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EXECUTIVE SUMMARY

This document provides the acquisition strategy and program plan for acquiring a Precision Attack Targeting System (PATS) for the Air Force Reserve Command (AFRC) and the Air National Guard (ANG) F-16 block 25/30/32 aircraft.  This plan combines elements of traditional Acquisition and Program Management Plans. The acquisition strategy described herein was presented to the ASC Standing Acquisition Strategy Panel (ASP) on 28 Jan 98, which accepted the strategy as presented; Maj. Gen. Robert N. Goddard chaired the ASP as the DAC.

The major objective of the PATS Program is to competitively acquire 168 precision attack targeting pod systems over a six-year period with two level maintenance. This acquisition is required by the AFRC and ANG to fulfill their roll in the Combat Air Forces.  The PATS Initial Operational Capability (IOC) date is 2QFY00 for four fully operational systems at Hill AFB (AFRC) and TBD ANG base.  A total of four AFRC units and 17 ANG units will be equipped with eight PATS each.   Market research has shown four possible systems that can meet the requirements.  The targeting pod systems shall be acquired as Non Developmental Items (NDI) with a Firm Fixed Price contract with options for both the procurement of the systems and the contractor proposed depot support concept depending upon the Source of Repair Assignment Process (SORAP).  The PATS acquisition strategy is based upon program risks and has been structured to incorporate the tenets of Acquisition Reform, specifically by encouraging early industry involvement and innovation to meet the program requirements by holding four Industry Days before the release of the Request for Proposal (RFP).  

The program authority is the Program Management Directive (PMD) for the PATS,

1. Low Altitude Navigation & Targeting Infrared for Night PMD 0023 (25)/PE 0604249F/ 0207249F, dated 14 July 1997, and

2. F-16 PMD 6075 (80)/ 0207133F, dated 19 August 1997 (reference only).

The Acquisition Category for PATS is ACAT III.  No waivers, deviations, or certifications are necessary for the successful execution of the PATS Program. 

MISSION

The PATS program is a result of the AFRC and ANG F-16 Air-to-Ground requirement for a capability to deliver Precision Guided Munitions (PGM).  This capability is a prerequisite requirement to enable the AFRC and ANG augmentation of the Deployable Total Force System Concept.  Detailed operational requirements are included in the PATS Requirements, dated 12 Jan 98 (see Appendix A).  Program direction can be found in LANTIRN ORD TAF 302-81-I/II/III-A, (Revision 1) dated 20 Oct 89, PATS Attachment 1 dated 19 Dec 97, and NAIC-1571-882-96 dated March 96. 

BACKGROUND

The AFRC and the ANG F-16 block 25/30/32 aircraft currently possess limited self-designation PGM capability.  As a result, AFRC and ANG F-16 aircraft are not included in Air Combat Command’s (ACC) rotational planning process for contingency operations.  Additionally, the AFRC and ANG have a mission requirement to be interoperable with the active duty forces while allowing the AFRC and ANG to deploy as a total force to support contingency operations.

In June 1996, the AFRC received ACC approval to develop and install LANTIRN software for use in all F-16 Block 25/30/32 aircraft using AFRC funds.  The Software Capability Upgrade 3+ software will give these F-16s the capability to employ existing LANTIRN assets and provide more resources to the Combat Air Forces to call upon for rotational commitments.  The AFRC and ANG will rely on active duty LANTIRN assets to support these contingency operations should the need arise.  However, these active duty assets are typically not available to the AFRC and ANG since the supply of these assets meet only the active duty needs.  Thus, the PATS equipped units are required to operate autonomously from the active duty units.

With the AFRC and ANG mission requiring PGM targeting capability, the AFRC contracted with MacAulay-Brown Inc. to conduct a study to survey the market for state-of-the-art precision attack targeting systems.  The study, which was completed in May 97, concluded that there were four targeting pods that could meet or exceed the performance required and have lower life cycle cost than the current Air Force System.  As a result, the AFRC and ANG requested the LANTIRN System Program Director to competitively acquire a precision attack targeting system that can best meet their requirements.  (The LANTIRN System Program Director delegated the acquisition to the LANTIRN Development System Office (DSO)).  This procurement will allow the AFRC and the ANG to support contingency operations without dependency on active duty LANTIRN assets.

