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Report No. DODIG-2012-143 September 27, 2012

Results in Brief: I1ISO 9001: 2008 Quality
Assurance Assessment of Defense
Acquisition University Processes

What We Did

Our overall objective was to perform a quality review, using ISO 9001:2008 Quality Management
System assessment techniques, of Defense Acquisition University (DAU) processes. We determined
whether established practices and processes in each functional area were effectively implemented and
maintained and whether process controls were adequate and identified organizational risks. We also
determined the effectiveness of each process to identify areas needing improvement.

We reviewed seven functional areas. At the completion each functional area review, we produced a
status report that identified any findings or opportunities for improvement for DAU (Appendix B). The
findings and opportunities for improvements identified in the status reports were used to identify the
systemic issues cited in this report.

What We Found

This assessment did not uncover any material weaknesses in the processes reviewed. However,
opportunities for improvement were noted, which resulted in the DoD Inspector General (IG) identifying
two systemic issues:
e Systemic Issue A. DAU internal processes and procedures were not fully documented. Also,
DAU did not adequately diagram its process flows.
e Systemic Issue B. DAU did not have a robust training program in place for its internal processes.
Also, DAU did not consistently track that individual users completed training for internal
processes and systems.

What We Recommend

The DoD IG recommends that DAU:
1. Document all the processes and procedures within the seven functional areas and reassess their
validity a year after full implementation.
2. Review each process flowchart and standardize them across the university.
3. Review training on internal processes and procedures and track and document that all individual
users have completed the training.

Management Comments

The Chief of Staff of the Defense Acquisition University accepted the two findings and concurs with all
three recommendations.
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Introduction

Objectives

Our overall objective was to perform a quality review, using ISO 9001:2008 Quality
Management System assessment techniques, of Defense Acquisition University (DAU)
processes. We reviewed the processes within seven functional areas: Finance,
Contracting, Micro-Purchases and Training Requisitions, Property Management, Real
Property Management and Facilities Maintenance, Supply Management, and Information
Systems (IS). We determined whether established practices and processes in each
functional area were effectively implemented and maintained and whether process
controls were adequate and identified organizational risks. We also determined the
effectiveness of each process to identify areas needing improvement.

Background

The DAU President requested that the DoD Deputy Inspector General (IG) of Policy and
Oversight conduct an ISO 9001:2008 quality assessment of select functional areas and
their processes. We started the subject assessment on January 27, 2012.

Scope and Methodology

We conducted a quality review of the seven functional areas and their processes, based
on ISO 9001:2008 Quality Management System Requirements, at the DAU administered
by one of three groups: Performance and Resource Management (PRM), Operations
Support Group (OSG), and Information Systems (IS). We conducted the reviews of
Finance, Contracting, Micro-Purchases and Training Requisitions, and IS separately. We
combined the areas of Property Management, Supply Management, and Real Property
Management and Facilities Maintenance because they are all under the OSG. We
produced a status report at the completion of each functional area review that identified
any findings or opportunities for improvement for DAU. DAU had 30 days to review and
comment on each status report. Appendix B of this report contains each report and
DAU’s comments. The individual functional area reports outline the detailed
methodology used to assess the processes in that area. This overarching report of the
seven functional areas identifies only the systemic issues found.

Summary of Results

During the course of this assessment, the team identified 3 findings and 30 opportunities
for improvement, which resulted in 2 systemic issues. The three findings were identified
during the review of the finance area. The three findings are:

1. Incoming Military Interdepartmental Purchase Requests (MIPRs) —DoD
Regulation 7000.14, “DoD Financial Management Regulation,” and DoD
Instruction 4000.19, “Interservice and Intragovernmental Support,” are not
incorporated into DAU standard operating procedures.

2. Outgoing MIPRs—DoD Regulation 7000.14 and DoD Instruction 4000.19 are not
incorporated into DAU standard operating procedure.



3. Change requests for the Standard Army Finance Information System are not
implemented and do not allow for the period of performance to be included on the
outgoing MIPRs processed through the electronic DAU Business Center.

