconel az to the izportance and technigues that ccamprise

an adecuate determination, of Frice reasonakleness.
7. .Cempetition
a. 'Problems .

_ Competiticn is cne of the gmost . visikle and
zisunderstccd aspects of. small purchase. As of late, the

"lack of ccmpetitior in small purchase bhas received an

increasirg anmount of - attenticn from the public. and the
Congress, and as a result the Services have been ccmpelled
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to fccus more attenticn on estabiishing and meeting ccufeti-
tive geoals fcr ccmpetition in small purchase. Within small
purchase there are several thresholds that govern the armcunt
~cf ccnpetition reguired.

If a procurement action is for 1less than $1,000,
competitior is not required, althougn purchases shculd be
rotated through the tusiness tase. If a piwcurement exceeds
$1,0CC tut 4is less ttan $5,000, buyers' ar: enccuraged to
Fost a nctice of the intended frocuremeat in a public place.
'Ihey are further reguired'to-attempt to oktain ccmretitive
tids "fcr ths procurement ip crder to ensure that the frice
is fair and :easonaltle. If the procurement exceeds 35,000
Fut is less than $1C,000, Luyers are required tc fcst a
notice of intended prccurement, and are required'tc ensure
that the frocurement is as competitive as fpossitle. All
Frocurenents in the aforemehtionsd range are unilaterally
set-aside fcr small tusiness [Bef. 57]. If the fprccurement
is in excess of $10,000, the téghirements for ccmpetition

are essertially the same as fcr contracting in excess of

$25,0CC. Ip an attexft'to epsure that adequate comfpetition
is sclicited, procurerents iz ‘this range are€ alsc reguired
‘to ke syrogsized in the Commerce Business Daily.. [Ref. SE].
Essentially'then, ccrpetiticn 1s ‘required for all prccure~
sents in exdess ¢f $1,000. ' '

Inspectlcns and audits of small purchase ctga—
pizaticns ccnszstentl) cite the follouxng recurring discreg-

_ancies :ega:dlng competition: ,

' 1) Although ccnpetition is. not exp11c1tly

':eguixed forg purchases of less than 51,000, buyers are not
rotating prqcuresents among the qualified business base.
' " |(2) S%here -buy~rs are coapelled to sake ncn-
conpetitive | procuresen* s, they are not taking actic:'_to
€encourage and frromo’: ccmpetztlon for future purchases of
ths'same material . r services.
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(3) Purchases are cften split tc avoid ékceeding
the $1,CC0 threshold requiring ccmpetition.
(4) Documentatiorn relative to soliciting ccaje-
titicr is often weak <I non-existent in purchase files.
| (5) The rercentage of competitive procurezents
in srgall furchase is consistently below godls tkat are
considered xeasonabiy attainabie. |

I. Causes and Contrikuting Factors

The primary céuse for discrepaacies in the area
Cf ccmpetitive procurements is that small pu:dhése E€rscnrel
generally tkave a lack of understanding concerning the inteant
and izfportacce of‘com;etition.'ln many cases, small puzchase
"perscinel are uncer tain as regards their iespcnsibility to
ensure that competition is evident ia their purchases.
Specifically; buyers often do not utilize the general
concert cf competiiicn within the purview of non-competitive
fFurchases cf less than $1,000. ‘Small purchases are cften
" made ip a competitive enviicnment,  however competitive
efforts are not docurxented. There are several other iactcfs
that -contrikute to a ferceived lack of competition in small
Eurchase:

(1) Conflicting or confusing reguirements or

directicn regarding tte need for competition.

furchase.. A
_ (3) 2 general ezphasis on taroughput and getting
zaterials and se;vicés expeditiously that hinders the
bonflicting requirement for competition. ;

¢. Reccmmended Soluticns

The focus - of any solution to the proktlem of a

lack c¢f ccapetitior in .szall purchase should . ke ‘ugon
increasing the awvareneéss of swall purchase personnel cn the

es

(2) Increased emphasis oa ‘competition in small-
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tackcrcurd and importance of <competition. Buyers shculd ke
well ,verced regardirng the irctent of the jpublic and the

Congress ccrcerning competition, and the degree tc which

competition statistics are scrutinized by these bodies. In
crder to effect increased competition, =succinct guidarce
regatding, bow and when to fpursue competition shculé te
grepared, as well as recommended methcds of imprcving the
level of competiticr for ccmmodities that traditicrally
display a lack cf competiticu. '

8. srall Busines

and Cther Social Programs

A ente— a— = _.—

tn

a.. Problens

Congressicnally mandated social prograﬁs are a

fact c¢f life that have been emtraced with varying degreés of

success ky the froctrement [rocess. Interviews indicate

that srall purchase ltuyers are aware of these programs and
their im;act' upcn tte field of small purchase only in a
general sense. - Wtkile ipvolvement with small Lusiness
frograss ccrstitutes the major focus of buyers, weaknesses
ﬁave arreared in other areas as Qell. The researchers*
review c¢f available CMR documentation indicates - the
follcning chronic picblens as=0c1ated with small Lusiness
and cther sccial prcgrams: _ |

(1) Purchase crders, BPAs, and imprest fund

';urchacee wkich should be lssued to small busxnesses are not

always sc¢ directed. Potential vendors are not irfcrmed,
€early ip the process, of the set-aside status of'gualifying
acticns. Euyérs fail to keer abreast of the small'husinéss

certificaticn status cf potential vendors. Awards are kncu-

ingly nade to large rusinesses.
(2) Euyer= are unfamlllar Hlth the prccedures to
foliicw wten there is no reascpakle expectation that two or

gore resromsible  small tusiness concerns  will cffer
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guotaticrs c¢n an acticn reguiring competition, 'cr that cné
will respcnd on an action below the .competitive threshold.

" (3) Buyers fail to adeguately documert small
tusiness transaqtiopé.

{4)  Small purchases are accomplished witacut
regard tc these other potentially-relevint socic-eccroric
concernps: »
4 (3) Utilization of labot.surplus are€eas.
(t) Utilization of firms that hire the
bandicapjped. L ’ '

{¢) Utilization of firms that hire disa-
rled apd Viet Nar era veterans.

‘(d) Buying Anmerican-made supplies and
services.

(e) Utilization of firms and prcducts
which ;zcmcié:polluticn contrcl and energy conservaticn.

t. Causes and Contributing Factors

Interviess with knyers ana supervisory Egerscianel
inditate a géneral failure to understand the broad relaticn-
ship cf Government prccurement to the achievement of scciail
and econcmic goals. The lcng'range benefits to hé cktained
from enccuraging small, aminority, disadvantaged, and envi-

ronmental qgroups to participate in Government are are not

ipmediately evident in the ervironment of 'small fpurckhase.
. This ccnﬁeptual failure is ccmpounded'by a lack «cf ruyer
familiarity. with the sfecific ‘regulations :egarding the use
of théselresources and the ,limitations upcn their use.
Euyers relave that it is sinply easiér and faster tc-deal
with larce tusinesses. Alsu, there appearé tc be a ccmmon

lack c¢f kncvledge of the specific areas of socic-eccnomic

emphasis ctker than spall business. '
' As in otler identified training areas, supervi-
. sory uweaknesses appear to contribute to shortccmings -in
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spall purchase promotion of the various social and eccnporic
Frograsgs. The researchers did not observe that Luyers were

regjularly reviewed =specifically to evaluate perfcrrarce in.

this area. Existing training frograms dc not agpear to
devote sufficient eaphasis to topics in this area.

C. Summary ¢t Soluticns

It is sugéested Ly the researchers that‘training

in this sukject area include Luyer exposure to Lctl the

underlying policy gcals and objectives 'as well as the

gpecific enacting regulations. Both the general arnd fugc-
tional discussions shculd fccus on the relationshif tc the
field of snall purchase and the specific role played ky the
small purchase buyer in acccmplishing the stated gcals.
Next, fuyers should, the researchers believe, be giver a
review cf tke the mcst commonly encountered small ftusiness
frovisices in the FAF. This review should include an exrpla-
raticn cf the content of the various clauses freguently
€aplcyed. Buyers ‘-have aiso indicated a need to receive
instructicn concerning other social and'economic Frcgranms
that‘iay arrly to small purchase actions, and ‘how Lest to
implexent those rrogrars. Finally, buyers desire access to

@ tofpical list of current regulations and other references.

. Acccunting Dat

and Apgropriations

a. Problenms -

One of tie areas wbich presents the mcst diffi-

culty to small purchase perscpnel is that of approfriations

‘and acccinting ' data. Purchasing personnel are geérnerally

guite fagiliar with Furchasing rules and regulations, yet
are ofter lcst in regards tc the financial rules arnd recula-

' tions goverring froctrement. Furchasing [personnel are also

cften uncertain as tc the meaning and limitations asscciated
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with éifférent types of accoupting citaticns. 3Buyers  as a
result, are freguentl} unfagiliar with the types cf suprplies
- and services that car ke funded Ly dirfferent approfriatiosns,
and wkat, if any, Jjustification is regquired. This urcez-
tainty scpetimes results in frocurement actions teing
.delayed while the buyer obtains clarification regardirng the
propriety cf using a [pacticular accounting classificaticn.
In scie instances, ttis uncertainty may also result ir the
Luyer re’ecting the purcﬁase request as unauthorized, upeh
"in fact it is a legitimate procurement using the cited
funds. ' _

Another ccmdon froblem associated with financial
data is that buyers are often bewildered at the end cf the
fiscal year concernihg when purchases nust be made tc ersure
that they constitute a valid cbligation' of funds. This
groklen is exécerbatedvby the plethora of funding dccurmerts
" and ccrfespcnding funé cites that may in some circurstances
authcrize funds to te carried over from cne year tc the
next. Tte line betseen annual appropriationms, gulti-year
approrriaticns, and no-year afptopriations is often hazy at
year e€nd, resualting in pe:sonnei either rejécting last
rinute xéguests, or ccmmitting violations of Revised Statute
{k.S.) 3€78. Scme cf the frequently cited discrerancies in
this area are as follcus: '..
| ~.{1)  Buyers often'do not understand the legal
rest:ictiohs placed c¢n different appropriations.

' {2) ' Buyers sométimes make [frocuremeénts that
result ir a violation of R.S. 3678. -

(3) Purckase actions are thenfdelqyed while
huyexé attenpt tc determine the fpropriety of hsing the funds
cited. , - ' .

A final problem in the general area of
accounting data and approrriatioas is ihai ”pu:@haéing
ferscnrel freguently cite the incorrect paying oftice on
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Furchasirg actions tkat they execute. These errors result in
an additional effort Ly buyers as well as finance fperscnrel
in order tc correct a.rroblem that should not have cccurred
at the cutset. It &may also result in late payzent of
invoices and the.atte;dant interest costs.

1

L. Causes and Contrikuting Factors

‘The crux of the uncertainty surrounding the
FLrOL€r tse of differing fund cites is that 'regulaticas
goverping the use of each tyfe cf appropriation are citen
vague and difficult to wunderstand. As such, there is a
general lack of understanding about of the major types of
funding that are utilized in the DON. . " For examgle, Ship
Conveisicn, Navy furnds are ostensibly for the comversica of
ships and ship's equirment. In selected cases however, these
funds ray 'he utilized for travel, purchase of investment
type egquipgsent, or ‘for the [rocurement of consuaakles.
Cther ajrrciriations 3lso have exceptions that allow them to
te utilized for cther than their'commonly stated uses.
"Unfortunately, fipancial guidance in this area
is ofter amkiguous, and even financial personnel may have a
difficult ‘tine asceirtaining if particular appropriaticnms can
ke used for specific purposes. There is not any scurce of

" succinct gaidanpe regarding utiliza;idp of different appro-
‘priaticns for different purgcses, hence uncertairty and .

confusicro are freguertly the rorm. Additionally, fiscal
year end Luying fressures and uncertainty regarding‘the use
and availatility of arnual ; muiti—year, and no-year funding
causes ccnfusion and inefﬁiciency at year end.

c. 'Recommended Soluticns

. The soluticn tc ;zqﬁlems regarding ‘affpregria- | -
tions and accounting data is. 'to educate small purchase
Ferscnpel in the idicsyncrasies of their intent and use. A




converiert and definitive guide to the different apprciria-
tions acé their authcrized uses should be compiled. 1Inis
reference stould include exceptions <and specific autkcriza-
tions fcr the use o0i each approyriation that may ke
reguiied, in order tg¢ ensure that a base line of techmical
descriptions is availaktle tc p€rsonnel in the.field. Srall
Furchase supervisors also need expertise im this area so
that when froblems arise, that are .ot covered in the
conprehersive reference they can be brought to superviscrs
for resclutica. Liaison must also be made with fimarncial
persconel within tke command to ensure that consistent
interpretations are teing made in both the purchasing shop
and ip tte financial section regarding the propriety cf fund
utilizatica. Ciarification shcuid also be ptrovided tao small
purchasg rersonnel regarding their legal responsikilities
relative tc violaticrs of R.S. 3267C, and accountakility
tetueeh the financial secticn and the purchasing seéticn
must e established and enfecrced. Additionaliy, ¢lear
guidarnce skculd ke frovided af'the end of each fiscal year
concerning the cut-off for obligations citiny expirirg funds
This guidance should giso enumerate the conditions under
which exfired funds may be utilized to fund contracts in the
succeedirg year. ‘ ' ,

_ small purchase personnel should alsc be given
traihing regarding tkeir :es;onsibilities in théfarea of
financial data that routes invoices to the prorer [paying
. cffice. They must also be advised of the effects cf inccr-.
tectly citirg a paying office and the resultant corrective
acticn reguired. ' '
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1C. Ipprest Fund

- The problens asscciated with the implemehtaﬁioa
cf imprest fund fpurchase are primarily procedural in.natuze,
and are lar§ely a result of inadeyguate attention to
governing regelations. Unlike most of the other areas
covered in this section of the research paper, additional
training is not the cure, .rather additional attertico tc
detail aprears to ke the remedy.' The primary area of

trainiry needs regarding the imprest fund is that cf

increased wutilizaticr of isprest funds by smail furchase

Ferscnnel, + and better docurmentation of existirg use.

Inprest funds are the prefeired method of small purchase for

items ccsting less .tyan - $150 (3300 in emergencies)
[Ref. 59, as they are 'adminiétratively the least ccstly

metacd <¢f gaking a [rocurement. The fundamental ccrcept

tehind tle use cf tte imprest fund is that the custcmer is

authcrized to olktair an adv&nce of funds'and purchase the

item independent of the purchasing_agént. Since the material

is selected, received, and raid £for in dJne ttansa&ticn,

sighificant savings accrue to thé Goverament in terms of

e€ffort and paperwork' that has been avoided. In many cases

however, small perchase'persoanel ‘are reluctant to utilize

the inprest fund' andé as a result they increase their wcrk-.
load ard ftevcost ct effectiﬁg the procurement. On the

cther hand, some small‘puréhase-personnel'éttempt to circum-

vent limitaiions on the ase of71mérest funds by splitting
furchases in crder  tc reducé'them below the im;rést tund .
dollar thréeshold. Since the imprest fund involves cask

transactions, - there are a flethcra 6f rules govérning‘their

tse, and these fairly stringeat rules e often viclafed by
perscnpel ‘involved in the tramsaction. ' Ccamor frotlens
frequently cited are as follows: '
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(1) Imprest funds are used to procure urauthcr-

ized supplies and services.
'(2) Inprest fund cashiers . frequently have cash

in excess c¢f their atthorizaticn or needs. - |

(3) Purchasing fersonnel occasionally =sglit
fpurchases in - order to'reduce' them below the tkreshcld
authcrizing use ¢f tie imprest fund.