The AFRC and ANG have received funding from Guard and Reserve Equipment Account (GREA) funds in FY97 and FY98 to purchase the PATS initial quantity.  The DSO estimates the total cost of the program to be approximately $453.03M (TY$, see Financial Section) based on current LANTIRN Targeting Pod costs.  This cost also includes management reserve, spares, support equipment, Interim Contractor Support (ICS) and a possible contractor proposed depot support concept (NDI systems are designed with a support concept in mind). 

PROGRAM CONTENT

The PATS program is a competitive, new start program to acquire state-of-the-art targeting pods for the AFRC and ANG to deliver PGMs.  The PATS will meet or exceed the LANTIRN ORD performance requirements.  The most probable acquisition quantity is 168 pods; 32 pods for the AFRC and a 136 for the ANG, funded out of the Guard and Reserve Equipment Account (GREA).  (Originally, the ASP was presented with 144 total systems.  However, additional 24 systems have been added for three ANG units per direction from ANG/AQ.  The projected cost of the program is still within the limits of this acquisition threshold.)  IOC is slated for 2QFY00 with four fully operational systems at the AFRC unit at Hill AFB, UT, and an ANG base to be selected. The pods will only be integrated onto the F-16 Block 25/30/32 aircraft using the existing hardware and software interfaces; no Group A modifications to these aircraft are required.

The PATS Program Schedule is shown in Figure 1 below.




Figure 1.  PATS Program Schedule
The major program events are:


ASP 
28 January 1998


RFP Release
April 1998


Contract Award
August 1998


IOC 
2QFY00

ACQUISITION STRATEGY

The PATS acquisition strategy is risk based in accordance with the Air Force implementation of Acquisition Reform (See Appendix B, chart 20, Acquisition Strategy for an overview of the Air Force streamlined competitive acquisition process.).  Two intensive risk identification and assessment workshops were conducted preceding the ASP where over 68 program risks were identified, grouped and plotted on two risk scatter diagrams (Figures 2 & 3).

Pre-Contract Award Risks

The pre-contract award major risks, as related to the PATS acquisition strategy, are in the areas of funding, defined requirements, NDI validation and pod performance.




Figure 2.  Pre-Contract Award Risks Scatter Diagram
Funding

Two major funding risks were identified to be:

1. No insight to the out-year funding planning associated with the GREA since it is annually appropriated through the political process, not the DoD Planning, Programming and Budgeting System process; and

2. No planning wedge for sustainment has been introduced into the POM.

First, to overcome the lack of insight into the out year PATS GREA funding requirements, the PATS contracting strategy will require the offerors to propose yearly options with priced variable quantities within each yearly option (see Contracting Strategy for a more detailed discussion).  This will allow the Government to acquire PATS either less than or greater than the most probable buy profile.  Second, a PATS sustainment cost estimate was developed in-house to provide a planning wedge for the Fiscal Year Defense Plan.   The program costs were completed and presented at the ASP Review and given to the AFRC and ANG for use in their budget planning processes.  

Requirements Risks

The AFRC/ANG PATS Requirements Document initially did not have enough detail to develop an RFP.  Consequently, to ensure a clear understanding of the operational requirements, a Cross Reference Matrix was prepared to highlight performance requirements in the LANTIRN ORD common with the PATS Requirements Document.  From this matrix the PATS Requirements Document was updated and jointly approved by the Reserve and Guard Commanders 12 Jan 98.  Then, using the PATS Requirements Document, a Form, Fit, Function and Interface (F3I) Specification was written for the RFP.  The RFP will require the offerors to expand and tailor the Specification and submit it as part of their proposal.  Additionally, the potential offerors have been involved in the evolution of the PATS Requirements Document, F3I Specification and other program documents throughout the RFP development process.  At each of the four Industry Days, the potential offerors have provided feedback to the PATS team on the requirements, acquisition and contracting strategy and the developing RFP.  Industry also attended an open session of the ASP Review, providing their comments on the acquisition strategy to the ASP members and the Chair.

NDI Validation Risks

PATS will be acquired as a NonDevelopmental Item (NDI).  The NDI Validation risk stems from the belief (borne out by feedback from Industry) that the potential offerors’ proposed solution(s) might not meet the definition of NDI.  Consequently, the RFP will state that the Government will validate an existing production capability in accordance with the FAR NDI definitions by visiting each offeror’s production facility and any major supplier’s facility during the time between RFP release and proposal opening.  The visit, called a Capability Validation Visit in the RFP, will confirm the existence of the NDI in accordance with the FAR definitions.