See Appendix B for details of these findings and DAU’s plan to address each of the
findings.

The 30 opportunities for improvement consist of 2 in Finance; 4 in Contracting; 9 in
Micro Purchases and Training Requisitions; 6 in Property Management, Real Property
Management and Facilities Maintenance, and Supply Management; and 9 in IS. These
opportunities for improvement are detailed in the status report for each functional area in
Appendix B.

Systemic Issue A. Inadequately Documented Procedures

Several of the processes within the seven functional areas were not fully documented.
Many of the processes and procedural documents are in draft form or are currently being
drafted. Also, the process flows for these processes are improperly or inadequately
diagramed. For example, the process flows within the procedures did not clearly show the
current process, decision points, alternate paths, or starting and stopping points.

Examples of this were identified in each of the functional areas. The Federal Acquisition
Regulation is the overarching criteria for the Finance functional area; however, DAU has
no procedural documents for that area. DAU uses an automated system to process MIPRs
and purchase and training requests; however, the process flowcharts used to document
the process do not accurately show the process, which includes decision points and
process variations. In addition, at the time of the assessment, the contracting process was
in draft form and still being refined. Moreover, DAU has directives for Property
Management and IS; however, the supplemental procedures were being written or were
in draft form. See Appendix B for further details.

It is a best business practice to document all procedures, even if those procedures are
automated, for ease of training, knowledge transfer, process verification, and process
improvement. It is also a best business practice to use standardized flowcharts when

charting processes and information flow through a system.

Recommendations

The DoD IG recommends that DAU:
1. Document all the processes and procedures within the seven functional areas and
reassess their validity a year after full implementation.
2. Review each process flowchart and standardize them across the university.

Defense Acquisition University Response

1) DAU concurs with the recommendation and will have all processes and
procedures with the seven functional areas thoroughly and properly well
documented no later than September 30, 2013.
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2) DAU concurs with the recommendation and will review each process flowchart
for standardization and consistency across the university no later than March 31,
2013.

DoD IG Response

The DoD IG concurs with DAU’s plan of action in response to the two recommendations
to improve their documented procedures.

Systemic Issue B. Inadequate Training and
Documentation of Training

DAU did not have a robust training program for internal processes and the use of its
electronic business systems. For example, for many of the process areas, no formal
training was provided beyond an on-line slide presentation. However, DAU supplements
the slides with one-on-one training in the use of the automated business systems. Also,
DAU did not track whether individual users had successfully completed the on-line
training or the supplemental training. Effective training and documentation of training is
a best practice.

Recommendation

3. The DoD IG recommends that DAU review training on internal processes and
procedures and track and document that all individual users have completed the
training.

Defense Acquisition University Response

3) DAU concurs with the recommendation and will review our training on internal
processes and procedures, and will track and document that all individual users
have completed appropriate training by March 31, 2013

DoD IG Response

The DoD IG concurs with DAU’s plan of action in response to the recommendation to
improve their internal training program.

Conclusion

This assessment did not uncover any material weaknesses in the processes reviewed.
However, many opportunities for improvement were noted that, when implemented, will
result in more mature processes.

DAU’s main weakness across all functional areas is the lack of documentation and
training. Many of the process documents in each of the functional areas are still in draft
form, have not been documented, or have not been fully implemented. Processes
currently being used are meeting DAU’s needs; however, due to the immaturity of
several of the process, this assessment should serve as a baseline for future assessments.



Appendix A. Scope and Methodology

We conducted this technical assessment from January 2012 through August 2012 in
accordance with the Council of the Inspectors General on Integrity and Efficiency,
“Quality Standards for Inspection and Evaluation.” Those standards require that we plan
and perform the assessment to obtain sufficient, appropriate evidence to provide a
reasonable basis for our findings and conclusions based on our assessment objectives.
We believe that the evidence obtained provides a reasonable basis for our findings and
conclusions based on our assessment objectives.

Use of Computer-Processed Data
We did not use computer-processed data to perform this assessment.