) - sbme imprest fund cashiers do not have the
required authorizaticr to_estahlish and maintain ar imgprest
fund.

(5) Docuzentation of imprest fund purchases is

generalliy iradeguate.

t. Causes and Contrihuting’Factors

The primary cause of deficiencies in igrrest
fund management is that suzall purchase personnel freguently
fail tc wutilize the imprest fund to the maxiaum possitle
extert. Additionally, - where small’.purchase perscnnel do
pfilize the imprest fund, they fail tc comply with fairly
detailed prccedﬁres designed to provide accountabilitf' of
funds. '

c. BRecommended Soluticns

Small puichase fersonmnel skould Le copvinced of

" the [perscral advanfages that can accrue to therm if ttey

tetter utilize the imfrest Zund. Particular'stress~sh6uld be
rlaced cn the expected decrease in pgperwork'on their';a:t,“
and the decrease in time réquired . on their partc to effect a
small purchase'of-this'naturé.' They shogld also he'advised.
of the inpcrtance of maintaining adeguate. documentaticn of
imprest fuhd purchasés due to the»'iniénse s;rutinyl that
these furchases receive frém a fiduciary perspective.
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11. Autcmated Data Processing (ADP) Procurement
a. Problens

The exparsion of the small furchase thresheilid to
$25,C0CC for tae [epartment cf C2fense has caused a purber of
new ty;és ¢f material to fall within the jurisdicticn of
simplified purchasiir¢ fprocedures. ‘'The <research indicates.
.that scme cf these rew responsibilities have groved to be
anything tut simple. ADP prccurement is cited im interviews
as cne cf the mest troublescme new areas of small purchase
invclvement. In the activities  that the résearckers
cbserved, it was not ctncommcn for one or two selected Luyers
to handle all ALCP actioms. It ' appears that the average
€mall Furchase buyer is not fawsiliar vith the equipment, the’
suprliers, the availalle Federal schedules, ard the srecific |
contractual reguirements for hardware and software
Froctrement.

t. Causes and Contributing Factors

In additicn  to the basic buyer ignorance cited

" above, the volatile environment of data processing ccnptrib-

utes to the difficulties that small purchase 'buyers face.
The Navy is experiencing a tremendously rapid increase in
the utilization of AIP eguipmentlat all lé;els of cuétoner‘
activity. Constant technelogical and application changes

virtually denand the undivided attention of anyome invclved
in the field. Concurrently, the Federal Governaent agpears
to Le exhiliting similar dynaric behavior in the areas of
regﬁlaticn and assigtment'of administrative responsikility
for ALEF eguigment. Einally; manaygers and ‘superviécrs at

'most activities bave no greater expertise in the area than

the buyers, and so can-offer little yuidance and sufgcrt.




C. Summary cf Soluticrs

The researchers sutnit that vary trainicg‘
zateriai developed tc assist kujyers in aandling ADF tramss-
acticrs shculd te scintly ccostructed Ly AP and small
purckase [rersoncel. Buyers have suggested a Jesire to
Eecccme fariliar with the follcwing subjects:

(1) The lasic ccaponents of ADP systeas.

, (2) , Tke common functions served by ALF eguip-
Eent at custoaer activities. Y '

{3) The unigque legal and regulatory reguire-
Zents associated with ADP. _

(4) Upique documentatioh_ and documentation
content regquiremeants. '

(5) Sources of ADE equipment.

{6) ADP termincicgye.

{7) The rature and components of ADP pricircg.’

12. Fricritizaticr of Requirement

i

a. Problens

A common [problem of small purchase is that of
priorities; both witkiin the purchasing Séction.itself, and
sithir tle supply system as a- whole. As a result of a
general lack of understanding regarding the use' qf piiori—
ties withir the suprly systenm, spmald pufchase Fezscnrel
~ cften set werk priorities that are not coagruent with thcse
¢f the crganization and of their purchasing .iorklcad. The
researchers ~observed that spall purchase ferscnnel
‘freguently overlooked priotitiés assigned’ . on purchase
requests, and instead concentrated on those purchase aéticns
that ©bad teen in their backlog the. lorgest. They also
frequently devoted tleir attention to walkthroujh reguests,
€ven if'they vere of a lower priority than work in the gueue
. at their wcrkstation. | '




t. Causes and ccatrikuting factocs

There are several factors  that affect the
perfcrmanés of émall purchése rersonnel ia the area  of
‘pEioritization of their work. One of the aost sigriiicant
.proklems is that gh;ervisors and the organiéaticn in
general, dc not perforn ~a satisfactory Jok ¢f screening
walktlrcugh requests. In an appareat effort to frcvide
respcpsive service tc‘theig'customers, small purclase cr¢a-
nizaticns generally act inmediately on walkthrough_:eguests
regardless of their pridrity. In ‘theory, walkthrough
requests ere only made for  high priofity items, howeve: in
rractice they are frecientiy fcr items that dc¢ not justify a
salkthrough. When - small purchase personnel are‘presented-
with these :equests,' they generally respond to them immedi-
atelj, cften at the expense of “higher prieority fpuzchase
ecticuos. Additionailly, small purchase personnel coftentines
dc¢ opct understand;ithe intent of the priority systen,
{UMHIFS) and as a result have a difficult time executing it
as it is designed. The ultimate result is that jurchase
actiers are not made in their relative priority, and high
[riority [purchase. actions c¢f critical importance cften
languish while 1lesser priority purchase actions are leing
' completed. |

. €.« Hecommended soluticas

The key to the . proper. utilizatior of the
Erioxity systém is to educate both . customers and- tuyers
regarding the assigruent and effect of priotity ratings."
Small purchase perscnhel:must be made’auaﬁe of the impcr-
tance ard igzpact of rriority ratings, and hust'be mctivated
"to adbere to those assignments. Supervisors have ' a heavy
kerden in this regard, as they nmust assist buyers by
screening fpurchase requests and they nmust ensure that
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custcaers do not place undue fpressure on bhuyers to give

iomediate attention tc their reyuests. It is also incurmtent
upon supervisors to educate their customézs regarding the
seaning ard intent of the priority system, and to attempt to
convince customers that it is in the customers Lkest inter-
ests tc adhere tao the prioriiy systen.
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VI. RECOMMENDED IRAINING GUIDE FORMAT

A. INIECLUCTIION

Tce’ chjéctive cf this section of the researck is to
. discuss in a general sense, the key elements of a traihing
'guide for small purctase fperscpnel. A study of existing
formal and informal training material in this area Las
revealed a distinct lack of cowmsistency, and in soae cases a
somewbat Laphazard approach to the presentatlcn cf the
training materials. The researchers' aim is to p:e=cr1he a
reconrended standard: approach to preparation of a small
furchase 'training guide that will provide consistency in
apprcach and, most imnportamtly, cover thése generai dreas of
a'training guide that are mcst essential. During the ccurse
- cf thié research, cne of the most consistent ccnrents of
émall Furchase personrel and their supervisors was that the
limited amcunt - ¢f training that was available treated the
sdbject patter in a fairly cursory manner. They additionally
commented that these materials generally failed tc¢ prcvide
any tackgrcund intc the \"ﬁhys" and "wherefores"™ . of the
covgred' areas, resulting 'in the training material teiny
little mcre than a fprccedural gsanual, .rather tham a legiti-‘
gate :raining manual, As a result of this research, the
" ieseax;hers feel that the_fol1cwing.concepts must be coverad
in -scme detail in each area of " training that is 'teihg
preéented, in order to fully aduress the t:aznlng needs of
.€mall purchase personnel in theé field.

1. ESukject Area

2. Lefinitiocns

3. Governing Rules and'Regulatioas -

4. Fationale and Feasons for Policies and Procedurés
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5. Ccmmon Probklexs and Discrepancies
5. Suggested Scluticns
7. ‘lraining Katerials and Recommended Guides

E. SUEJECT AREA

It is recommended that this [portiomn of the traininyg
guide prcvide a trief introduction to the subject matter to
ensure that it is [froperly identified. The discussion
should fccus upcn what exacty is béing discussed sc that
readers can expediticusly reviev this section to determine
if tle training is a;;llcable to their particular needs. A
comncr shortcoming tkat must ke avoxded is assuming that the
rerscrnel urderstand the concert being discussed, and tkat

‘an explaratcry irtroduction is nct necessary. If the area

¢f discussicn is one that is subject to wide interfretaticn,
it shculd ke developed in fairly precisg detail. It is crit-
ical at this juncture to ensure that the focus and applica-
tion c¢f the subject patter is squarely ufpon small Furchase
and that it is nct Wpcn a ccncept that has different inter-
Fretaticrs for other types of purchasing. , If the sukject is
che tlat ﬂas apgplication to contract;ng uver the 325,000
thresbcld, it 'is incumbent uzon the person developing the
trainirg tc ensure that the score does not extend beycnd the
hound< of small purchaee. '

'C« LCEFIBITIONS

This Ecrtion of the training juide should define these

terms that will be utilized in the course of ‘develoring the.

particular subject matter. Iechnlcal definitions shculd be
givern, as well as 1nterpretat10ns iu easy to understand
language;'f It is iasfortant tc ensure that the terms are
understandatle, for if small fpurchase personncl are lost at
this pcirt, it . is fruitless to froceed.’ . Particular care
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pust ke ¢given to providing working definitioas of any legal
terns that are discuszsed and examined,

L. CGCVEFNING RULES AXL REGULIATIOHS

lhe oljective of this section of the training guide
should ke tc lis® the primary sources of governing rules and
references, ir order to allow the reader to refer to them as
necessary. The priasary sources of guidance should first be
listed, fcllowed by .a seccpndary 1list of iess ccrrorly
referred tc directives. ¥hen listing tke abcve :eferenceé,
is is iﬁ;crtant to nct only list the reference, FEut tc also
list tle :specific paragraph or secﬁion of the reference tkat
is agplicakle. It Las been common practice in ‘the Fast to
list a reference such as “the Federal Acquisition
Eegulaticn,"fand altkcugh this is technically accurate, ttlis
practice discourages . personnel from actually referring to
the cited reference, as it often takes an inordinate amoint
cf time tc find the ap;licablé'section within the directive.
Another impcrtant reason fer citing specific references is
that zany reference scurces c¢ften have pertinent cr even
contradictcry material in different sections of the refer-
ence. If a ferson has the time and the motivation to lock up
references, they may not be familiar enough with the refer-

ence toc be aware that they say need to 1look in several’
different places within the reférence. If specific refer-

' ences are listed, fersonnel will be better motivated to

refer tc references and jain a better understanding cf the

subject'iatter.

3. BATICHNALE ANLC BREASONS PCR POLICIES AND PROCEDURES

This section is one of the most‘vimportant in any

trainin§ guide of this sort. Cftentimes, training guides are

;repé:ed with little cr no Lackground material to allcw the
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' reader tc urderstand why they are doing what they are teing
directed tc do. Thrcuchout the course of this researca, tris

CONCEIn was frequently exrressed, as small Gpurchase

Ferscnnel and their superviscrs felt that they were teiny
told bcw tc perforr tasks, but were not Leing €ducated
regarding why the ;rocedutes or poliCies_we:é 'im;crtant.
Post cf these personrel felt that they would bétter Le akle
to surrort and exectte the mytiad of ° procedural sieps'that
they are required to le familiar with if they knew wky these
policies ard procedures were impportant. During the ccurse of
‘this research, the researchers frequently pcinted cut the
importance c¢f wmany ¢f these seemingly pointless pclicies,
ahd srall purchase personnel generally responded in a fo;i—
tive fashion 'uhen> they understood the impcrtance of
perfcrning those pracedural asgects of small purchase in the
prescrikted manner. 1t is also important at this{junctuze to

Foint cut to small furchase personnel the effects cf not

perfcrring their duties in the prescrited rpanner, sc that
they are awvare of the fpotential impacts. '

f. CCHECN EROBLEMS ANL DISCREZANCIES

~In crder to place the euphasié of tﬁe‘trainipg' in its
FLOper jerspective, it is importaut ~to identify ccmmon
[roblers and discrepancies sc¢ that trainees can ascertain
the ap;licakility of the sclutions and guid§nce, within the

frameucrk cf their cwpn persoral experience. This section

'should 'includer as a aininmup, recurring CM& (Contraét
‘Mainterarce Review) discrerancies so that .there is no
Eystery ccncerning whkat is e€xpected of thes frow an insgec+
tof's cr audicor's viewpoint. A fairly detailed discussion
cf the discrepancies should fcllow so that the traicees are
aware. of precisely what the discrepancies and - recurring
errors are. Vaguely worded statements, asvare comhdn in CMR

101

NN




reports, are not wuseful in that they do not, in general,
specify exactly what the discrepancy was that bhac FEeen
cited. Additionally, commgn pitfalls gleaned froam personal
experience in the area should te identified and discussed.

G. SUGCGESTED SOIDTICES

This fparticular section vcf the training guide 'shquld
address sclutions frcx both a macro and a micro viewpcint.
Soluticrs tc underlying protlenms shodld te addressed sc ttat
superviscrs and small purchase personnel can aggproach

correcticn of deficiencies in an organized and effective

zanner. Specific guidance to a fairiy detailed level should
also le provided so’that these personnel can be pmade aware
cf the frecise sterps and 'acticns hecessary to correct frch-
,lems“and tc prevent tleir reoccurrence._ This is cne cf the
areas whkere central cooxdinationband sharing of t;mesaving
ideas <can Le wutilized to advise petscndel of better and
easier sethcds of corducting business so that each Luyer or
each cczmand does not have to "reinvent the Hheel" each time
a new frcklem arises.

B. TFAINING HATERIAL AND RECCEMENDED GUIDES

This se;tidn of the training'.guide-shonld support the

soluticns given above bty presenting any additional training
guides, <r references that _gay be oi utz;iiy tc small
Furchase personnel. 1lhe person <charged with preparaticn ct
. the study guide should also conduct an ia-dezth exaiinatiow
cf current frocedures to détermine if forms and cther work
aids can te developed to simplify the routine tasks cf small
purchase personnel. Small’putchase _pé:sonde; in.the field
should alsc be gueried to ascertain if there are . time and

€nergy saving devices presently in existence that shculd Le
made availakle tc otbers in the profession. In the ccurse of
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this research, . the reseat;hers noted many ostances vhere
creative spall ﬁurchaée-personnel or their superviscrs had
designed 1umechanrical devices <o¢f one sort or another to
increase their productivity and effectiveness.