Performance Risks

The final pre-contract award risk is the offerors’ proposed pod performance may not be completely determined by the source selection alone since there will not be a performance demonstration/test prior to or during source selection.  Consequently, each offerors’ pod performance will be assessed from Qualification Test Reports and other supporting data that will be requested to be part of their proposal.

Program Execution Risks

The Program Execution Risks are manpower, supportability, aircraft integration and meeting the users’ performance requirements and are shown in Figure 3 below.




Figure 3.  Program Execution Risks Scatter Diagram

Program Manpower Risks

The PATS program will be managed with a small team (less than eight equivalent man-years). The acquisition strategy will focus on having management approaches requiring minimal documentation or Government personnel involvement: e.g., award fee programs, detailed or intricate warranty programs, etc.  (An Award Term contract performance process was to be considered at the time of the ASP Review.  However, like other similar performance incentive methodologies, it too proved to be too labor intensive for this program to administer.)  Thus, the program will be managed through a contract Integrated Master Plan (IMP) with minimal governmental approval events and minimal data deliverables with Government approvals required.

Supportability Risks

The users’ initial requirements did not clearly define a support concept.  A Supportability sub-IPT was formed to develop an approach to clearly define the PATS support concept and requirements.  The PATS top level support concept was presented at Industry Day #3 on 14 Jan 98.  At the request of the potential offerors, site visits are being arranged for the potential offerors to visit an AFRC and an ANG unit.  The site visits will provide insight into the users’ operations and requirements.  Additionally, offerors are required to propose a support concept that addresses:

1. Maintenance for stateside and overseas deployments and contingencies,

2. Management of the proposed spares pipeline (supplier parts, parts obsolescence, deployment and contingency support, etc.),

3. Training and detailed IOC exit criteria.

Finally, the PATS supportability performance requirements are documented in the F3I Specification. 

Aircraft Integration Risks

None of the potential offerors’ systems currently fly on USAF F-16s.  As a consequence, there is a chance that integration with the F-16 may cause an impact to IOC and first contract option decision.  To gain insight into each offeror’s system and aid in post contract award program planning, each offeror shall be required to propose:

1. A PATS/F-16 integration effort, detailed in the IMP and Integration Master Schedule (IMS), addressing the pod software modification, integration and checkout activities;

2. SEEK Eagle flight certification; and 

3. Interfacing with the Government performed Qualification Operational Test & Evaluation (QOT&E).  

The offeror’s approach shall address 1), as part of the proposal, the processes to be used to complete the tasks of the integration effort and the resources required to complete the tasks, and 2), as part of the contract, the task descriptions in the Statement of Work (SOW) as well as the IMP/IMS.  The magnitude of an offeror’s integration effort will allow the Government to determine the proposal risk to both IOC and awarding the first yearly option.  A notional integration effort with decision points at the end of QOT&E and F-16 SEEK Eagle certification is shown in Figure 5.

Meeting the Users Performance Requirements

Without the availability of either a unique PATS Operational Requirements Document (ORD) or a PATS Operational/Maintenance Concept, there is a higher than normal probability that new requirements will be identified by the user.  To manage requirements, a standard acquisition program change process will be tailored  and implemented upon contract award.  The users, F-16 SPO and the PATS program office will be the major participants in the change processes.   Configuration control of contractual requirements will be through the PATS’ contract F3I Specification. Planned product improvement program will annually assess the operational and supportability performance and cost impacts to PATS.  The PATS contract strategy will provide a contractual vehicle responsive to the user’s needs as they evolve during the production period of performance. 

CONTRACTING STRATEGY

Sources

To maximize competition and ensure the widest dissemination of the program requirements, a Sources Sought Synopses was published in the Commerce Business Daily (CBD) on 15 May 1997.  From the responses to the CBD announcement, the following contractors have indicated their desire to be prime contractors:

Prime Contractor
Large/Small Business
Labor Surplus

Lockheed Martin Electronics and Missiles
Large
No


Hughes Aircraft Company
Large
No

Northrop/Grumman
Large
No

GEC-Marconi
Large
No

A second CBD was published in October 1997 opening the competition to foreign companies.  Teaming arrangements have made special provisions for subcontractor and international participation unnecessary.  No responses were received from this second announcement.

