
A Practical CPSR Compliance Guide for Defense
Contractors
If you work with the Department of Defense as a contractor or subcontractor, you have likely
heard the term CPSR. It stands for Contractor Purchasing System Review. For many
companies, especially those new to government contracting, the process can feel
overwhelming. But with the right approach and a solid cpsr compliance guide, it becomes a
manageable part of doing business with the DoD.

I have spent years helping firms navigate the requirements of the Defense Federal Acquisition
Regulation Supplement, known as DFARS. One thing I have learned is that a successful CPSR is
not about passing a single inspection. It is about building a purchasing system that works
efficiently and meets the standards of the federal government. The review is designed to
ensure that contractors have adequate internal controls and procedures to comply with federal
procurement laws. It is a thorough examination of how you buy goods and services, manage
subcontracts, and document your decisions. cpsr compliance guide

What a CPSR Actually Covers
When a government contracting officer determines that your company needs a CPSR, they are
looking at your purchasing system as a whole. The review examines several key areas. These
include your purchasing procedures, how you evaluate and select suppliers, your small
business subcontracting program, and your documentation of pricing and competition. The
reviewer from the Defense Contract Management Agency will want to see that you have clear
policies and that your staff follows them consistently.

Many contractors worry about the level of detail required. In practice, the reviewer is not
looking for perfection. They want to see a system that is disciplined and repeatable. For
example, if you have a policy that requires three quotes for purchases over a certain dollar
threshold, you need to show that this happens every time. If you occasionally need to justify a
sole-source award, your file should contain a clear written explanation. The cpsr compliance
guide I typically share with clients focuses on these practical aspects rather than abstract
theory.

Understanding DFARS and Its Role
DFARS is the set of regulations that implements and supplements the Federal Acquisition
Regulation for the DoD. For contractors, the most relevant parts are those that deal with
subcontracting and purchasing systems. DFARS clause 252.244-7001, for example, outlines
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the requirements for a contractor purchasing system. If you have a DoD contract that includes
this clause, you must have an approved purchasing system or be subject to a review.

The relationship between DFARS and your daily work is straightforward. These rules mandate
that you maintain adequate purchasing procedures, ensure subcontracts are awarded fairly,
and that you monitor subcontractor performance. They also require that you have a system for
detecting and avoiding conflicts of interest. I have seen companies struggle because they treat
DFARS compliance as a separate checklist item rather than integrating it into their normal
procurement workflow. When you embed these requirements into your standard operating
procedures, the CPSR becomes a natural checkup rather than a disruptive audit.

Building Your Compliance Foundation
Start by writing a purchasing system description. This document explains how your company
buys things, who has authority, what thresholds require approvals, and how you handle
different types of purchases. It should be clear enough that a new employee could follow it. I
recommend keeping it concise. A fifty-page manual is hard to maintain and harder to follow.
Aim for a document that covers the basics and can be updated as your business changes.

Next, train your procurement staff. The best written policy is useless if people do not follow it.
Regular training sessions, even short ones, keep the requirements fresh. I have found that role-
playing common scenarios helps a lot. For example, walk through a situation where a buyer
wants to use a supplier who is not on the approved list. What steps do they take? Who do they
ask for approval? These conversations reveal gaps in your process before the reviewer finds
them.

Common Pitfalls and How to Avoid Them
One frequent issue is poor documentation. Your purchasing files should tell a complete story. If
you award a purchase order, there should be a record of the requirement, the market research
you did, the quotes you received, and the basis for your selection. If you use a price analysis,
keep a note of how you determined the price was fair. I have seen many contractors fail
because they could not produce these records. It is not that the process was bad. It is that they
did not write anything down.

Another pitfall is neglecting the small business subcontracting plan. If your contract includes
one, you must actively manage it. Track your spend with small businesses, including those
owned by veterans, women, and disadvantaged individuals. Report your progress regularly. The
reviewer will look at this closely. A weak small business program can lead to a finding of
noncompliance even if the rest of your system is strong.



Finally, do not try to hide problems. If you find a mistake in your purchasing process, document
it and show how you fixed it. Reviewers appreciate transparency and corrective action.
Pretending everything is perfect when it is not erodes trust and can lead to more severe
findings.

The Review Process Itself
When the review happens, the DCMA team will spend several days or weeks at your facility.
They will interview your staff, examine sample purchase files, and review your policies. They
will look for evidence that your system is working as described. The outcome is typically a
report that identifies any deficiencies. You will have a chance to correct them. A successful
CPSR leads to an approved purchasing system, which means you can continue to administer
your contracts without additional oversight in this area.

If you receive a finding of noncompliance, do not panic. Work with the reviewer to understand
the issue and develop a corrective action plan. Most problems can be fixed within a reasonable
timeframe. I have seen companies turn a marginal rating into an approved system within a few
months by focusing on the specific gaps the reviewer identified.

Software and Tools That Help
Modern procurement software can simplify your compliance efforts. Many systems include
features for managing purchase orders, tracking approvals, and storing documentation. Some
are designed specifically for government contractors and include DFARS-related templates and
workflows. When choosing a tool, look for one that allows you to attach supporting documents
to each transaction and run reports that show your compliance with key requirements. The
right software turns a manual burden into an automated process.

However, software is not a substitute for good practices. I have seen companies buy expensive
systems and still fail a CPSR because their staff did not use the tools correctly. Invest in
training on whatever system you choose. Make sure that every person who touches a purchase
understands how to use the software to capture the information the reviewer will want to see.

Continuous Improvement
Your purchasing system should not sit still. After you pass your first CPSR, you still need to
maintain the system and improve it over time. Conduct internal audits periodically. Review your
own files to catch issues before the next DCMA visit. Update your policies when regulations
change or when your business evolves. This ongoing effort keeps your system healthy and
reduces the stress of the next formal review.



I often tell clients that a cpsr compliance guide is only as good as the commitment behind it.
Writing a guide is the easy part. The hard part is living by it every day. When you do, the CPSR
becomes a routine event rather than a crisis. Your team knows what to do, the documentation
is in place, and the reviewer sees a system that works.

Final Thoughts

Navigating CPSR and DFARS requirements takes work, but it is work that pays off. A compliant
purchasing system helps you win and keep DoD contracts. It also makes your procurement
process more disciplined and efficient for your entire business. If you are starting from scratch,
focus on the fundamentals: clear policies, trained staff, and thorough documentation. And
keep a practical cpsr compliance guide handy as your reference. It will help you stay on track as
your company grows and as the rules evolve.