I. SUMMAEY

In summary, itvis' ihportant to ' tailor this training
gquide tc¢ zeet the pércei#ed‘ needs 'of small G©purchase
Fersconel at all levels.  .Th€ cormon thread throughcut this
research was  that Athese rersonnel ' desired additional
trainirg and'educaticn,'and were 2ager to become invclved in
advanced trainin§ vere it available. They alsc stressed
that they felt it im;c:tant'to understand why it was izpcr~
tant that they ;erfcxm tasks in a particular fashicn, and
what. ipract their ncp-compliance would have oa the small
purchasirg system as a whole. The next section of tais
chapter will presént an example of a specific érea of
training ttat is 'addressedl within . the arforementioned
structure. ) ‘ |

“Je AF EXABELE: EPA USE AND ADHIfISTRATION '

1. Sulject Area

The matéxiai'.in'this scdule will address practices

.associated with nYirket purchase agreenments, regulaticas
. associated with these agreements, —reasons .fcr existing

policy ard ftocedures cencerning BPAs, and coamcn Erotlens

associated with their imélementatién ‘and use. The primary

Fucpcse to be achieved is a better understanding of the

pature of the BPA andithe-'pptential pitfalls faced Ly all’

Enall';u:chase  profcssionals. - This is npot an atteapt to

teach tie¢ experienced buyer the nuts aand boits of EBFA docu- |
mentaticn c¢r procedure. The training material will assume a

tasic level of training and fprcfessional experience. .
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ds an exfperienced scmali  purchase professicanal, the

usefulness cf the BP2 has tndcultedly Leen seen first tard.
If handled correctly form birth to death, the EFA ‘cau
considerakly simplify the fpurchasiny froqess under a wide
variety cf circumstarces. lack of attenticn, however, <can

rob a hbujer of‘much cf the utility or service that. can be

received. For this reason, material in this model will
concentrate on pcssiltle areas for imprcvemert in the admin-
istraticn cf BPAs. It is hoped taat by stimulatizg a
constructive self-evaluation, and by offering some simple
recozgencations, the xaterial will: _ ' |

a. Reduce tie nuaber pf BPA-related diécre;ancies

reported ir Contract Mdanagement Review (CME) and ctler:

audits ard evaluaticrs;

E. Improve the level of service that the small

purqhase';rcfessional can provide;
' C. Reduce the inccnvenience and ineificiercy asso-
ciated with error detection and correction; '

4. Enbance the self-confidence and evaluated
professicnal performance of the Euyer in the area c¢f EPAs;
and ' | ' o
' €. Allov buyers tc¢ clttain maximum benefit froz the

savings in time and effort afforded by  EPRs, thereby -

allowing corcentraticr on other essential tasks.

i
-

<. Lefiniticns

The definiticrs and interpretations ot the fcllcwing.

'>te:ds, which will e wused throughout the materiél, are
Frovided tc .ensure a cozmcn . frame of ' refererce - wken
discussing EPAs: ) o | o

' a. gg;ggggggz A written docuament uhicb-e;présses
an upnderscanding reached Letween tae Government apd a
contractcr regarding fossible futu-e contfacts, The agree-
ment is 1ot A contract‘ifself and does not promise that any
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‘applicaktle, and reccrds o

P
........
.................

contracts will actually materialize.

to idextify the
contract.

terxs an

k. Blanket furchase Agreement:

Its primary purpcse is
of any fautcure

[

d clauses to be part

"An agrees€ert which

Erc . Jes a simple metiod
for supplies and =service
"charge, e€stab
supply.

and - payrent is

accounts"
Orders are flac
made on
placed during the period.
¢. Call:  an
coniiticns ¢f an existing

cffer bty the Governmert to

contract sher accepted by

of filling future repetitive teeds
s. EPAs are often referred to as
Jished with gualified
ed against the BPA as needs arise,

a reriodic basis for all crders

order placed_undef the terms ond

BEA. Such an order is really an
purchase, and becomes a Lirding

the contractor or vendor.

d. Rotation: The fpractice of regularly anmd systea-

atically
calls c¢r

cktanging tte <c¢
are dsked tc s

vendors who
bids.

ontractors or receive

ubmit gquotations oz Projer

rotaticno im;lies that all qualified sources have an cpgcrtu-

rity to do Lusiness.

€. Review: The process of examining, on a regqular

tasis, tkte EPA itself, the calls _laced,

empicyed on a day-to-day

and the precedurzs

basis. Sush an examination must Le

cbjective and designkd to’im;xéve ‘the buying frocess.

£. Documentation:

All written records asscciated

with ar individual EEA

inciude ccries of the

furchase requests that hate teen

records ¢f all written o

source jtstifications, copies of the ‘actual orders,
‘cf any ccntacts - witl the vendcr,

throughcut its 1life.
BEA (with all

This .wculd

satistied. through the BEFA,
oral guotations and bids, scle
of invoices where
f any other buyer action related to

copies

the EEFA. Ifhany matter| relates to a BPA, it should ke
written dcwr and included as parv of the documentation
Fackace.

scurces c¢f

+included clauses,’

reccrds

D e
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Ge gggg;ggg Clauses: Those clauses reguired by
regulaticn to be included in a particulér EPA. It is impcr-
tant tc note taat scize clauses must be in all BPAs, while
cthers gagust be used only under certain circumstances.
Further, clauses required by the FAR may be supplemented,
‘tut nct réplaced, ¥y other clauses specified by varicus

echelcns ir the ctain of ccomgand. These clauses are
addressed in Sections 3 and 7 which folilowe.
k. Adeguacy ¢f F2rms: Whether or not the terms and

conditicns specified in a EPA are in the best interests of ' :;,Q
the Gcvernment and the contractor or vendor. Ccrditicrs .
chaage cver time, so the Luyer must regularly evaluate
adeguacy of terms to frotect the Govarrpent.

i. Egqual Yerdor Oprortunity: A coandition resultlng

from e€ach vendor or ccntractor, in the long run, havirg the
same rumter of chauces to receive orders as any other vender )
cr ccptiactcr. ‘Equal oppertunity does not mean that each o

vendcr will experience the same success rate.

jo Adpinistrative Costs: 2ll costs associated with
translating a purchase request into goods or services to

satisfy the need. Essentially,' tials consists of all the
time and materials exp<nded by the small curchase Luyer over
the life of the acticr.

ke Administration of BPAs: All actions taken by

small purchase persorrel to maintain, review, and use active )

ErAs. Estaklishment and disestatlishment of EPAs wili cften
Le included under the headan ¢f administration also. .
l. gggga*orj'Sourcgg of Supply: Those sources ferm

which a tuyer must, ty regulation, obtain goods and services
if they are availablec {ey. the supply system and Federzl
Supply Schedules).. Both Governaent ard non-Gcvernment
-'§ources gtay be classified as iand;tory, 'such. as Federal

'Supply Schedules, and there is a specified 'order in which
they sust ke approached. S '
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Re Comg_tlgggg. The prncess of allowing frcsgec—
tive vendcrs or ccntractors tc contend ayainst one anctter
to deterzine which car most satisfactorily meet scme cljec-.
tive recuirement. Gcevernment folicy establishes this as the

rreferred methecd to meet Goverrment and social interests.
3. Governing Rules and Rezulatioxs

The following regulaticns relate to BPAs:

Feference , Subject

a. FAEF 13.201 BPAs, General |

t. FAR 13.203 Fstablishment of BEAs -

c. EAR 13.204 purchases Under BPAs
[OD FAR SUPP 13.204 | |

d. FAF 13.205 Review Procedures

€. FAR 13.206 Completion of BPAS

£f. FAR 52 : Clauses

IOD FAR SUPP 12.203-2
" LCC FAR SUPP £2

g. FAER 4.8 : ' ' Documentaiion
-+ LOD FAR SUPP 4.8 |
h. ©LOD FAR SUPF 4.7004-~4 Numbering ‘
i. FAR 13.1% ' Competition and Price’
' ‘ Reasonableness ,
j. FAE 13.107 . ' Solicitation and Evaluation
‘ " of 'Quotaticas
k. EAR 13.105 o Small Business-Smail
' ' Purchase Set Asides
l. AR 5.1 , Dissemination of
o ' ' Information
‘m. FAR 5.2 © Synopses. of Proposed Ccn-
‘ tracts
n. FAER 8 A o Required Sources of sdgplyj
~c. FAR 22  Applicability of Lakor Laws
107
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~cannot paintain contact with Government custcmers and their

The fcllowing list contains instructious and local

guidarce r<lated to EEAs:
-- list Provided by the Local Activity --

4. Fationale and Keasons fo olicies and Procedures

The small puxchasé shcp is a hectic arena, cha;ac-
ferized ty a seemingly endless stream of ' purchase reguests
and required actions. The Luyer's time and effort are the
Frice ttat the Gcecverrsent pays to accomplish this essential
task; a fprice that can be measﬁred in dollars a-: well as
anxietj. For a larce percentage of these reguirements, the
fprice is larger thar the worth. of the items' invclved.
Feducticn of these administrative costs is the gurpcse of
the BEFA.  The preparation c¢f individual Furchase crders is

'feplaced by simple call fFrocedures. . Invoices may be

Erocessed in a batch rather than one at a tine. The vendor
realizes similar savings in administrative costs through

sinplification of hissher paper work procedures. The EEA,
then, . serves to reduce the tire and effort, and hence the

cost, ¢i rcutine and repetitive orders to a single vendcr.

Cnce a BPA is estallished with a gqualified vendor,
the Government has crened the door for possible 'futufe
contractual relationstips with that vendor. How does the
the rrcfessicnal small purchase buigr,' as. a representative
cf the Gevernment, ersure that priées will be reasonakle and
guality acceptakle? CQmmdn Sense, and Govefnmént Eclicy
indicate that,'ccmpetition will aCcomplish both goals. 1In

crdet to ccupete for individual orders, hultiple BEEAs mcst

ke in . effect for the same tjpes of itenms. This is the
reason tkat buyers are reguired to seek out and estatlish
EPAs «ith several qualified Qendo:s in each commodity gLOUE.

'~ Small businesses, ~evep those with established Epas,
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needs as well as larcer businesses can; Becoming aware of
fotential tusiness tcc late, c¢r not becoming aware at all, -
could put many eligitle vendors in a disadvantageous rfosi-
tion and defeat the goal of meaningful coapetiticn.  The
practice of synopsizing anticipated requirements in the
Ccmmeice Business Daily (C3D) helgs small firms stay akreast
and stay competitive. ~ For tkis reason, the syncgrsis
requirezert may applj to BPAs and even calls.

.Ancther purpése served by Government procuremert in
geheral, ard small fpurchase in particulaz, is the mainte-
pance of a stronﬁ business tase in America. This gmeans ttiat
a sufficient number cf firss in.ali. industry groups remain

.healthy encugh to [frcvide cur country's needs under all
‘conditiccs.’ The Gecvernment must protect itself agairst

kecoming tcc reliant c¢r any one source. Commercial ftusi-

nesses, at the same time, can only be vital and interested

in dcing Gecvernment scrk if they beneiit from awards and the
resuitant funds. Bctation.of calls and bid solicitaticns
among gualified vendcrs on a regular basis will accomrlisa
these vital purposes.

Many things «<¢ther thar the provision of a gccd or
service can and do result frcm a small purchase acticm. A
deterninaticn of the fairness and reasonableness of a ;riCe'
kay Leccme the basis of 'price analysis in some future

acticn. . Actions taken . in a';articular'buy gay be usedto — -

evaluate the small fpurchase professional. Practiées at a
Farticular activity will almost certainly be the sulkject of
pe:icaic ;eﬁieus, insprections, and audits by various crgani-

2ations. Internally, reviews are made to emsu. at the
hest'.pcssitle buyinc¢ decisicrs are being routir  lade.
Finally, if things do not Jo smoothly, a small furchase

‘action @may result in unpleasant litigatioh. The orly
. certain way to fprotect the interests of both ‘the Euyer and

the Gcecvernment in . all,these_situatibnS'is to keep écm;lete
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and detailed records of everything related to am actica.

This is the basis for the ccncern with documentation.

A EFA 1is an expression of a relaticnship Letween
crganizaticns over tinme. As the Government's needs and
vendcrs? situaticns change over time, so must tlhe terms and
conditicns cf a EPA. Clauses may caange. The sccpe cf an
activity's requiremerts may change. The capabilities of a
vendcr may change. In ¢-der to ensure that current peeds
ore served, and the Government's interests are prctected,
the Federal Acquisition Regulation requires that EFAs be
reviexed regularly; Specific¢ review requiremenis may be
found in tné FAR references cited in Secticn 3.

Every year the Governrent expends enoraous nuzbers
cf dcllars and .houIS'attempting to [fprovide a respcrsive
systes cf icternal supply. Additionally, Congress has iden-
tified srecixic grougs of fecple as deserving of special
help in the form ¢f r1eserved Government business cppcrtu-
nity. Alcng with Federal Supply Schedules (FSS), these
sources ccrnstitute mandatory sources of supply. By
utili2ing these SOUrces wvhepever possible, the buyer assists
in actievang several important goals. Fewer scarce fprccure-
zent dcllars are tied up' at aany one éime in dh;licated
items. Kegular utilizatioca of supply channels ;icvidés
accurate usage data, and -enakles more effective Erediction
¢ future demand. Finally, important social Folicy is

translaced into reality.

At this poinf, it should be noted that the gajcrity
of BEA-related actioﬁs are héndled correctly and efficiently
Ly small purchase prcfessionals. On the whole, the furfoses
€xpressed in the precedingy secticr are being served. !hére

' are, kowever, ‘'a linmited number of weaknesses that afpear on

a regular ltasis at a 'large nunber of activities. Th< need

110

[ -




to deal witl these discrepancies adds an unneeded turden to
the lacks cf buyers. It is believed that if small purchase
Ferscrpel address these proktlem areas as a corps ¢f fprcies-
sionals, Jiscrerancies will ke "eliminated and energies pay
e focused ¢n the primary task, which is service.

_ B review bf CFR repcrts reveals the fdllowing recur-
ring';rcflem areas:

"a. Estaklistrzent of EEAs. Purchase orders are rct.

scrutirized to deterzine if repetitive buys from a single
vendcr might not more e€conomically be made under a BEFA.

t. Review of Active EEAs. Regulations require that
EPA ccntent le reviewed at least annuaily, and procedures at
least =seri-annually. '~ An evaluation mnst' be rade of
adeguacy, currency, and corpleteness of all terms and
clauses. , : ‘

C. ~Disestaklishment cf BPAs. BPAs are not always
Eeing premptly disestalklished when time or dollar ligita-
tions have Lkeen réached, or when the demonstrated need for
the EFA ro longer exists, |

d. Docunmertation of Calls and Solicitations.
Furchase reguests, written recocds of solicitations, tids,
and guotes are nct being maintained in the BPA files. This
is particularly true with regard to oral transactioms, and
Ireccrds asscciated with unsuccessful vendoﬁs.’

€. . Insufficiedt Nupkters of BPAs. The cunkter of
EPAs estatlished fcxr gqualified vendors in a particular
conmodity gxdup.does pot peruitvmeaningful‘éompetiticn over
tince. 160 few vendors are ‘involved, thus denying frice
proteéticn to the Gcvernment and growth to the Lusiness
tase. , , ' | '

f. .Call FEc¢tation. Rotation  fractices dc ot
Fromcte €qual vendor cpportunity. .A small group c¢f verdcrs

often get an inordinate number of solicitations andsor
avards. . An unsuccessful vendor does not always receive

another cppcrtunity withir a reasonable period of time.
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..............
........................................

Ge Screening of Mandatory Sources. . Attempts to

acquire requested nmaterials froa nandatory sources are€ not
always gade andsor dJocumented. - This is a particularly

sensitive area in light c¢f the negative  putlicity
surrcunding the spare€ farts issue. Individual regﬁireuents
Bust te screcened thrctgh mandatcry sourées_qﬁ supply before -
teing crdered frcm verdors. I ' |
h. Required Clauses. Original BPAs ofter dc not
contain all clauses reguired Ly . regulatiqn; or the clausgs
aﬁe inccerlete. This protlep is expected to Leccme even
gore acute with the tramsition to théf FXR. Numbering and

contept are€ changing.

i. Synopsiz2ing. Eotenti@l . BPAs and, where
:équixed,' individual calls are not synopsized, or are
imprcperly synopsized.' This regui:eﬁent is relatively zew
to buyers, and ot Euch specific guidance has been given or
generated ir the field. '

€. <Suggested Sclutions

It i3 expected . that small purchase professicnals
%ill le akle to‘génerate a number of effective and creative

' £oluticns tc the prctlems discussed on their own. Buyers

are enccuraged to develop and share these techniques to
imércve the overall [ferformance at the'activity. ‘& trief
diScussihn of some . fossible solutions follows, nct as
guidance, but ~me:é;y to  stimulate directed thought.