Source Selection Procedures

Competitive source selection procedures will follow AFFARs BB as a guide.  The Source Selection Authority (SSA) and the Source Selection Evaluation Team Structure will be described and approved by the SSA in the Source Selection Plan. PATS will be a best value/tradeoff source selection.

Contracting Considerations

A Firm Fixed Price Non-Developmental Item Production Contract will be awarded for integration, testing and production systems with variable quantities.  Yearly production options are required to accommodate the annual appropriation of the GREA funds.  Option contract line items will allow flexible exercise of production deliveries based upon available funds.  Each yearly option buy will be a Separate Contract Breakout from the instant contract’s options. 

The contractor will have Total System Integration Responsibility (TSIR) for PATS to the F-16 Block 25/30/32 interface. TSIR means the total management, technical and financial responsibility for ensuring the PATS can be integrated onto the F-16 Block 25/30/32 aircraft and into the AFRC and ANG operating environment.  The contractor shall complete any analysis or verification of external interface requirements prior to the final publishing of the PATS Interface Control Document (ICD).

Each offeror will be required to propose a warranty implementation concept which guarantees achieving the 85% Fully Mission Capable Rate as well as the other performance characteristics in the F3I Specification.

The contract will have flexibility to allow for product improvements during the pod production period.  Any product improvements, introduced during the production period of performance, must meet the definition and criteria of NDI as defined in the FAR and other DoD documents.  Furthermore, the product improvements are to be external to the PATS program and should represent a reasonable product evolution.  This approach allows the insertion of performance and reliability/maintainability improvements to increase lethality, survivability and availability.  One configuration will be maintained throughout the PATS life cycle, which means the contractor will be required to include retrofit in any product improvement option proposed.

An Interim Contractor Support (ICS) Line Item option in the production contract will be tied to the activation of each of the 21 sites.  Each site will have ICS exit criteria, as defined by each offeror, in the IMP, to transition from ICS to the sustainment support. 

Another option will be for a FFP follow-on sustainment support contract with yearly options for a ten-year period of performance.  However, the period of performance will depend upon the result of the Source of Repair Assignment Process (SORAP).  If the SORAP approval authority should rule in favor of an organic depot sustainment, the out-year options would not be exercised. 

ENGINEERING AND TECHNICAL APPROACH

Key Performance Requirements

A top level F3I Specification has been written to describe the performance requirements defined in the PATS Requirements Document.  Potential offerors will be instructed in the RFP to expand the Specification as part of the proposals by incorporating pod specific performance requirements and the product acceptance criteria to be used after contract award.  This approach is consistent with Performance Based Business Environment policies for programs such as the PATS when the contractor has control of the detailed requirements after contract award.  

System Engineering Risk Identification

The technical risk involved in the acquisition of a typical Non-Development Item, such as the targeting pods for the PATS, is very low since the NDI pods will be in production.  Risk is localized in the aircraft integration of the pod onto the F-16 Block 25/30/32.  The winning contractor will have Total System Integration Responsibility and be required to integrate its pod with an established baseline defined by F-16 interface control documents as part of the contract.  After integration is complete, a QT&E/QOT&E and Flight Certification Evaluation will be completed prior to IOC.

Other Engineering Considerations

The offerors will be required to describe in their proposals (including the SOW and IMP) any Environmental Safety and Occupational Health compliance tasks and/or process they will have to implement.  Additionally, the offerors will be required to comply with the National Environmental Policy Act requirements at both the state and national levels.  Lastly, the impact to national technology and/or industrial base may be enhanced since two of the three offerors are entering into the PATS marketplace.  Regardless of the outcome of the competition, the industrial base will be preserved due to a significant world wide market for these systems. 

SUPPORT STRATEGY

The Reserve and Guard require a two-level maintenance concept and no new manpower to support the proposed systems.  Since each offeror’s targeting pod system is already designed with a support concept as a design requirement, each offeror will be required to propose a sustainment concept that is based upon their pod performance “tuned” to the PATS requirements and F3I Specification. If the winning offeror’s sustainment concept calls for a CLS-like contract, and the Source of Repair Assignment Process Authority accepts this approach, the Government will manage a ten-year contract.