Appendix B. Functional Area Reports and
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Outgoing MIPR Transactions During Fiscal Years 2011 and 2012

We reviewed 20 outgoing MIPRs valued at about $5.7 million that DAU sent to other DoD and
governmental sources. Ten of the outgoing MIPRs were sent to other DoD activities and 10
were sent to non-DoD federal activities.

MIPR Approvals
DAU-PRM is responsible for ensuring that it properly approves outgoing MIPRs. We found that
the appropriate authority to procure the required goods approved all outgoing MIPRs.

Bona Fide Needs

DAU-PRM is responsible for determining that MIPRs are in the best interest of the Government
and serve a bona fide need. The DAU-PRM issued all the MIPRs under the Economy Act or
other statutory authorities and cited an annual or multiyear appropriation; therefore, the MIPRs
were required to meet the Bona Fide Needs Rule. Section 1502 (a), title 31, United States Code,
“Balances Available,” October 11, 2005, also known as the Bona Fide Needs Rule, requires that
the balance of an appropriation or fund limited for obligation to a definite period is available
only for payment of expenses properly incurred during the period of availability, or to complete
contracts properly made within that period of availability. T he DoD FMR, volume 11A, chapter
3, which incorporates the Bona Fide Needs Rule, requires Economy Act orders citing an annual
or multiyear appropriation serve a need existing in the fiscal year for which the appropriation is
available. We found that all MIPRs met the Bona Fide Needs Rule, the periods of performance
were identified, and the appropriations used served a bona fide need arising, or existing, in the
fiscal years for which the appropriations were available for obligation.

Line of Accounting

We found that the line of accounting was identified on the outgoing MIPRs. DAU-PRM cited
the funds to ensure that they were properly chargeable to the allotments stated in the MIPRs and
the available balances of which were sufficient to cover the costs associated with the MIPRs.

Determination and Findings and Support Agreements

We found that the DAU-PRM completed a Determination and Findings and/or Support
Agreements for only 3 of the 20 MIPRs we reviewed. The head of the requiring activity must
determine if it’s in the best interest of the activity to request support from another agency. The
manner in which the determination is made differs for agreements with DoD agencies and
agreements with non-DoD agencies. FAR Subpart 17.5, “Interagency Acquisitions Under the
Economy Act,” and DoD FMR, volume 11A, chapter 3, “Economy Act Orders,” April 2000,
require a Determination and Findings to support each Economy Act order that uses interagency
support capabilities. To comply with the Determination and Findings requirements, the
requesting agency should document that orders are in the best interest of the U.S. Government
and that the Government cannot obtain the supplies and services as conveniently or economically
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documentation of its financial process to flowcharts of the process because all other
documentation is incorporated into the system code. The process should be adequately
documented, beyond flowcharts, to make sure the system is functioning properly and meeting the
intent of overarching DAU and DoD policies and requirements.

The DAU electronic Business Center is enterprise wide and allows DAU employee easier access
to financial process. Any DAU employee can access the system to process MIPRs, purchase
requisitions and invoices and to complete certain actions in each of the processes dependent upon
their user role. DAU-PRM developed training for using the system and also provides on-the-job
training for using the system. However, system training is not mandatory for employees before
they are granted access to the system and there is no tracking of which employees completed the

training.

Opportunity for Improvement

We suggest that the Chief of Staff, DAU:

1. Direct DAU-PRM to adequately document all process, beyond flowcharts, within the DAU
Electronic Business Center.

2. Require employees to complete the training for the DAU Electronic Business Center before
they are granted access to the system and PRM to track the employee training.