Individual activities will detérmine ‘the degteé cf a;;;oachi
st;néa;di;afion.j L T

'.a. Estatlisizent of EFAS’
. Be aware cf the signals which cozmonly indicate
the desireatility of EPA use. A wide variety of items im a

troad class are comzcaly crde:éd,n but specifics are not,
impediately known. "Cffices or projects'.in a giver area do
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pnot have purchase anthority, tut do have routine needs. 1Iae
writing c¢f routine furchase crders, ofter to the sane
sources, kecomes trouklesome. A vendor or group cf verdcrs
consistertly charges less or cffers better performamnce. All
cf these circumstances may hint at the possibility cf tihe
and effert sévings tbhrough use of a BPA.
| Consider the practice of conducting a mcothly
commcdity revieq.' Feview purchase orders in each @major
coumcdity group to determine if vendor patters are evident.
This frocedure may be accom;;ished"using'a separate BPA log
for eact ccumodity grcug.

It may also be useful to analyze the freguency
with shich purchase crders gygc to individual vendors. A
simple card or iisting for each,vendoz‘could be kert indi-
cating tke date and general items on eaca puréhase grder.
These iistings cculd te reviewed on a quarterly basis. 1f
3-4 purcltase orders in a single quarter go to a particular
vendor, it may be wise to consider a Bea.

t. Review of Active BEAs

The first step in any review shouald be tc deter-
mine what ‘items tc lcck for in a review. ¥hen reviewing
EPAs, scre suggested items include continued need, currercy
cf'clauses, adegquacy of 'tetmé, discount provisions, efc.
Crce this Jecision'is made, it 1is suggeéted that all
existing EPAs he divided up into 12 eguai groués acccrding
to any ccovenient criteria; fcr example, alph&hetically or
‘hy majcr ccmmodity grcups. Each group, and'every'EPa'tiie
in that grcup, would then receive a number from 1 tc 12.
Eacha nbntb,- oné:groug'uould Le pﬁlled for review ac;crdﬁng
to the estaklished iteams. A simple record of the numker of

EPAs assigned to each numbered yroup saould be maintaired so

that new establishmerts can be assigned . to groups in such a
-way that grcup sizes remain relatively egual. =~ It is also
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advisarle tc note tle date of each review directly cr the
individual files.

A number cf similar methoés follow this crgasni-
zaticpal fattern. Feviews may - be conducted by ccammcdity
grou;st' If there are a manageable number of active EPAs, it

may € pcssible to schedule one block of time to conduct tke

_revies.
€. Disestablishment of EPAs

The usefulness of individual BPAs may fe exam-
ined usirg an apaiysis of crdaer fréquency, conducted much
the <same as the freguency apalysis described for estab-
lishing EEFAs. A card or similar record is kept for eacha
vendor, and calls aze siufly noted. These cards may be
‘reviewed guarterly tc determine if the BPA is still vital as
indicated Lty  the ©rumber of calls during the guazter{
Alterpatively, individual call dates may be noted on a sheet
attacted to the EPA fclder, and the vitality of the EPA may
te addressed during the regular annual review 'previcusly
descrikec. ' |

d. ' Documentation of Calls and Solicitations

_The lest advice ccncerning docimeptation may be
to dccuhent whenevex4there is a guestion or doubt. This
€juates tc the establishment 'and meticulous| maintenance of 2
cbhpleté EPA file. Such a file may be’arranged in chrcrole-
giqal' crder of individual calls. . At a |minimum, it is
suggestéd tlat the file contain: ;

(1) The latest ccfpy of the BPA}
, (2) Any records concérniﬁg negbtiaticn cf EPA

terns arc¢ ccantent. ' ' | ,
, (3) + Ccries of all puzchase rejuests filled
" using the EFA. ' ' '
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4) Reccrds of all written or oral ccmmupica-
tions with the vendor, whether resﬁlting in a 2all cr nct.

(5) Cofpies of all vendor invoices or statezents
if prccessed through the buyer.‘

(6) Any paying office reports indicating
payments.
The fcIn entitled "™Srall Purchase Documentation-Supply" may
€asily re mcdified tc record much of this data. A ccpy of
this forsz is included, together with cther suggestcl docu-
gents, with this module. ' '

The best buyer and Governnment protecticr is

affordéd by thorcugh fagiliarity with the general.docuﬁenta—-

tion requirements cited in the references section. It is
.aiso essential, however, to ke awvare .of local requirements
for dccumentatior. '

€. Insufficient Numbers of BPAs

The determination cf an adequate number for BEAs
is a judgement call, and will bLe different for every Luyer
in the alserce of activify guidance. Remember that at least
tvo EFAs in a given commcdity group are needed tao ‘have
competition. Two, however, is seldem an adeguate nupber.
At the cther extreme, . the kuyer nust strike a. Lalance
- tetweer mamageability and competiticn. The existence cf too
many EFAs may lead t¢ shortcuts in rotation that alsc deny
meénitgful competiticr. ‘ .

In general, ‘it  is recommended that ome E:A be
- €staklisted for each 100 ‘anticipated 'céllsv'againsi- a
commccéity group at,lazger_‘activities. For smaller activi-
ties, +the ratio may le reduced to about one BPA far each 30
anticirated calls. khile performing review procedures, the

lié; mtst be groomed and unneeded BPAs disestablished. New

EPAs méy be gstatlisted.fo,maintain'the ratio, or the ltuyer
may find that the list will tend toward sone'"natural level®
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cf vcluze. This eguilibriua josition is suitable, however,
cnly - if prcper rotation and review [frocedures are lLeiny
follcwed. ' '

f. Call Rotation

v When the value of an - individual call is telow
the toreshcld reyuiring congetition, ' proper rotaticr is
ILeally Zust a matter of a conscientious dttempt to run
tarougk the available BPAs in crder. A list indicating¢ tre
rame ¢f tke last vendor tc receive a noacompetitive call

" should Le kept. Whten the call reyuires competiticn, the.

situatica lkecomes orly a little more complicated. The

cbject becomes .to rctate oprortunities rather than actual’

calls. It is suggested that after tae first seiécticn cf
- one vendcr from amonc three bidders, the following system be
‘used where fractical: '

Call Jendors
1 ' A,B,C*
2 C,D*,E
3 Dp#,F,G
€tc. * successful bidder

additicnoelly, tuyers are ebnccuraged to ‘utilize, vendor

frejuency cards, as described, and reviev them on a regular

tasis. .

g. Screening cf Mandatory Sources

In b:dqx to utilize the sandatory sources of

Suprly, the buyer mtst know what they are. A basic famil-
-iarity with the references cited under this topic will
establist ttat knowledye. It is also helpful toc keef a
listing, ccnstructed ty the lkuyer 6: the>activity, with the
EPA files. These sotvrs2s do change.  Each purchase request

should te screened. against this list before the call is

flaced tc a vepdor under a EEA. It is useful to ncte that
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EPAs maj e estakliched with vendors listed cr Federal

, Supply Schedules.

As the luyer beccmes acjuainted with tke Kkirds
of 1itemxs available from €each mandatory source, this
screeping frocess Lecomes 1less cuhbersome. Recuesting
activities should e encouraged to do as much ¢f this
scfeening as possiblé. At a ainiamum, the small purchase
professicnal shculd insist that the requestor'search' the

Supply s)sten.
h. Required Clauses

Here, again, there is ro real substitute fcr a

knowledge of the arplicable’ regulatioans. This knowledge

should ercorpass bott the standard clauses regquired ir all
EPAs, arcd those clauses that apply under limited cixcum-
stances. A useful aid in this eifort is a current EPA
format guide.A This guide includes an extraction c¢f thcse

.clauses relevant to EPAs, and describes or refererces the

Iequirements asscciated with each. An exapple of such a
foraat guide is included with this module. Finally, utilize

local tulletins and Jdirectives to update the guide cn a

regular tasis.
i. Synogsis

- ' Become fasiliar with the requirenents for syncp-
sizipc as they‘pettain"to BPAs. The module  on syncpsis
included in this traipning guide discusses the shpject in

some detail. Opce tte princifples are understood, the tuyer.
‘should generate exam;1e= of EF3 and call synopses to ke ket

with the BPA fxles fcr reference.
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A. INIECCUCTION

Tte prircipal intent of this effort is nct to guantita-
tively define ~ the ccsts  and rénefits of implementing the
groposed traiming prcgram. - Rather, its intent is to iden-
tify costs and benefits, so that decision makers can attengpt
to raticralize training using their own judgements regrs=-ding
costs and Lkenefits. Iﬁplehenting costs will be categéxized
as direct and irdirect, ard in some cases, they will be
guantiiied. In large measure, the benefits that will accrue
as a result éf trainirg  héve teen discussed throuwghcut this
thesis, bosever, this'seétion will aﬁtempt to bring tcgetter
those terefits which tave a significant fipancial imract. An
examiration of the benefits will also be made with regard to
tangihle versus intargible impacts. Lastly, this section
will attempt to assicn an estimate of total gjuantifiakle
implenenfation cests, ‘and then utilize sensitivity analysis
in crder tc deteérmine an apprcximate break-even point with
regard *c expected ccsts and projected tenefits.

E. 4SUﬁJECI PERSCNNE1l COSTS

Tke @mcst obvious and most easily measured ccsts of

' inplelentihg this‘pzcgram are those associated with the
costs of the personnel undergcing thée training. It ccaso-
' pance with Task Force 6, [Ref. 60),  the researchers lelieve’

that intermediate level small -purchase ‘personnel should

receive at least 120 hours of formal '.and informal training
" during their career progressior vitnin ~the GS-110S and

GS-11C6 series. Once a satisfactory level of trairing tas
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teen achzeved, iﬁ is further Lelieved that these perscarel
- should receive at least 50 bours pét _year of ‘continuing
trainirg and-educaticr to ensure that new subjects acd areas
¢f recurrircg :difficulty are adejuately covered. This
training plan would as a result entail an average CL apfrox-
imately 70 hduré of trainircg per year. If one assupes a

standard 5axk7éar. of 2;080.prcd0ctive hours of effcrt per

emplcyee, this recoazended training would result in rcughly
3.5% ¢f the p:oduétive workyeab being spent in training.
While this say seem tc be an excessively high percertage of
tine devcted . to trainihg, "the researchers intend tc¢ skow
that the kenefits that will result will make this level of
effort Bcre than wortkwhile.

Ttis '-effort is ‘directed at intermediate level saall
Furctase personnel within the Navy. = As of the begixnixg cf

fiscal yeé: 1983, tlere were 2,883 GS5-1105 persommel of all’

grades within the DOI, and of these, 1,285'were in tke KNavy.
The average yrade level for GS-1105'personnel in the Navy is
5.8. GS-J106 personhel numtéz 1,307 within the DCN and have
an average grade level of 4#.8. [Ref. 61]. It is reccgnized

that rot all GS-1106 rersonnel are directly associated uiéh'

small purcltase, however it is felt that they shculd be
included in any exaaination of small‘purchase'perscnnel, as
their primary duties are that cf small purchase. Sirce ttis
study is- dlrected tcward Lntetmedxate level small Furchase
Ferscrnel, an averace paygrade of Gs-6 vill be utilized as
an estimate of the average paygrade for " intermediate level
GS-11CS personnel.  dhis average will offset the irclusion
of entry-level ferschnel in the aggrejate average g¢rade
-level of 5.€. This average [fayyrade represents an average
cf the opunker of GS-Q throuch. GS=7 level personpnel ir the
_Nawvy, in the GS-11(5 series. Ihevcorresponding annual
salary fcr ‘a GS-6 step 5 is $17,479. The average grade

level cf irtermediate level GS5-1106 persomnel in fpaygrades"
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GS-4 thrcugi GS-7 is at the GS-5 level, and has a ccrre-
sponding 'acrual salary of $15,681. _

In order to simplify future calculations, a sgighted
averace salary wage for the 1,280 GS-1105-6 angd . 307

GS-11C¢-S personnel will be calculated. This will allcwy for

a relatively accurate deterczination of’ dggregate perscnnel
costs as lcrg as the ratio of GS-1105s and GsS-1106s remains
fairly ccpstant. Tte wveighted averaje salary for these
persconel is $16,570.€3 per year, calculated as follcus; 1he
ratic of GS-1105 perscnnel to total smal; purchase perscorel
(1,28C,2,587) times tke average GS-IlOS,iagé ($17,47¢) plus
the ratic cf GS- 11C€. perscnnel to total small Furchase
gerscrnel (1,307/2,5€7) times the average GS-1106 wage
($15,€81). - '

" {1,28C,2,5€%) X $17,479 + (1,307/2,587) X $15,681 =.$16)571.

_ Usirg a 2,080 prccéuctive acur per year base, this would
€quate tc a weighted average hcurly wage .of $7.97 per hour.
The direct cost that would be associated with effectively
removing 3.5% of the scrkforce from productive efforts would
te tte weichted average hourly salarylfor an intermeciate
level szall purchase¢: eamplcyee, tiﬁes' the recommended 70
hours cf training, times the nnmher_ofypersonnel affected.
These calculat .ons are shown telcw: .

2,5€7 jersonnel X 7C hrs/person X 3$7.97/hr = $1,443,287

- 1he abcve figure represensts the cost asscciated with the
"permanept" loss of 7C hours jer employee,. per year, due to
this tfaining. It sust be .noted, Lowever, that these cosés
aré sunk ccsts in that these .personnel are,élready' on the
fayrcll. . Their salaries would te paid regardless of uhetter
they were in ,ttaining, ¢r wvere Q;he:uisé productively
employed. The cnly incremental personnel costs that would

result would be ' thcse associated with hiring additionpal:
Ferscnnel cn a rermarent or temporary basis to replace the .
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iacumternts that are in training. Aiternatively, if addéi-
tional [fersonnel weré not hired, and the uqcklcad was
arsorted Ly the remaining wcrkforce witaogut Jauthori:ing
cvertize, the effective direct persoanel cost, wculé be
efféciively zero. 1f, hoiever, one assumed that the level of
productivity of the remaining werkforce did not allcw the
tasks cf the personnel in training to be completed Ey cthers
in the crganization, and one assumed that the level cf the
worklcad did not charge, overtime could alsc be authcrized
as a zears to ensure that necessary work vas completed. It
should Le ncted, however, that one of the explicit'otjec-
tives c¢f increased training is to improve the efficién¢y and
produétivity of small purchase personnel. Hence, Lerscanel
resource reguirerments should e less than the nuzker of
rersconel in training to offset the loss of those perscorel
acsent due to trainipg. Each of these optioms Qill ke exanm-
ined,in creater detail below: '

1. Additional Perzapent Eersonnel Hired

(a) Direct Ccsts: ° If additional perxanent stafiing

were cttained tc mitigate the effect of 3.5% of the work-
force reing unavailakle due to training requireasents, the
workfcrce wculd ‘have tc increése by slightly aore than 3.é&%,
cr 92 ;eople,' in crder to retain ‘the same base level cf

fermsarent emplgyees working in productive endeavers as-

tefore tte tinme [that 'the trairing coumenced. Again, assuﬁing
averace grade |levels of GS-1105-6 and Gs-1106-S, and
utiiizing'athe weiglted average salary ,désc;ibed akove,
financial resources ca thé'c:der- of $1,541,103 uculd be
required tc enploy _these‘petsonnel. These figures aré

slightly higher |thar thcse representingy the loss of 3.S5% of
the wcrikfcrce aI 10% cf these newly hired personnel wculd te-

in training as yell. Calculaticns are as.follows:

93 |perscrs X $16,571 = 51,541,103,
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_¥ere this the case, the figures given above would be
fairly descriptive of the direct costs of their emplcfment.
(t) Indirect Costs: Since peraanent employees would
e regquired, their wages. would have to be acéelerated in
accordance with MAVCCIMPT H¥ANUAL 035030 to fully acccurt for
indirect ccuopensatior such as leave and fringe benefits. 1In
this ipstance out of pocket costs would bLe 32,080,485, if
cne assuges an averace wage factor acceleration of 35%, as

illustrated kbelow:
$1,541,103 X 1.35 = $2,080,489

It is recognized that ceiling points for+ additional
ferscrnel resources are difficult to obtain, bhowvever, this
cgticn is presented fcr consideration.

