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It is well known that the Department of Homeland Security (DHS) has faced several challenges attempting to
amalgamate 22 disparate organizations into a cohesive organization with a unified mission and culture. Those familiar
with merger and acquisition activities realize that while integration of organizations poses difficulties, it also represents
opportunities to infuse new processes and values into the newly created organization. Through both a “bottom-up”
and “top-down” approach, DHS has been successful in developing, socializing and now implementing an innovative
commercialization framework within DHS that has started to gain traction with the seven Operating Components
(TSA, FEMA, CBP, Secret Service, ICE, USCIS and Coast Guard) and other organizational elements of DHS. The
creation of a “Commercialization Mindset” has caught the attention of DHS managers and employees and has been
embraced by senior management because of its apparent and significant benefits for the Department’s internal and
external activities. 

Why is there a need for a Commercialization process? The answer is simple and straightforward. It is clear that the
organizations fused together to create the Department possess a deep-rooted DoD influence regarding the design,
development, procurement and deployment of products and services dictated or governed by the well-known
Acquisition process. While the Acquisition model/process is useful in the development of one-off custom systems such
an aircraft carrier, it is not particularly germane for the vast majority of products or services needed by DHS; many of
which are characterized by the need for widely distributed COTS (Commercial-Off-The-Shelf) products. Oftentimes,
DHS requires thousands, if not millions of products for DHS’ seven Operating Components and the fragmented, yet
substantial First-Responder market. Figure 1 shows the major differences between “pure” Acquisition versus
Commercialization processes, along with the recently developed and implemented DHS “hybrid” commercialization
process. 



Figure 2 delineates the overall description of DHS’ new commercialization model and its first Private Sector outreach
program called the SECURE (System Efficacy through Commercialization, Utilization, Relevance and Evaluation)
Program to develop products and services in a public-private “Win-Win” partnership; recently approved in June 2008
by DHS and described in detail at http://www.dhs.gov/xres/programs/gc_1211996620526.shtm. Briefly, the SECURE
Program is based on the premise that the Private Sector is willing and able to use its own money, resources, expertise
and experience to develop and produce fully developed products and services for DHS if significant market potential
exists. The Private Sector has shown significant interest in devoting its time and money to such activities if and when
an attractive business case can be made related to large revenue/profit opportunities, which happen to abound at DHS
and its ancillary markets. The Private Sector wants/requires two things from DHS: 1. Detailed Operational
Requirements, and 2. a Conservative Estimate of the Potential Available Market(s). This information can then be used
to generate a business case for possible Private Sector participation in the program .

A New Model for Commercialization…
� Develop Operational Requirements Documents (ORDs)

� Assess addressable market(s)

� Publish ORD and market assessment on public DHS web portal, solicit interest from potential 
partners in a way that is open to small, medium and large businesses

� Execute no-cost (CRADA-like) agreement with multiple Private Sector entities and transfer 
technology and/or IP(if necessary)

� Develop supporting grants and standards as necessary



� Assess T&E findings after product is developed to assure DHS and ancillary markets that product 
meet its published specifications

� New Commercial-Off-The-Shelf (COTS) product marketed by Private Sector with DHS support

Figure 2: Step-by-step guide to the commercialization process developed and adopted by DHS with a brief summary of
the popular SECURE Program. 

To augment the commercialization process, DHS has undertaken the task of developing an easy-to-use guide to assist
in developing operational requirements. This guide better enables DHS personnel to articulate, in detail, a given
system’s requirements for both internal and external audiences and addresses a long standing (and valid) complaint
from the Private Sector that DHS did not fully articulate its requirements. 

Early response from groups within DHS and in the Private Sector related to this guide and programs like SECURE has
been very favorable . The Department plans to regularly update its website with Operational Requirements
Documents (ORDs) to continually expand this innovative Private-Public partnership. In addition, as evidenced in Figure
3, the taxpayers, Private Sector and Public Sector view programs like this as “win-win-win.”

Benefit Analysis – “Win-Win-Win”

Taxpayers Public Sector Private Sector

1. Citizens are better protected by
DHS personnel using mission
critical products

1.Improved understanding and
communication of needs

1.Save significant time and money
on market and business
development activities

2. Tax savings realized through
Private Sector investment in DHS 

2. Cost-effective and rapid product
development process saves
resources

2. Firms can genuinely contribute to
the security of the Nation

3. Positive economic growth for
American economy

3. Monies can be allocated to
perform greater number of
essential tasks

3. Successful products share in the
“imprimatur of DHS”; providing
assurance that products really
work. 

4. Possible product “spin-offs” can
aid other commercial markets

4. End users receive products
aligned to specific needs

4. Significant business opportunities
with sizeable DHS and DHS
ancillary markets

5. Customers ultimately benefit
from COTS produced within the
Free Market System – more cost
effective and efficient product
development

5. End users can make informed
purchasing decisions with tight
budgets

5. Commercialization opportunities
for small, medium and large
business

6. DHS can use its existing budgets
to address other needs currently
not funded to further protection of
the public

6. Successful products developed in
a free and openly competitive way
that benefits users. 

6. Potential strategic partnership
opportunities between small,
medium and large businesses result



Figure 3: The SECURE Program is viewed positively by DHS stakeholders. The success of the program lies in the fact
that all participants receive significant benefits. 

In conclusion, DHS’ newly developed and recently implemented commercialization process offers long-awaited
benefits through the rapid execution of cost-effective and efficient development of products and services to protect
our Nation and its resources. 
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