Conclusion

We conducted a quality review of the financial processes, based on ISO 9001:2008 Quality
Management System Requirements, at the DAU administered by DAU-PRM through its
electronic Business Center. The DAU financial processes are sound and adequately meet the
needs of DAU. We found only minor issues during our review of the MIPR and invoice process,
which can be easily corrected. DAU-PRM’s implementation of the electronic DAU Business
Center incorporated all financial processes and procedures into a single system that has built-in
reviews and simplifies the process for employees. However, due to the integration of the
electronic system, only flowcharts—not formal written process and procedures of the
process—exist because they are integrated into the system’s programming. Overall, we found
that DAU should ensure all processes are adequately documented beyond process flowcharts and
review its electronic system on a periodic basis to verify that the processes still meet overarching
DoD requirements.
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Defense Acquisition University Quality Assurance Process Assessment —
Contracting Process Report

Contracting (4 Opportunities)
Opportunities for Improvement

1. Structure the shared drive folders in accordance with the Internal Contracting and
Logistics SOP.
o DAU concurs with the recommendation. The Contracting Office (OP-CL) is in
the process of reengineering their shared drive folders to comply with the Internal

Contracting and Logistics SOP and will have this action completed by July 31,
2012,

2. Develop a lean process, automated system, or database for the various files and
documents created during the process.
*  DAU concurs with the recommendation. The Contracting Office (OP-CL} is in
the process of reengineering their database and will have this action completed
by July 31, 2012.

3. Obtain their own Contracting Officer dedicated to DAU contracts, which could
streamline the process and reduce PR processing time.

e DAU concurs with the recommendation of DODIG with its desire to have a full
time contracting officer. This action would require exception to policy from the
Undersecretary of Defense for Acquisition, Technology and Logistics (AT&L) for
DAU to have contracting authority and a warranted contracting officer. Due fo
the size of our contracting needs, it is not expected that this course of action will
be acceptable to AT&L.

o Per AT&L Memorandum, dated September 18, 2009 (attached), all AT&L offices
contracting support services responsibilities are directed to Washington
Headquarters Services (WHS). Hence, DAU is not permitted by AT&L policy,
directed in Memorandum from Dr. Carter to have its own contracting authority.

o Currently, DAU has a comtracting assistance office under its Operations
Department staffed with 1101 series personnel and augments support through the
US Army Military Installation Contracting Command (MICC) on Ft Belvoir to
process its purchase requests through its Contracting Authority. An interim
Installation Services Support Agreement (ISSA) is in effect with DAU sustaining a
Full Time Equivalent personnel to support DAU contracting needs. A formal
ISSA is in review but will wait until formal contracting efforts with WHS are
established.

o DAU has contacted WHS for coordination to reestablish contracting support
through their contracting office. Due to schedule conflicts, these conversations

Attachment
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will begin during July and expect implementation of support directly through
WHS by the beginning of FY13.

4. Develop a process for tracking COR training.
o DAU concurs with the recommendation and has begun the process to track COR

training, certification and currency of certification. This action will be completed
by July 31, 2012.
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THE UNDER SECRETARY OF DEFENSE

3010 DEFENSE PENTAGON
WASHINGTON, DC 20301-3010

ACQUISITION,

TECHNOLOGY SEP 1 8 zuug

AMD LOGISTICS

MEMORANDUM FOR USD(AT&L) DIRECT REPORTS

SUBJECT: Pilot Program for Contracting Support for Acquisition, Technology and
Logistics (AT&L) Offices

Since May 2004, OSD components have depended on a vatiety of other DoD
offices and external agencies for contracting support. While this was done to provide
flexibility to the DoD Components in the National Capitol Region, the resultant approach
to contracting support slowed our ability to deliver best value business solutions for our
mission needs.

Effective immediately, I am establishing a pilot program and assigning
responsibility for AT&L’s contracting support services to Washington Headquarters
Services (WHS). WHS is well positioned to provide AT&L with dedicated contracting
support. Alignment to a single contracting office will enhance our ability to deliver best
value business solutions efficiently and effectively. It will result in a more disciplined and
focused contracting process that will facilitate strategic sourcing, enhance portfolio
transparency, improve acquisition planning, and enhance competition while strengthening
and improving the contract management and oversight process. I have asked WHS to
prepare to assume full responsibility for OSD contracting support over the next few years.