Z. lemporary Hiring

- e i e

]A) Direct Ccsts: If temporary persoanel were hired

to perform the duties ¢f perscnnel in training, tke finan-
cial impact would be significantly less. One would assune
that tersporary emplcyees would be hired at grade .levels
lover than the incuszkents for whick they are eu;icyed to
replace, frrobably ai the entry level in the CS-1105 series
which is GS-4 ' and which is GS-3 for GS-1106 [ferscnnel.
These ferscnnel would probakly ke aired at the louést steg,

‘and their corresponding salaries would be $12,267. and
$11,017 respectively fer year.

(E) Indirect Costs: These . personnel do nct e€njoy
the saxe level cf fringe Lenefits as permanent emfployees,

and tlteir Lase salary would only have to Le acc. .rated.by
apprcximately 25% to accurately :ep:eéeht the indirect costs
associated with their employment. = Cilculations tc shcw the

€efifect cf teaporary hires are illustratéed below:
1,280 X $12,367 X 1.25 X 3.6% = $712,339
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Tctal = $1,360,3C4

- There may Le additional costs associated with the

;rotarie decreased prcductivity cfi tempcrary hires, as tiey
will reguire some time to assipilate into the workforce, and

will bct te as productive as their permanént counterrarts.
This use cf temporary personnel will also result in
increased ti:nove; as well as an increase in the variatle
porticn of hiring ccsts. There wmay bLe other financial
impacts as well. . ‘

- Authopizaticp of QOvertiame:

() Direct Costs: If overtime.is. authorized in
crder to ensure that required workx is completed, the ccsts
would le scmewhat higher than eaploying additional full time
perscepnel, dJdue to tle overtime premium that nnst.be paid to
these frersconel in aédition tc their normal hourly wages.

1f one assuzes that each rerson would have to be authcrized

70 hecurs cf overtime fer year, they would earn an average
hourly cvertime differential c¢£f 50% for each of thcse 70
kours. 1The cost of the overtime premium is shown belcwu:

cvertime $7.97/hr X .5 X 70 hrs X 2,587 persons = § 721,644
porsal $7.97/bxr X 70 hrs X 2,587 persons = $1,443,287
' ' ' Total = $2,164,531

. (B) Indirect Costs: 'The use of overtime assuzes
that ttere até dbt apy pre-=xistang nonptoduétive hours ttat
céuld ke utilized by these perscnnel, and that they will be
atle tc Ferfora at treir normal level of p;cductiéity'uhile

.working cvertine. Bcth of these assuaptions are susgect, as

the average employee zight not require the full 70 hoﬁ:s of

overtize due to envircnmeatal factofs'uithiqfthe'uozkplacé._.

Efficiencies such as those asscciated. with not having to
stof and restart tleir efforts would result, as  wauld
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Cthers. Cn the other hand, studies'have shown that grcduc-
tivity wkile working overtime is freguently less than that
cbtained duriag normal working hours. ‘

The overtize rprexziusz ‘acceleration for fringe
tenefits is significartly less than that accrued fcr ncrial
workirg Lours. The cverti;é fortion of the wages need be 54;
accelerated by only 20% to recoup the indirect ccsts of
fringe renefits and eiplcyee payroll taxes. The total ccst
cf this alternative wculd be as iilustrated below:

Noraal hrs.-==--—- $1,6443,287 X 1.35 $1,94¢€,437
Cvertime premiun -- § 721,644 X 1.20 3 8¢€£,5712

Total = $2,814,409

P

4. Arscrb the Wcrkload Within the Orgyanizaticrn:

(A} Direct Ccsts: Unfcrtuhately it seeas as if tlis

"is tue mcst prevalest apprcacb'to solviny manning prctlems
endemsic to the small furchase workplace. As the researct has

shown, there is a significant ' workload overburdecing ia

small purchbase divisicns of the Navy, and this aggroach

would te wurnsatisfactcry frca bcth a ;ersoannel atilization .

apprcach and in ligkt of constantly competing pricrities ' -

that face sgall fpurcltase perscopnnel. This option would ocly Lo

€xacertate the already severe frobleam cf overloading these
perscupel, and the gzission accoaplishment of small purchase
orgapizaticns would suffer as a conée,uence. Once,the>uo:k~
load and staffing of small puzchaSé,personnel‘are ccrrectly S L e
aligred, and'productiwitx inb:eases., it is.aniicipated'that |
some c¢f this additicral worklcad could be absorbed within
the orgarization with minimal impact. If this cpticn were
‘exercised, hovever, the direct bgrsbnnel cost would ke zero. ' ;f_

(B) Indirect Costs: There are myriad indirect cos‘s’
associated with atteapting to aksorb taoe additional wcrklcad ' hﬁ
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with fresently stafied szall purchase organizaticns. Ihe

already low uworale will difp even further as Gpressuyres and
taskirgs increase, and tnrnover will increase corresgond-
ingly. Additionally, the tacklog of purchasing acticrs in
tae guewve will grcw even iarger, resulting in lcncer
proﬁurement action lead-tiges, or in some low fricrity

frocureaents never being made. As the pressvre on buyers to i
increase taroughput ircreases, they will attempt tc cut as .f?
Bany ccCrpers as possitle, resulting - even foorer ;erform-‘ t'
apce thtanp at present. , B

C.‘ 1ﬁAI§ING DEVELOPXERI COSIS i}}

In addition to tle frerscnnel costs associated sith small éff
Furchase personnel attending training, there would Le ctler - ;;;j
Ferscnnel ccsts involved in developing this training. Cur » :_;j
efforxt haé teen to hjghlight the primary areas of training ffﬁf
deficiercies that are most prevalent throughcut small 'ffﬂ
rurchase crgapizaticrs. There still remains the fairly ;;i‘
significant task of actually developing a trainihg guide for S

intersediate level sgzall Gfurchase jersonnel. There are
pumercus options that exist in relaticn to the. tasking cf
the ;:é;a:ation of tkis training manual, ipcluding a thesis.
topic fcr arother Naval Postcraduate School student, hirirg
a‘civilian 'contzactcx, or tasking another Federal Agency
"such as the Federal Acguzsltlon Institute (FAI) with ccutin=
ving tiis effort. o , :

I1f a thesis student were to complete  this effort, the
cost sculd te faitly reminal as that person's efforts would
‘Lle a surLk cost since this effort would fall uxthx: 'the
purvies :of thesze reeeazch for 'the Postgraduate student. The
cnly ipcresental costs uould Le those associated withk travel
and cther research related costs. In the main, these ccsts
would :e.igsignificant. If a ciyilian contractor were tasked
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with the preparation ¢f a training mandal, the cost wculé te-
puch gzore significaant. The most probadble option wculd ke to

task FAI cr some otker Federal Agency with completicn of-
this wcrk. At present, FAI is working independently cf tkis

study to ccurile needed areas of training within the small

Furchase environment and to develop a training guide tc meet

those needs. If they utilize the findings of this study, the.
scépe of their [present tasking would deprease,‘ as scrme of

‘the g¢grcund that they bad intended to cover is included

herein. 1In this “nstance, as in the case of assigniry this
effort tc a NPS thesis student, out of pocket costs wculd bpe

rominal, =since the EAI has already programged perscrnel and’
finarcial resourses tc this task.

L. TEAIRING COSIS

I1f this or a sigilar r[rrogram were iasplemented, theﬁé
would Le costs asscciated with actually conducting the
recommended trairing. There wculd necessarily be a cadre of
capaktle instructers tc conduct the training, as well as td'
update and ctherwise keeg the traininy material current. It.
is a little .more difficult to quantify these costs, since
the structure within which this' training would be'conduéted
‘is extremely difficult to frre-determine. If dedicated
instructcrs were hired to cenduct the'training, there  wculd
te a direct cost impact. = If, however, this training were
condqéted ‘in-house 'cr with presently existing training
resources, there would not te a significant cost impact. For
the fpurpcse of illustration, we will examine the chcice cf
hirir¢ additional fpersonnel to travel to major instaliaticns
to ccpduct a portion cf the training. Liaison with the Army
logistics Managément Center at Ft. Lee Va, indicates that a
staff 'cf_vtwa reople would be reguired to igplement,’
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i :
i coordirate and execcte the desired training [Ref. 62].
w Comparatle rersonnel at Ft. Lee are at the GS-12 level, and
é ccmmard an average salary of $34,454 [per year. If these
v salaries are accelerated in accordance with NAVCOEPTI MANUAL
ﬁ 03503C tc account for indirect costs, the total cost of this
. S increased staffing of two perscns would be $93,025 per year.
i The wost reasonatle opticn vould be for a large instal-

laticn in each geographic concentration of small purchase
perscrnel tc be tasked with ccnducting the training crnce or

¥
.

.
o
R
¥

twice a s@cnth. This would 'allow a relatively small
Fercertage of the spall purchase gersonnel freg lccal
commards to attend <€ach time training is conducted sc taat
the ncrral work flow is not ccmpletely disrupted and suffi-
cient fperscnnel are cre band to ;ro?ide the required service.
Iherefcre, major installaticns may find it necessary tc hire
additicral perScnnei tc ccndoct all or a portion cf the
traiping lccally. It is felt that additicnal perscnnel
would Bct te needed at the NAVSUP level, as sufficient
Iresourc«:s.arpear to e in place to provide policy guicance
and oversigkht.

R

E. TIEAVEL COSIS

Travel costs asscciated with the isplementation cf this
training Frogram are difficult ﬁo forecast and quantify.
There wculd - obviously be scme travel involvéd if training
were conducted by, a cadre cf instructors that pericdically
jisited each majcr instailatiod; Persohnel at smaller

installations would ‘also be reguired to iravel. tc certral
locations tc obtain tke necessary training. If training were
conducted in-house, blowever, there.would be nominal travel
costs 2ssociated with implementing this training,' There ére'
. approximately 40 majcr small purchasiny divisions withir the.
Navy [Ref. €3]. If one were to assume that each of these
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installations were visi;ed an aﬁgrage' of twice per year and
frovided two days «¢f training, the travel cost for two
Ferscns - frca a relatively central locat1on would tctal
apprcxigately $120,0CC. This is baaed»on a trlp of 4 days iu
duraticn, and an average trig lengfh'of 2,000 miles, ané the
assunmrticn' that several activities“uould'be akle tc partici-
pate in training siniltade§u$ly} . keliable data are ot
availakle to accurately estimate £he- nunber of - perscnrel
that wculd be alkle tc attend . :éining of this manner on a
po-ccst tasis. It is eStimatgd} however that épprcxinately
80% (2,0C0) of the énall purchése personnel would Le aktle to
attend cr a no-cost baszs as a result of these sessicns
teing ccnducted at sajor concentratioas of small purchasé

- perscnpel. If perscnnel from small commands were reguired

to travel to larger installaticms to obtain training, an
est;mate cf total ccsts for the remaining 500 people would
te approzimately $25C,000. N

Altbough these figures are broad estimates, they are
fresented tc illustrate the potential upper limits cf the
cost cf' travel associated with implementing this prcgram.
The tctal costs thercfore of implementing this alternative

" would Lte $370,000. A ncre reasonable assumpticn, as

discussed altove, would be for the largest activity in each
regicn tc conduct tte traxnlng on a recurring basis. Any

~in-hcuse fersonnel ut;llzed.to conduct this training may be -

required tc pezferm scme travel in order to participate ‘iz a
training course specifically designed for infhousé instruc-
tion cf small purchase training. - o

Fe 'ESIﬁlIﬂG, DISTRIEUTION, AND OTHBR'CONSUEABLES COsS1Ss

‘liaison with the Governmeﬁt Printing Office - indicates
that the .average prirting ccst for a.training.manual of this
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nature wculd be apprcximately $.70 per copy for a training
ganual that is roughly 100 rages iong [Ref. &4]. Assuming
an initial ‘tribution of two copies per small jurchase
emplcyee, tocal [rinting and distribution casts fcr £,200
copies wculd be appicximately $3,640. There woqid, also be
some cther iess significant costs associated with the inple-
mentaticr cf this training frcgram, however, .the ccst of
consuna;les and other miscellaneous supplies would fprckatly
te ucigirnal.

'Ge SUMMARY OF CCSTS

Tte prigary intert of this rather cursory examinaticn of
costs 'is rot to ascertain uifh any. precise degree oI
certainty what the ccsts of isplementing this progranm ﬁould
te, ratler the intedt is tc' tring potential costs tc light
and toc make seemingly reasopable estimates as tc their

 value. It will be skown in the succeedinngecticn through

sore e€lemertary sensitivity apalysis that even if these
estivates are off bty a factor of two, that the reguired
percentage increase in prodhctivity er .favorable reduction
in pricing would be very small in order to comzpensate for
the ccsts. A summary of anticipited costs is presented
telos. '

1. Sutject Perscrnel Ccsts

a. Loss of scrkforce due to training

(1) Additiopal Persomnel hired.

' {$2,0€0, 48¢)
(2) ZIempcrary Biring. o ,
($1,360,304)
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(3) Quertige.