TEST STRATEGY

Objective

The objective of this section is to provide an overall PATS test and evaluation strategy.  This section will replace the need for a separate Test and Evaluation Master Plan (TEMP) and fulfills the requirements of DoD 5000.2-R Appendix III for ACAT III Programs.

Integrated Test Program Schedule

The schedule presented below is notional, and is for illustration purposes only.  The contractor in its proposal will provide a detailed testing schedule.

Testing of the PATS pod has four distinct phases: Integration and Checkout Tests, Certification Processes (which consists of Avionics System Integration Laboratory and SEEK EAGLE), Qualification Test and Evaluation (QT&E) and Qualification Operational Test and Evaluation (QOT&E).  Each product improvement to the system will be required to follow an assessment of this process to determine testing that must be reaccomplished.




Figure 4.  Integrated Test Program Schedule

Integration and Checkout Tests

The overall objective of the Integration and Checkout Tests is to integrate those modifications required to interface the NDI Pods to the F-16 Block 25/30/32 Aircraft and its’ operating environment.  They will include examining the NDI pods functionality in a laboratory/ground test environment.  Test article(s) have to meet all the performance, interface and environmental requirements outlined in the PATS F3I Specification.  This plan will be included in the contractor's Aircraft Integration Program.

Certification Processes

The pod has to be certified for software compatibility and safety of flight.  This is done in a two step process.  First, the pod will be tested at the Avionics System Integration Facility (ASIF) for its compatibility with the F-16 Block25/30/32 SCU 3+ Operational Flight Program (OFP). Relevant existing Safety of Flight Test Data will go to Eglin AFB just after contract award for analysis of the NDI Pods’ flight safety.  As indicated by the SEEK EAGLE office, additional testing required will be accomplished at Eglin AFB after the ASIF Certification is completed.  The scope and duration of certification testing is highly dependent on the maturity of the system chosen, and will be determined by the agencies which control the SIL and SEEK EAGLE certification process after contract award.  After the completion of these Certification Analysis/Tests, results will be published and sent to the F-16 SPO (ASC/YP) for formal certification approval.

 Qualification Test and Evaluation (QT&E)

 The overall objective of QT&E is to evaluate the performance of the NDI Pod and the aircraft interface against the Performance Requirements and Product Acceptance Criteria in the F3I Specification. This will be accomplished prior to QOT&E.  The scope, duration and locations of this testing is dependent on the pod selected, and will be determined by the PATS SPO. This will include a ground test phase prior to flight test, as a final test of pod functionality.   Flight testing of the PATS pod will determine the basic pod performance; i.e. verify actual slant ranges in wide and narrow field of view, and maximum range of the Laser and training modes. When the performance of the pod has been verified against the contract F3I Specification, the pod will then be cleared for QOT&E.

Qualification Operational Test and Evaluation (QOT&E)

The PATS QOT&E concept is to evaluate the PATS ability to accomplish specific mission oriented tasks in an operationally realistic environment through limited flight testing.  Data gathered during the QOT&E will also be evaluated against the Performance Requirements in the F3I Specification.  QOT&E will be run by AATC, who will also supply the aircraft and aircrews.  The scope and duration of QOT&E will be determined by AATC, and will reflect the pod performance in accomplishing the mission in an operational environment. Successful completion of the QT&E/QOT&E and Full SEEK EAGLE Certification are criteria for award of follow-on production options.

Test and Evaluation Resource Summary

The contractor will plan and provision for all testing as part of the contractor’s aircraft integration and Total System Integration Responsibility.   The contractor will provide support for the PATS pod during all phases of testing, and is responsible for Integration and Checkout.  ASC/YP will provide resources to checkout and certify pod software interfaces at the F-16 Avionics System Integration Facility at Hill AFB.  The SEEK EAGLE office at Eglin AFB will provide analysis and test support for their Flight Certification recommendation to the F-16 SPO.  Because the actual testing performed during QT&E is largely dependent on the maturity of the pod, the scope and the resources of this phase cannot be determined at this point. It is anticipated that testing will involve an instrumented test range, as well as use of the Eglin ranges for low thermal contrast testing.  AATC will provide Aircrew and aircraft for flight tests during QOT&E, which will be performed at AATC.  Other government resources will be provided to support integration and test requirements as needed.  The contractor will be required to form an Associate Contractor Agreement with Lockheed-Martin Tactical Aircraft Systems. 