The Director, Acquisition Resources and Analysis (ARA), will continue as the
administrative focal point for defining the requirements for AT&L contracts and will work
with the Director, Defense Procurement and Acquisition Policy, and WHS to define mutual
responsibilities, expectations, processes, and staffing requirements. WHS will assist each
AT&L office to plan an orderly migration of its contracting portfolio. Migration plans
shall consider migrating requirements at logical contract break points (e.g., at the
completion of all contract option periods) to maximize program continuity. WHS support
will be reimbursed until WHS is resourced for this new mission through existing budget
processes, Contract services and migration efforts wili begin immediately.

Thank you in advance for your support of this pilot program. My point of contact

is Ms. Susan Hildner at 703-697-0893.
%

cc:
Director, WHS
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Micro-purchase and Training Requests
Opportunity for Improvement (9)

1.

Create training manual for purchase requisitions separate from the training requisition
manual. Although both processes are executed in the Defense Acquisition University’s
(DATU) Business Center, users would be better served by separate manuals.

o DAU concurs with the suggestion and will implement suggested actions by
August 31, 2012.

Include process variation of micro-purchase procurements competed on the GSA schedule
in the purchase requisition process flowchart and in the purchase requisition training
material.

o DAU concurs with the suggestion and will implement suggested actions by
August 31, 2012.

Include lead-time advisement of two to three weeks in the purchase requisition training
taterial.

o DAU concurs with the suggestion and has faken immediate action by posting
the information on the DAU home page and will add the information into the
training material by August 31, 2012.

Improve the purchase requisition process flowchart. Flowchart notation should properly
indicate beginning and end points, decision points, process variation, and responsible
actionee for every step in the process.

o DAU concurs with the suggestion and has taken immediate action to improve
the flowchart as suggested,

Reevaluate the overlap in roles and responsibilities of each approving official in the
process to reduce cycle times and redundant tasks. More specifically, assess the need for
overlap in validation checks between the supervisor, dean/director, and training officer.

o DAU concurs with the suggestion and has evaluated the roles and
responsibilities of each approving official. After careful assessment we have
determined that our process is properly configured. Based on our
assessment, no changes are necessary at this time.

Update the process flowchart and training materials to include information regarding the
tuition assistance panel and tuition assistance course and dollar caps.

o DAU concurs with the suggestion and has taken immediate action by posting
the information on the DAU home page and will add the information into the
training materials by August 31, 201 2.

Attachment
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Update the process flowchart and training materials to include information regarding
multi-participant training and that the process is manually initiated by submitting a
request to their designated training official.

o DAU concurs with the suggestion and has taken immediate action fo improve
the flowchart and training materials as suggested, and we have posted both on
our homepage.

Update the training materials to include lead-time advancement of two weeks for training
requisitions and one month for training requisitions involving tuition assistance.

o DAU concurs with the suggestion and has taken immediate action. We wish
to note that the training officer does provide advance notices through
various DAU communication forums throughout the year (e.g., email
announcements, “Spotlight” articles on the DAU homepage, updates on the
DAU Human Resource homepage, DAU All Hands meetings, DAU Annual
Conference).

Improve the training requisition process flowchart. Flowchart notation should properly

indicate beginning and end points, decision points, process variation, and responsible
actionee for every step in the process.

o  DAU concurs with the suggestion and has taken immediate action (o improve
the flowchart as suggested, and we have posted both on our homepage.
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ISO 9001:2008 Quality Assurance Assessment of Defense Acquisition University
Processes (Project No. D2012-DTO0TAD-0004.000)
Recommendations

Document all the processes and procedures within the seven functional areas and

reassess their validity a year after full implementation.

o DAU concurs with the recommendation and will have all processes and
procedures with the seven functional areas thoroughly and properly well
documented no later than September 30, 201 3.

Review each process flowchart and standardize them across the university.
o DAU concurs with the recommendation and will review each process flowchart

reviewed for standardization and consistency across the university no later than
March 31, 2013,

Review training on internal processes and procedures and track and document that all

individual users have completed the training.

o DAU concurs with the recommendation and will review our fraining on internal
processes and procedures, and will track and document that all individual users
have completed appropriate training by March 31, 2013.
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