($2,946,u61)
(4) Abscrption Cf Work.
Witrir The Organization

(negligikle)
<. Iraiping Devlcrment Ccsts

(negligitkle)
3. 1Iraining Costs

($93,025)
4. Iravel Costs

($370,000)
S. Erirting and Listrilbuticn Costs

($3,640)

He ECTIENTIAL BEBEFI1S

‘ There are a syriad of pctertial benefits that mxay-accrue

as' a result of this training. This portion of tle tlesis
will nct attempt to present a rigorous quantificaticn . of
these tenefits Lut rather will merely - highlight thc<e of
significance. After outlining and discussing each c¢f these
E ;otentia; tenefits, sensitivity a alysi% will be reifcrued

cn the gresent level cf small purchase expenditures in crder -

. to deterrine the reguiéed increase| in productivity cr grice
savings through more efficient ;urchasing tﬁét-nhst take
rlace in ‘crder for this training| to be jusiified'frcm a
cost-effectiveness viewpoint. The 'reéder ‘is Cauticnéd,
bowever, that many of these benefits will not surface
directly on the " bottcom line™, although they will in every
case have an impacf uron purchasing efficiency.
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[ ] i€ part of small fpurchase

¥guld e increased efficiency the of suall
perscppel. If srall rurchase personnel perform their duties

in a gcre efficient manmer, fewer personnel resources skould
ke required. The dspact of dimproved efficiency will bpe
difficult tc measure, bowever, as it is ccmronly felt that
small furchase ;erscinel are ptesently overburdered. As
frevicusly mentioned, there is  increasing [putlic and
Congressjonal furor 1egarding charges of spare [far%s cver-
Faymects ty the DOD tc Defense contractors, and a signifi-
cant pcrticn of the spare parts procuremeants in the'Navy/EOD
are fperforzed Ly =small rurchase persornel, If small
purchase personnel receive iaproved traininy the incidence
CI ' srar€ parts overgiricing, real or ipaginary, .sFould
éecrease. |

k. Prices taid by the Government for gocds and
services shculd decrease in copstant dollars. The crux of
t

any amnalysis of fpurchasing must .be upon oktaining tie right

material, at the richt price, at the 'right location. As
small’ pcrchase perscnnel becoms more skilied in’' their
duties, they will presumably ke better eguipped, tc negotiate
prices and conditicrs that are more favorabl: to the
Govermment. Elezentary tocls anu skills such as cost and
frice analyéis, as well as a general business sen<e, stould
Lettexr enakle sgmall purchase Fersonsel to obtaim fair ard
‘reascbnatle ;ricés. Tkis area prolkably has the most pctextiél
for payoff since’ a ceneral reduction in relative prices of
canly cne'peicent of tie over $3.5 billion spent Lty the Navy
‘last year in siéll';uthase (BRef. 65], would result in
savirccs cf cver SBS,CC0,000 per year. An increased level cf
frice reductions wculd wmake these savings even more
drasatic. ' ‘
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€. Rublic and Congressipgnal attention c¢r small
Eurchase sriould decrease as they gealize that the spali
Eurchase functiop within the Navy/DOD is teing conducted in
an effective angd efficient jgg_gg. The present level of

‘atténticn ky pub;zc kcdies is probably well deserved ard is
productive in that it has forced Defense Agencies to focus
“on the sgall purchase function.énd to attempt to imprcve on
it. As these imrrovezents are made, public focus will shift
to. cther areas thus allcwing productive effort tc be
directed . at executing the sgall purchase function «ratker
than at defending itvs practices, policies, and existence.

-

e ;__ ngi ble Berefits

- D Ce—

de Greater rrofessicnalisnm snould result from

PSS -2 e — T} P o

;gg;g!gg training., As discussed previously in this research.

Faper, 1lcw  morale is endezic throughout amost Navy small
purchase 6rganizaticzs. One of the factors that has contrib-
uted to this low morale and to low self-esteem withir the
GS-11C5/€ ranks is the perceived lack of professionalisn
vithir tle small purctase structure. This perceived lack of
professicnalisa is appareat in the literature and is
€videnced in interviews with ‘snalllpurchase pers<nnel and .
‘their sufpervisors. If an effective training progzam'uere
inﬁlelented, the mcrale and self-esteem of small ;ﬁrchase'
rerscorel wculd undouktedly increase, as would the general
:perce;tlcn cf£ professionalism uifnih small purchase. TLis.
1ncrease in.morale wculd protatly decrease the turnover and
attritior rates within the ranks of - small purchase,  and
uould also tend to bave a fositive effect uron the prcduc-
t;vzty cf these perscrrel. |

k. Improved execution 9§ mandated socic-eccromic
ELogxrams shculd result frog isproved traiping. Ap iggcr-
taut, yet-intahgible impact c¢f increased training wculd be
iaproved implementation cf ‘ previously discuS:ed
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socic~eccncunic prograss directed by the Congress.  Small
_ Furchase is an important vehicle by which the Congréss and
‘Federal Agercies izplement socio-economic programs. If ‘small
pucchase. personrel are better trained and Letter understand
their rcle in the [rocess, they will be lLetter atle to
 execute these pregrais. As pcinted'out in the researchers'

discussicn ¢f major froblem areas, competition ard sSmall:@

Eusiness set-asides are two srecific socio-eccnomic fprcgrams:
that have pot been iaplemerted as effectively as desired.
As a result of this training, one could expect that smpall’
furchase personnel may increase the incidence of competitive
procerempents and increase their utilizaticn of Spmall fand
[isadvantaged businesses. o

c. Marked imrrovement in s_s areas of responsiveness
to and imprcved readipess Qs‘gzggs nal units should result
froa jerroved training. As yers-become more professional

and mcre prcficient, they will better be able to rxeet the
‘ever,ku:gecning needs of their customers. Increased prcduc-
tivity ard a better awvareness of the meaning and etfeét,of
pfiorities will pet «culy allcw customers to allocate fewer
financial and personrel resources to small purchase, lut
will alsc result in shorter prccurement action leadtimes for
custcrgeirs. lThis'iay alsc allow stocking activities to
adjust inventory‘ordeping zodels and reduce the need. to
carry p:esént ;evels of inventory, -thus reducing catry;dg
costs, ‘ '

=2

d. Jmprcvemerts to the professional base frca shic

%o draw eptrants intc the GS-110¢ series -2_-14 Lesult fron
;ggggggg training. At present, the level of expertise tlat
is displayed by GS-1105/6. personnel that transfer tc the
GS~11C2 series is szgnlflcantly less thaa d651red [Ref. 66].

This results in an incrdinatec amouut of tralnlng in crder to

B

make forser GS-IiOS/( emplcyees productive aembers of the
GS=11C2 workforce. 1f intersediate +level small fpurchase

T
-
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Ferscrnel are better trained, the tracsiticn from GS-110%/6
to G£-1102 will be nuch easier and will encourage Lcth
-communities to. gromcte fertilization ¢f the GS-1102Z series
froma the GS-1105,6 series. 4s a result of the thresktold for
small rprrchase keing increased to 325,000, many of the
concegts cf small [urchase are egually applicakle to
contracting as well, indicating that properly trairned
'GS-11C5/€ personnel should have less difficulty ‘making the
transiticn to GS-110z.

I. ABFALISIS

It is pot withir the scope of 'this research effcrt to
rigcrcusly guantify tle costs and benefits of implementing a
Eropcsed training frogram fcr intermediate level spmall

purchase rersonnel.. There is a feeliny at many levels of
purchasing ranagement that the present staté of trainirg in

smpall purchase is so deficient that even a trainirng precgranm
¢f wmuch greater sagnitude than the one that these
researchers propose sould Le cost effective. - Executive
Crder 123%2 does bpct address the finéncial- impact of
iaproving the jroctrement workforce, rather it fccuses
solely ufpon required ieforas. It is iaportant, however, in a
general sense to have some aprpreciation for the expected
cost cf iazplementing. this or a similar program, in crder to
"determine if further cost analysis is warranted. Altkough
the cost analjsisu fresented above is not guahtitativeli
;:ecisé; the researcher®s contend that the crder of magni-
tude cf these costs is a fairly accurate’in&icator of antic-
fpated cests, At every juncture throughout, the researchers
bave chcser to be_cchservatiie and' thus demonstrate the
greatest potential ccst of €ach option.  The following data
'ptovide a range cf optimistic and pessiaistic estimates that
vill allcw the reader to ascertain a reasonatle estimate of
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CGsté under varying assumptions. If one were to assuze tiét
each cf tke most costly options were to tramspire, tke total
cost ¢f dipplemernting a program of tiais nature woulé ke as
folléus:

‘Low.  Hish
'Suhject‘Personnel Ccsts - 3 0 $2,597,91¢
Ttéiting Cevelorment Costs~ negligible

. Trairimg ccsts - $ 0 - 93,028
- Travel costs - 3200,000 3 320,0CC
Pripticg and other cests - 3 3640 3 3,640
Total ccsts ' $

203,640 33,014,5¢€1

As stated, it is felt that the above estimateé are a
reascnatle kroad estisate of the costs of isplementing spall
purchase trainiﬂg. Even if these research estimates were in
error ty a factor of two, the t&tal projected cost fcr the
Navy to 'ilplément this training would aprroxigzately 36
sillicrc. 1Tkese assuxptions serve to establish a rough Lase-

line against* which tc seasure expected costs. . Since all of

the assulptions regarding ccsts were purposely made witk the
expectaticn of the mcst costlylcption being qiercised, there
'is agple rccm for these estimates of costs to be reduced.

_ In order for the Navy to recapture its investmernt in
traiping from a pdrelylfihancial aspeqt, small jurchase
Ferscpnel wculd bhave to efféct an average cost savings of
less than one tenth cf one'percent ofﬁ totél small jpurchase
expenditures. . 1The above efficiencies represent a fairly
small inc:elental,decréasé~in prices paid, amd dc cct take
any cf ‘the many irtangille benefits cited abbve into
iccoudt, it small rurchase pé:soﬁnel vere able to achieve
" an oversll avdrage reduction in prices of' one fercent,

savings, . after subtracting traininy costs, on the crder of

$32,00C,0CC vould uccrue.

14
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If scze of the less costly”éptions discussed aEcve Wwere
in fact exercised, the pcterntial paykback point ¢f tkis
- investgert would be reduced sigpnificantly. ~Ffor exanmple, if
the Bavy chose to (1) hire 93 additicnal full-time
emplcyees, (2) task the FAI with completioﬂ of the training
guide, and (3) perfcra most c¢f the training in-house, tke
cost icdld coly be orly slightly more taan 32 millicn. '

Je SUGEBMARY

Tkis examinatior cf pctential costs and.benefits kas
Leen Ifaixly cursorr, - hovever, it has accomplished its
Frimary purjose of establishirg a resonable range c¢f esti-
sates regarcing the prcjected costs of iaplementing a small

purchase training prcgram. The objective bhas been tc¢ shov .
that the required investment ip terms of financial resources .

is fairly romipal in order 'to potentially attair an
extrexely Ligh ‘degree of tangibie and intangible Lenefits.
'there are ctviously a lot of alternative methods tc approach
otilizing and iaplemexting the mandated training, amnd it is
recognized that ofpticns such as'inbreasing tahe nuxhéz of
ceiling [fcints is a difficult endeavor at best. This
rroblem is exscerbated by the need to obtain additioral
' ceiling fcirts for. other reasons esides affording increased
c?pottcnities for 'traicing. It is critical however tc estab-

lish fipancial & and personnel needs so that the ﬁecessarj

[esources can hg requested and possibly cbtained.
 Apn iszportant, but frequently overlooked, point is that a

reascnakle estimate ¢t the costs must be derived. All too'
cften, Governnent-;:ograis~ are ekecuted‘ without even a

curscry atteapt to gquaniify tke costs and benefits that will
result. In this case, it is felt that the magnitude cf the
traiping costs is sc smsall that the training is warranted

froa a ccst-effectiveness standpoint. The relatively ncminal
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fundicg reguireaments c¢f this frogram , as a percertage of
small rircrase experditures,(albeit $2 to $3 wmillion),
requires a very small.incrémental increase in pricic¢ effec-
tivengss to recoup «ccsts.' For example, 1if small purchase
Ferscnnel were akle tc negotiate a price decrease cf §$1 for
every $1,000 that they spend, the Navy would have reccuged

all cf its training ccsts. Additionally, a myriad cf ctler
tenefits besides reductions in prices paid can result as’

sell.
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VIII. CONCIUSIONS AND BRECOMNENDATICNS

- 3. CCHNCIOSIONS

an effective career development prcgcaf for

1. lack of R
small fpurcktase perscnnel has nejatively impacted ujpon _@
pecfermarce in tie field. The views of buyers and .supervi- o

sory perscnpel expressed in Chapter III supfport this ccrten- ‘
tion-. Further, a nuzber of fpracticai manifestations can Le :i;i
directly related to the systemic failure tc ptoiide scme
clear career oppcrtu:;tles for those interested in remaining
~in small Gfpurchase. Ihese manifestations, as detailed ic
Chapter 1II, irclude confusicn regarding job definiticn,
high,turnbver rates, attiiude and ‘morale problems, avcicarce . moel
cf respcrsitility, ard reduced incentive t-. particigate in DS
_ further training. B

<. Current effcrts to revitalize small purchase carser o
develcizent programs are a' ster in the right directicp, rtut e
leave scue lasic guestions unapswered. Task Group 6 reccm-

aendaticrs and acticrs, presented in Chapter III, Eroferly
address uahy of the correct objectives for any successful .k
.;rofeséicnaj_developxent ‘prngan. 0ccupéticnél standards e
are reing rewritten, and specific training yyidelines are e
teing esfahlished. Eroperly, the researchers believe, these
efforts are being fcunded wufcxn surveys of the buyers and _
supe:vi<cr= théncelve o _ : —eme
3. 3 distinpct and complete career development prcaran L
shoyld ke frovided fcr those rersonnel who wish to repain in .
the 1105 apd 1106 series. Italn;ng and professional reccg- - o
prticc of the 1105 and 1106 series should not be based ugon cm

lﬂo

an assused desire to transiticn to the 1102 series.
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Eaca enhancement to small g[fpurchase career develcgment
frogjraxs must be filtered down to every level of the smalil
purchase Lierarchy. This will reguire a serious rcevaliua-
tion cf work loads ard manning.levels.in many small purckase
Shops. Euyers and supervisors must be allovwed tc fpartici-
fate in tkte developmert cf all frrograas. '

Sfigpificant weaknesses exist in smail purchase cr:ca-

4o
nizaticaal structure 3nd practice which pust be addresszd i

n

any training preqragx is to Lte successfully implezerted.