MANAGEMENT STRATEGY

Organizational Roles and Responsibilities

The PATS targeting pods will be acquired as NDIs.   The winning contractor will retain configuration control of the product baseline while the Government will retain control of the functional baseline through the PATS F3I Specification.  The contractor will also have TSIR responsibility throughout the production, ICS and sustainment phases of the program.  A small Government team will manage the program through the SOW, IMP and IMS.  The contract will have minimal Government approvals after Q/QOT&E and operational TO modifications. All other management activities are to be minimized using Government insight techniques by interfacing with the contractor as a team member.  However, program office staff personnel will augment any major activity occurring after IOC including NDI production improvement determinations.  Finally, the program management responsibility will transition to WR-ALC/LYT upon agreement  between the acquiring and sustaining management organizations.

Event Based Management 

The IMP/IMS will be the primary management tool to complete the events and deliver the products for the IOC in 2QFY00.  The IMP will be the contractual vehicle to complete integration and Q/QOT&E.  Each event during this phase will have completion criteria.  As progress is accomplished and success criteria completed, an assessment will be made to determine when to exercise the first production option in late FY99.  Finally, each unit’s transition from ICS to sustainment will be managed based upon the progress of specific site activation criteria.

Other Management Considerations

No foreign sales are anticipated as part of the PATS program since the industry is already in several foreign competitions with their targeting pod systems.

FINANCIAL MANAGEMENT STRATEGY

Introduction

The PATS procurement will be funded through Guard and Reserve Equipment Account (GREA) funds.  The GREA (0350) funding is determined through annual appropriations, not by the PPBS process.  Consequently, program funds identified for the PATS program will be obligated and spent, as they become available.  The contracting strategy takes into account the GREA appropriations process.

Program Office Estimate

The Program Office Estimate is based on available USAF data for the AN/AAQ-14.  The current market price of the AN/AAQ-14 is $2.0M per pod.  Based on market research the price per pod was adjusted to $1.5M per pod expected as a result of the competition.  The support estimate is a worst case figure to cover any support concept proposed by the offerors.  Due to the nature of the GREA funding the buy profile is based on the most probable build/funding schedule.

              

        FY97    FY98 FY99  FY00 FY01  FY02  FY03  FY04  Total

Buy (Units)


 4          4       28      36       36       36      24                  168

Production Required 
          $16      $12    $57    $75     $80     $81
  $57                $378

O&S 3400 Required 
          $  0     $  0     $ 0.5  $  2.2  $  4.4  $  6.2  $ 8.6  $10.4  $  79

Note: 
1) Funding is expressed in Then Year Dollars with the Base Year FY97.


2) This buy profile reflects that shown at the PATS ASP Review plus an additional 24 PATS in FY03.


3) The production funding line includes integration and other Government costs.

Use of Cost Estimate Data in Source Selection

Production price plus cost estimates for sustainment support will be used during source selection to determine the Most Probable Life Cycle Cost (MPLCC) to the Government.  

CONCLUSION

The PATS Acquisition Strategy reflects the major objectives and key discriminators associated with meeting ARFC and ANG requirements.  These objectives and key discriminators are documented in the PATS Statement of Objectives and Evaluation Criteria.  By using a risk identification and assessment process early in the program, the user was able to refine and finalize the PATS requirements to better enable the AFRC and ANG fulfill their respective roles as part of the Combat Air Forces.  

The acquisition strategy evolved by developing management action plans to manage the risks and focus on the key discriminators as part of the source selection.  The acquisition strategy bounds the FAR NDI definition so as to incorporate product improvements without the risks associated with a normal development program.  

A best value source selection will tradeoff offerors’ MPLCC for performance, priced NDI product improvements, sustainment concept and other innovative approaches.  The contracting strategy implements innovative contracting techniques such as Separate Contract Breakout from the instant contract’s options and variations in quantity special provisions.  

Lastly, the acquisition strategy incorporates an innovative approach to adapting a contractor proposed support concept while the Government conducts the Source of Repair Assignment Process.  

Thus, the PATS Acquisition Strategy addresses the major risk categories of planning, requirements definition, funding and program execution while applying acquisition reform initiatives. 
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