Smail purcbase Luyers and Supervisors are virtualiy urani-
&ous in their agreement that is inpossible to separate the

quality cf the working environmeﬁt from the vperceiveé‘need

and desire for traicing. .
Specific conclusicns, surpgorted by the'discussicr in
Chapter 1V, may te made as fclicus: .

a. The functional distinctious between Frocurcxzent
éeries are unclear ard personrpel, as a result, are cften
imprcrercly assigéed. »

k. In sany activities, the buying function is nct
crganized ir a manner conducive to efiicient use and devel-
cpment cf personcel. 4

C. ' Many activities bave failed to provide small
Furchase with necessary Fublications and reference
zratexrials. _ :

d. No effective precygram currently existé to keep
smali purctase personrel abreast . of the latest législaticn,
regulaticn, and direction. Nc effort is méde,uon ghe'uhole,
to translate this irformationm into terms that are under-
standatle and useful tc personbel in the field. '

€.  Organizational bbals and ;ribrifies fcr small
furchase are not made clear to small purchase ﬁe:scnncl)
Stated ccncerns and objectives often exhibit very' 1little

stability.
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f. Perforzance evaluation systens for small

phrchase ﬁersonnel are totally inadejuate as they now exist..
Too such <aphasis is placed wupcn volume cf eiffort withcut
recognizing the varying natures and complexities <¢f tasks
Ferfcrmed. '

ge Very few organized systems exist tc Ercvide
Fositive recogumi ticr to srmall purchase buyers: and
superviscrs. -

bh. Inadequate clerical support has degraded small
purckase performance at many activities. Procurement
Administrative .lead Times ., (PALT) have been directly
affected. ' ' '

i. Small purchase sugervisory perscnnel generally
fail tc jrcvide - the kind of support 'necessary'to.effeétive
rperfcrmance and trairing. o

' j. = Most prccurement activities need to earrestly
reevaluate their existing systems of internal and extercal
compupicaticns. In ceneral, effective feedback mechanisms
do not exist to enable evaluation and improvement ¢f suger-
~ visory ard training efforts. '

k.  Professional and organizational. deficiercies
have resulted in a shift away f:pm a service-oriented atti-
tude cn the part of many small purchase personnel.

l. Existing training frograms in the field cf small
furchase are generaily inadegquate. '
- S.  Mapy of the zost chropnic Contract Management Revieu

CMR) - discrepancies related tc the swall puichase furction
could e eliminated Ly improving performance in 2 ligited
number of subject areas. ihese'areas are identified in
Chapter V. The basic nature of theée areas 1is su;pcrted

~koth Ly CMR detailed and. 'sumpmary reports, and Ly the
expressed ccicerns of small furchase personnei. Caﬁses and
tasic sclutions Iaddressed in Cﬁapter,'v' , should, the

researchers telieve, form the nucleus cf a refresher chrse
for small purchase buyers and supervisdrs. ' '
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6. An intermediate level small purchase training
Erogranm re€d be develcred that is succinct, clearly fccused
upon regulations apd directives as they pertain tc small
rurchase, ard consistent in its approach. During intervieus

in the field, small furchase personnel almost unanimcusly
desire a rractical training guide that mot only details' "how
to," Lut also addresses the "why." ' Training din the 12
subject areas discussed in Chagpter V represent the rajcrity
cf reétrxing CMR discrepaﬁcies, and are those most desired
ty szall purchase personnel and thier surervisors. This
research has found that small Furchase perscnnel are ncre
ccomitted to the suprert of policies and procedures if ttey
are auare cf 'the,origins ;nd impacts of these: policies and

[rocedures. _

7. 1he cost of isplementing an effective and cofprenen-
sive trainin, prcgras for small purchase perscncel is pinis-
cule ccunpared tc the dollar value of transactions that tley
pro-ess, ard the pctential enefits to be gained. Fased

upon a ccstybenefit aralysis of a training pregram fcr small
Furctase personnel,' it can be concluded that through a wide
range cf pessimistic éstimateé, the cost of implemernting
training Ly uny ode cf several methods is nominal. If
training is conduéfed on a continuous tasis, the pctential
tenefits will far outweigh the costs. -

' E. RECOMMENDATIONS FCH UPPER ECBELONS

1. Eress forward to meet all legally pandated gcals for
small prrchkase prcfessional development to include the

objectives enunciated by Task Group o, and those propcged by
the researcters(in Chapter III, will form a solid foundation
for imprcverent.

contipuizg ‘ggcomhendations g; Task Group 6. - The F[fclicy
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< JTake every action pecessary to ensure that the

- ——— . —————— ——

improvements achieved in jprofessional development are

Ieflected at each level of the procurement hierarchy. This
will dinclude comprehensive' revision of position descrip-
tions, reassessment ¢f task assignm~ ts, adjustmert of
manning levels, and reevaluation of training needs at the
kuyer level. Buyers and sufpervisory personnel skculd be
actively involved in frogranm design and implemehtaticn.

. Levelop and izrlement a separate and distirct career

l‘%‘ .

3
velciment program fcr small puccnase persompel who wish to
o]

remain
Erograg a dedicated training plan which addresses the peeéds

in small purchase. ~ Include in this deyeic;ment

cf career srall purchase buyers and supervisors. In crder
for such a proyram tc be successful, it is further recca-

mended that concurrent steps be taken to address the.

follcwing problem areas: .

a. The appearance of organizationai prefererce for
the 1102 series.

k. Intense ucrk loads.

Ce Volume-xelated performance measures (this will
Le the subject of a separate recommendation).

d. Turnover rates.

€. Morale prcbhblems.

f. Professicral recogpitioa.

4. Levélop and rromulgate updated - Classificaticr acd
gualificaticn Standards for the small gurchasg series. . Use

thésé .standards to 1revise position descriptions and job 7
' assignmehts'at all prccurement activities. This must Le the

first ster in estatlishing small purchase as a distirct
professicnal coamsunity. ’ ’
€. Specify the currently operative gg;ggencég fer smail

"purchase. FAR implezecntaticn has resulted in uncertainty as

to the viability of many traditional soucrdées of infcrzation
and guiéance. The status cf NAVSUP P-467, in particular,

Iequires immediate clarificaticn.
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a uniform training ccurse o

6. Levelop and rromulgate a unifora n:
FAR fagiliarization for spall urchase persoasnel.  This

training shculd ke mardatory 'for,buyers, - sugervisars, and
managers, and shculd ke implemented as soon as possitkle.
7. - Eroduce and distribute summaries of the - latest

legislaticp and regulation ajplicable to small purchase.

Sumparies should be easily Auhderstpod at the furctiocral
level, and should be made available on a regulac basis.’ 

8. Develop a standard performance apgraisal system to
Le used ky all activities ip evaluating the perfcrmarce of
mall rpuvrctase perscrpel This system should nct rely

exclusively on traditional meashres-,of efficiercy, Lut
should irccrporate a recogniticn of the kinds of tasks leing
rerfcrmed, as well as the guality of individual perfcrdance.

S. Spcosor a forral recognition progras for outstanding

small purchase 'perscrnel and activities.  Such a prcgran

could alsc be used as a vehicle to disseminate inrcvative

ideas. :

10. Levelop a comprehensive training quide fcr small
Eurchase rersonpel that includes, as a minimum, the
follcwing lasic subject areas:

8. Reguirenmerts Determination.
t. Purchasing Methods.
c.. BPA Use and Administration.
~d. Purchase Crder Use.
€. Documentation.
f. Determination of Fair and Redsonaktle Price.
G. Competiticn. ' ' o
b. Small Business Set Asides and Other Programs.
i. Accounting Data and Appropriations, '
_'j. Imprest Fund. )
ke ADP Frocurement. ,
1. Prioritization of Procurements. This Ercgran
should te frepared at a cent:ai level and distrikuted to
field activities to adaft to their specific needs.
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11. A ceatr
4

dinaticn, aand
This authority should periodically review the needs cf field

al au
pdating of a

uthority s be
l purchase training guigde.

level fperscrnel, and should update the training gquide cn at
least ar anrual basis so that it does nmot fall intc disuse
due tc a lack of currency.

1z, Levelop a standard format similar to the cme
Eropcsed that includes the fcllowing key elements:

. Qe Subject Area.
t. Definiticrs. _
c. GoVefning Rules -and Eegulatidné.
d. FRationale and Reasons for Procedures.
€. Coamcn Picklems and Discrepancies.
'f. Suggested Solutjionms.
Ge Iraining Materials and Recommended Guides.

' 13. fursue adeguate financial resources to fully izple-
ment apy training prccram that is undertaken.  While it is

recocnized that pexscnnel 'ard  financial 'resources are
scarce, the benefits that will accrue will far outweigh the

costs. ,
14. Establish' a means tc gquantify the bepefits that
accrue as a result of improved and intensified traiming. A

means  tc guantify ltenefits in this area will facilitate
deternining if future training-should be, conducted, and will
;;roiide'jhstification for additional resources if tenefifs
€xceed tie costs as expected. ’

C. RECCEBFNDATICONS ECR PROCUREMENT. ACTIVITIES

1. Activities should Le encourajed tc'rcationally eval-
vate tle organizatigm cf the kuying function. This evalua-
tion shculd be desi c

~facilitate: } .
' a. Effective utilization of existing expertise.
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_ t. Trainincg ihrou;h rejular  assignment rctaticn,
" where fcssitle. _
o © Ce. Professional develogzent through expcsure to
" tasks cf varying difficuity.

, d. © Maximur opportunity for tuyers tao Leccne
ialilia: with sources and prcducts.
Chce an ‘effective scleme is instituted, it ‘should’ remain
statle as lcng as= practically fpossible.

2.  'Al]l procuresent activities should determire what

 publjcations and reference 'paterials are needed Ly small
Eurchase personnel, and take steps to provide these iters.

' Cnce these gaterials are obtaipned, further steps sktculd be

taken tc ipnstruct persocanel in their content and FLOf€r use.
3.  All procuresent activities should provide small
Eurchase kuyers and supervisors with some form of expcsure

to current legislaticn, regulation, apd local guidarce
related to small purctase. = The researchers recommend that

_ ;étscnnel te reguired to wmaintain a current file cf this
saterial, and that regular instruction be conducted  to
distill it into operational teras. ‘

4. Erocurement organizations should establish an

€xplicit set of goals and priorities for small purchage.

These shculd be ;ublic;zed, perhaps in tae form of a pclicy
statétent, and ccpies made available to .all buyers, supervi-

scrs, aind managers. Orerational policies and practices, as

will as performance evaluation. systeas, should ke reviewed
to ensure ccnforsity sith  established goals and pricrities.
Every effort should te made to make this. structure stakle.

S. ' Activitjes should establish a formal perforrance

ISSQSHiiiQ!,EEQﬂIQ! for small purchase buyers 4nd surecvi-
SQLS. Such a prograx should te designed at the local level

to revard superior ferformance, aad to call attenticn to

. innovative techniques and practices which say be beneficial
~ throughcut the activity. As a ainisua, tecogniticn :icgraus
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should enrpioy arprogriate ppulklicity and documentaticr ia
fFerscrnel records.

€. Steps must Le taken tc scrutinize and, where Deces-
sacy and pessible, recrgdnize the clerical support furction
to previde adeguate service tgo small purchase. If rrac-

tical, a separate typing [fccl should be establisked for
smpalil rurchase and placed in the appropriate administrative
chain c¢f ccamand. ktere this is not possible, effcrts mist

re made to dedicate clerical ;ersonnel, or to estatlist scme-

ccjective zethod of scheduling work.

7. Agtivities skould strive to improve the guality

d strive to the guality and
scope of supervisory supront tc small purchase buyers. This

may ke facilitated by minimizing, where poséible, the actual
tuying responsibilities 35signeq . to . surervisors.
Superviscrs chould e encouraged to become more actively

involved in screening igncoming material, counselihg,'

training, and supporting the efforts of the buyers. The
researchers further recommend that supervisers receive
.training bcth in ceneral mapagement and small [purchase
suppcrt techniques. Finally,. supervisors' evaluaticns
saould te ha;ed prigarily u;cp ~the effectiveness cf the
supgcrt that they prcvide. _ .

8. Activities shculd rngQggng evaluate the eifective-

ess ¢f existing systems of inpternal and external ccrmurici-
ons. This evaluaticn should include assessments cf :

~ kuyers, superviscrs, aand manpagers.: ‘
L. The ability to tramslate inspection, audit, and
revies results into terms meaningiul to individual buyers.

C. The ability to cciuunicate o:ganizaticnal'gpals'

and fpricrities. o _
d. The reliability of external coammunications
systess. ' ‘ '
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Mdditiocrally, it is reccamended that each activity
institute a proyram cf scheduled buyer meetings uxth verndcrs
and vith refreserntatives of sajor customer command Buyers
should te¢ encouraged to attain a first-hand knculedge of
vendor perscnnel and products, consistent with regulaticn.

Finally, ap appreciation of customer respornsibilities and
constraints can greatly reduce the nuaber cf futcre

gisupderstandings.

S. Actjvities should stress custonmer service as the

quiding Erinciple ir all ssall pucchase emdeavors.  1lhe

'researchers recosmend promulgation of a pblicy statepent

similar to that fourd in Appendix A, which has keen used
successfully by several activities. Customers of varicus
sizes shculd be regularly interviewed to gather iarressicns
¢f tbe kuying functicr., .

uld critically evalmate curzent
ng Erogranse. fhere neceésary,
trairing prcgrams shculd be redesigned to incinde z3dular~
ized training material, formally scheduled traini:zg, and
dedicated training tisge. slall rurchase buyecs and supezv;-

1C. Activities sho
isti

traipirg pneeds and ex

sors shculd be required to undergo periodic trainirg cf the
type descriked inp this report. Activities must :zusure that
stapndardized tréining materials are tailored to the tceds of
local Luyers and supervisors.

L. SUBMARY OF AMSWEES TO BRESEABCH QUBSTIOHS

Cuesti¢n #1.  What are the current trajining shortcozinss as
. Yigued| by the Conmzander, Naval Suppl | B
(MAVSUE) staff, field level supervisors within the sm
EHIShQ € sjsteas, and small purchase personnel themselves?
I1rpining shortcosings have Leen identified related to
toth tke availability and ccotent of existing prograas The
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cnly stapdardized small purchase program currently availarle
in DCL is purely entry-level oriented and perceived to be
untizely aud hard tc use. No specific program exists to
frovide follow-on - or refresher training for small furchase

gersconel. Training in the field appears to be irregular

and nparicwly directed.

‘lccélly adainistered small purchase traimning ccntent
does not eu;hésize tie prlnary areas of difficulty ex;erl-
enced ty szall purchase perscrrel. This training does rnot
atteszrt to acquaint tke buyer or supervisor with the reascas
for';articular [rocedural reguirements, or the pctertial
consecuences associated with norn-compliance. Buyers and
superviscrs are not routinely exrosed to training'di:ecteq

to actual discrepancies cited in C4E reports, pcr are

specific sclutions suggested.

‘Questicn #2. 'ggg; fcllow=cn or adv;gggg training fcr szall
Eurclase personpnel is desired by the Commander, Naval Sucply
Systess Ccmuand staff, field surervisors, and intermediate

+ level s:all purchase personpel? ,
Fe €SEC nsible officiais at all levels of the chain <cf

connard desire a trairinyg program which will accowmplish the
follcwing kasic objectives:

a. Facilitate tle provisicp of better service.

L, F5educe regorted performance discrepancies:.

€. 'Increase the sense of frofessionalisa and jok satis-

facticn for small purchase ;erecnnel. .
1te :esea:ch, as presented, indicates that all ;erecnnel
desire a ccnptehens;ve program of small putchasg training

shich directly addresses thglshortcohings' cited in the

answer tc Cuesticn . Buyers and sipervisors, especially,
desire ar cngoing refresher 'program that provides instruc-

' tion related to specific proklem areas. The researchers
~'bave idertified these -areas in Chapter V, and have delin- -

cated srecific problems, causes, and recommended soluticns.
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Cnestict #3.  snat small purchase training progrags ELes-
ently exist for small purchase personnel at the Iasic or
entry level, and at scre advacced levels?

Tte cnly try-level irograa for small ;uichase

currertly existirg within DOD is developed and admipnistered
at Ft. lee, Virgiria Lty the Army Logistics Management Center

(ALNC) . Because of rreviously described probleas with this-

tasic ‘ccutée, many activities have conducted extensive
tailcring efforts suited to activity needs. All ci these
frograss, hcwever, are thoroughly based in the ALMC program,
and are essentially ertry-level in nature.

As stated, nc intermediate or advanced courses dedicated .

to sgzall purchase currently exist. Atteagts tc ccrduct
refrester training, tc date, ccmnsist of reapplibation of'the
tasic materials. . Scme local efforts are ndgedg Eut no

compretersive precgraa exists.

current level of formal training

E———

Cuesticp #4. What i at
of intermediate level smali pucrchase personnel in the
Lepartment of the Navy, and what are tae sources cf training
that do exist? ' | |

Wn
-’
[1]

As cited in Cha;tér IV, the researca indicates that
neariy 20% ¢f the personnel working in Navy snali Furchase
organizaticns have act had forsal engty-level training. It
is'difficult, if nct impossitle, to'es;inate the éurrent

level ¢f training cf infernediate personnel, due to the

aksence <¢f any standardized traiping taryeted to this gJroug.

The res<¢arckters cbserved, or received reports, . of training

_Erograss of videly vérying degrees of'sophisticAtion.
lvailatle training is oftained throﬁgh informal instruc~

tion, forsal group ibst:uctidn,'-urittep_guidance,: and self

study. Training foizats range from scheduled time tc spco-

tanecus reactiors tc emserging [problems. ' In all cases, .

traiping Lkeyond the bLasic level is defpendent wugcn the
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gaterial ané personrel rescurces of the individual activi-
ties, and upon local training policies.

Cuesticn #5.  Hhat cther scurces of trainiag exist angd are
availaktle at the ficld level for fieid small furchase
Eerscrnel? '

Few suitable sources cf training exist at the field
level for field small purchase gersonnel. There is VEry
little staring of inrcvative information Letween activities
concernirg small purchase traininj, and non-DOD rescurces
are rarely utilized. Beyond whatever degree of crgariza-
tional traiping is available at the individual activity, the
fuyer cr supervisor rust primarily reiy on iater-persoral
iustruction. ' o

N¢ e€xisting sourcé, - the researchers have corncluded,

"addresses tlke sgpecific subject areas ‘that are the scurce of

zost CME diécre;ancies. ~ No existing source estakblishes'a
Ferspective on the <system that Luyers and superviscrs bcth
appear tc desire.

cuesticn #6. What training is currently required fcr care€er
develcrment of spsall rarchase gersonpel at the interceciate

_Career develcpment programs and derivative training were -

the sukject of Chapter III. The researchers conclude that
viatle career c[planring and training jrograas fcr small
purchacze are still ir the <formative stages in the Navy.

General fclicy and training reguirementS»guidelines,‘have

Leen anncunced, but data is still beiny jathered to suffcrt
specific t:aining'ptqgténs. RespdnSibility for training has
not keen clearly identified, nor has the progtam content.
The saterial presented in this report is laryely intended to
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contrikute to the effort of definitizing these traimiag

prograss and requirezents. It may be concluded, at tkis
time, that adeguate training is not availabtle tc be
utilized. '

Cuesticn #7.  Wbat cther factors, 4if apy, ipzluence the

-—— e ool  — - 1

The research has shown gquite clearly that many inoternal

and external factors influeuce training in small purchase,

apd dc sc in a dramatic way. Sc strong is tne influezce, in

fact, that the evidence presented in Chapters III aré IV
indicates tta: weakneésses in ptofessibnal career develcpaent .

and organizational structure must be addressed befcre any
training frcgram may ke successfully conducted. While the

individual factors vary froa activity to activity, the weak-
resses identified in Chapters III and IV appear tn Le fperva-

sive e€ncugb to warrant an earnest self-evaluation Ly every
activity with small purchase resgpomsibilities.

Cuesticn #8. hat are the costs associated with igple-
Jenting the propesed trainipg progras? |

The costs associated with inmplementing the training

' jrogras yrcrosed by this research will vary depending ufcn
the metkbcd, scope, ard schedule of implementation. General

cost categcries and a basic cost/benefit analysis are -

;tesented ip Chagpter VII. This analysis reveals, withcut
guesticn, that the tepefits asscciated with such a frcgraa
far cutweigh tae costs. - | : — -

I. AEIAS ECR PUSTHEE BESEABCH

Research conducted for this repbrt _has prdvidéd the
tasis fcr further study and action in the following areas:
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1. The development of training guide aaterial rcr the fﬂ
remaining subject areas not specifically dealt with ip tlkis fﬂﬁ
Ieport. |
2. Tte develcpment of an  effective fperfcruarce tﬁ
appraisal sjystem fcr small purchase buyers and superviscrs '?

¢f the type recommended in Chapter IV.

Se The develofient of ap implénentation plan »for.thé
traiping prcposed in this report. ' ' S

4. Ap examinaticn of feasible methods " that aay ke o ,d3
-emplcyed to reduce wcrk loads in small purchase shogs. ' ‘;ﬁ
. 1be dévelopnent of an cbjective means of (uantifying .; 4

toe expecteé¢ savings resulting from the proposed training ﬂl?
frogras. ' 2 1
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APEENLIX A
CUSTOMEF SERVICE EOLICY STATEMENT

Soctrce: NRCC long Beach

. ' . PRCMEMO 12
’ PD:RFM: fan
15 June 1983

NRCT. PURCHASE DIVISION PROCEDURAL MEMORANDUM A2

From: Code PD
To: All PD Personnel
Subj: Ten Commandments of Gcod Customer Relations

1. Cur customers are the most 1mpor‘ant people torenter ocur establishzent
whether in person, by mail, or by telephone.

2, CQur customers are pecple who desire our service -- it is our job to give
that service in suca a way that mutual benefit and satisfaction resuls.

3. Cur customers are not dependent on us -~ on the contrary, we aTe

dependent
on them.

4. Our customers are not an interruption of our work -- they are the purpose
of it.

S. .Cur customers are not outsiders in our work -- they are a part of it.

6. Our customers are not cold statistics -- they are flesh and blecod human
beings with feelings and emotions like our own.

7. Our customeTs are not pacple to argue or match wits with -- arpiments
are won only by aveiding thea.

8. Our customers, whether belllzeren‘ or i -ritating, humble or appealing,
always have a geﬁu;ﬁe Tight to receive prompt and courteous service

asaww.

9. Our customers do us a2 favor by g1v1ng us an opportunity to serve them -

we are not doing thea a favor by servxczng then.

10.' Our customers expect only what we¢ ourseives expect from those who have
elected to serve others -- service -- with 2 minimum of delay in a helpful,
courtecus, and e‘fic‘ent Manner.

Reprint from VSu Oakland Whittler June 1975

/\—.7./{ Z-M \(.:r../,
R. F. MATSUSHIMA

Distribution:
All PD Personnel
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i . AREENDIX B

o FERSONNEL SUMYARY

, Summary of GS~1105 -ard GS-1106 personnel in the Defpartrent
?'\ of the Navy

In

Q;aée levg; E ;iGs?11g GS=1106

SO TR N - 0
6s-3 . 1 128
GS-4 133 498

GS-5 w39 o

. B . Gs-¢ s 142

' 8 6s-7 . 282 o 135

; - . Ge-9 L 31 | 1

. & 6521z 1 2
" Ictals 1280 1307

. ﬁ;‘ , - Bverage Grade: - 5.8 . 4.8 .

s ;: T ' Median Grade: 5 o ‘ ' 4

[N

Source: Repcrt on the Federal Acquisition
" Wcrkforce Through FY 1982
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INTERV STIONS

The fcilcwing Questions were asked during iaterviews

conducted during the course of the research.

A. CUBEENT PROBLENS

1. What performance weaknesses are consistently cited
during CMEs? _ '

Z. What are tle causes of the weaknesses that 1ecur
durinc¢ CMRs*? ' ) _ '

3. What specific trainirg 'shortcomings are' roted by
small purchase supefvisors?

4. %hat do supervisors attribute to the cause ¢f these

' shortccaings?

S. %hat are the current ttéining and performance prch-
lems as seer by small purchase personpel themselves?

6. What are the areas in which small purchase perscnrnel
feel training is iradecuate? ' |

7. Is carcer development suffering as a result of
thgse perceived inadeghaciés in training?

8. HWhat organizational frcblems exist that.hinder £mall
Furchkase? '

B. TFAIBING

v 1. ®hat current training progtém; are currently avail-
able? | _ o '

a. khat persconel are these training programs fprima-
rily aired at?
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k. What level of experience do these tra‘niny
[rcgrags presumne’ '
C. Are these programs general or do tLesy adéress
specific areas ct training? '
« Is this training offered and/or conducted?

tsr N

. ' If the above training is not being offered, why
isn't 1t teing offered?
a. Is it due tc a lack cf awareness?
L. Is'it due tc time ccnstraints?
€. Is it due to the cost of the training?
d. is it due to a lack of relevance?
4. Wko is responsikle fecr this trainings?
€. Why do problexs persist despite available trairing?
€. What training is necessary for career development?
| ' 7. What are the cther Defense Agencies doxng to address
: ' the fprcktlexs dlscussed above?
8. What locally developed prograas are availakble tc neet
these¢ training needs? ' '

C. TFAINI3G REQUIREEENIS

. Rhat specific aréas of weakness shquid training
address? S |

<. Rkhat fors shéuld this training take?.

3. At what pcint |in . the career pattern of =spall
purchkase personnel skculd |this training take place,"and'how
_cften shculd it take flace? T

n} ¥hat personnel should Le involved'ithhis training?

€.  What level of | knculedge should this training
[resuge? o ' | ' |

16€
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L. EASICS

1. +What are the srecific weaknesses in performarce?

<. Can theée shcxtcoﬁings be corrected by training?

3. &hat training is available and why doesn't it wcrk?

4. Can presently availaktle trainirg meet the needs'df
small furchase persorrel?

S. What specific areas of weakness should be addressed
in a new training cotrse?

€. How should a new training course be conducted?

7. Wkat are the protakle costs associated with
conducting a training course of the proposed mature?

8. What effect would this training have on the
througbput and effectiveness of small purchase personnel?

9. Do you have the time necessary to support a'ccnp:e-
hensive'training program? '
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ADE
ALMC
8PA

CBE

C4E

DAR

DD Fcrm
DLA
DLSIE
'DOD

DON
DTIC
FaI

EAR

FSS

GS

GSA

NAVCCMET

NAVHNAT
 MAVSUE
OF?PE
oPM

0SD

o
PALT

PD

PL
R.S.

SF

APEENLIX D

LIST OF ACRONYNS AND ABBREVIATIONS

Automated L[ata Processing
Axmy‘Logiétics Management Center
Elanket Furchase Agreenment

Ccmmerce Business Daily

Ccntract Managemeat Review

Lefense Acquisition Regulation
xepértment of Defense Forco

Leiense chisiibs Agency _ )
r<fense logistics Information Excharnye
Lepartaent of Defense

Lepartment of the Navy

Lefense Techpnical Information Center

" Federal Acguisition Institute

Federal Acquisition Regulation
Federal Supply Schedule

chernneht Service

Ceneral Services Administration
Ccmpttollet of the Navy

Faval Material Commaad ‘

Naval Supply Systeas Ccamand

Cffice cf Federal Procurement Policy
Cffice of Fersomnel Management .
Cffice éf the Secretary of Defense
Eublicaticn (followed by number)

- Erocurement Administrative Lead Tize
_Ecsition Description

Eublic law
Fevised Statutes
Standard Fcrn

158




SUFE
UMJAIES

‘USAF
0.S5.C.

Supplenent
Crifcra Material Movement and Issue
friority Systea

Trtited States Air Force

Orited States Code
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APEENLIX E
1IST OF INTERVIEWS

Adkins, E., Sgall Eur.hase bBuyer, Naval Supply Center,
Norfclk, Va., 16 March 1984 (Personal).

Afone, rr., Frocurement Analyst, Field Managjement Divisics,
Navy Fegional Contracting Center, Philadelghia Pa., .12 March
1984 (Ielertone) .-

Anderson, zr;; Fina.clal ' Mapayement Division, Goverrment
Frintirg Office, 22 May 1984 (Telephbone).

Anderson, - krs., Szall Purchase Division Director, Navy
Eegicnal Céztracting Center, Washington D.C , 13 March 1$84

' (Telepkcoe) .

Erown, E., Federal Acguisition Institute, Wasaingtcr L[.C.,.

14 March 198, (Persoral).

Cole, E., Deputy Ccrmander fcr Contracting, Naval Sup;ly"

Systerxs Ccammand, H;Shington D.C., 12 March 1984 (Perscral).

Conrad, J., Army Logistics Management Center, Fort Lee, Va.,
15 darch 1SE4 (Persoral).

Codrtney; F., 'Special Assistant for Career . Develcfpuert,
Contractihg, Naval Material Ccrmand, Washington, D.C., 13
rarch 1S¢4 (Personal). '

_nubuiﬁsc:, B., = Prccurement Analyst, Contracts Plarns and

Policy Divisi&n. Naval Supfply Systeams Coamsaad, Washingtcp,
L.C., 12 March 198“ (Eersonal) .

Ellen, . D.,. Small',Eurchase Euyer, - Naval Supply Center,

' Norfclk, Vc., 16 March 1984 (Personal).
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Emrick, <., Director, Contractor Management Review, Kaval
Supply Systems  Commarnd, ¥ashington, T[.C., 12 March 1584
(Perscral). '

Evangelistc, E., Analyst, Naval Material Ccazand,
kashirgten, D.C., 14 rarch 1984 (Personal).

Garrew, S., Szall Furchase Bujyer, ' Naval Supply Center,

Norfclk, Va., 16 March 1984 (Personal).

Gaskill, J., Analyst, Office of the Secretary of Lefense,
Washifgten, D.C., 14 March 1984 (Telephone). '

Gerdes, J., Directcr of Small Purchase, ‘Naval Crdrarce
.Staticrp, lcuisville, ky., 27 March 1984 (Persomnal).

Gift, W., Lcdx., T[Iirectcxr cf Contracts, Naval Crdnance
Staticr, lcuisville, Ky., 27 March 1984 (Personal).

Haley,‘B., Analyst, Field Managemeant Division, Navy kegional
Contracting Certer, loug Eeach, Ca., 29 March 1584
{Perscnal). '

Barder, 1., Cdr., Cortract Flans and Policy Division, MNaval
Suppiy Systems Command, Washington, D.C., various Maerck-ray
1984 (Perscral and Telephone).

!

Beenigan, K.,. Analyst, Ccntrac# Management Review, NLval'

Supply Systems Command, Washington, D.C., 12 Macrch (1684
{Perscnpal) . ' ' '

Befhezjnétcn, ' J;,‘ cdr., - Defense Logistics Agéncy,
%ashingtcn, D.C., 13 rarch 1984 (Telepaoae). ‘

"Bolziille;,AG., :irgctor.of'Contracts, Naval Supply Center,
sorfclk, Va., 16 March 1984 (Personal). ’ :

Hohsicn,‘n., 0.S. Air Force iraining'Comnand, Daytob, Oh.,
13 Mdarch 19¢€4 (Telepkcne). ' '
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sorfclk, Va., 16 Mdarch 198“ (Personal).

Matsushima, &., lcér., Field MYanajement Directcr, Navy
Begicral Ccrtracting Center, lcng Beach, Ca., 29 March 1584
{(Perscnal).

McDowell, ., Senicr Erocurement Analyst, Field Management '

Livisicn, Naval Supply Center, Charleston, S.C., 12 March
1984 (Ieleflone) . ' '

EcFarlang, R;, - Sgall Purchase Buyer, Navy . FKegional
Contracting Center, Long Beach, Ca., 29 March 1¢%84

\
|
\
} |
leake, L., Trainiry Coordirator, Naval Supply Center,
(Perscpal).

scheffer, S., Lt., LCirector of Small Purchase, Naval,sh;;lf
Centez, Ncrfolk, Va., 16 darch 1984 (Personal).

Shéw, Ees Budget Cffiéer, Naval Postgradnate Scuocl,
Yontexey, Ca., 22 May 1984 (Fersonal).

Sinncns, J., Swmall Pvrchase Sufervisor, Naval Supply Center,
Norfclk, Va., 16 Marck 1984 ({Personal). ' ‘

Smitb, ., Swmall Purchase Euyer, ©Navy Regional Ccrtracting
Centerx, IcngIBeach, Ca., 29 March 1984 (Personal).

Stabil, *., Lt., Directoc of Small Purchase, Navy Fegional
" Contracting Center, 'Lohg Beach, Ca., 29 u;r@h 1584
{(Perscnal).

(Telephcre) .

Wolf, AZ., Ttaining Analyst, ' U.S. ' Army, 13 March 1984'
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