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Chapter 1 -- Acquisition Procedures Overview

References:

(a)  DoD Directive 5000.1, Defense Acquisition, March 15, 1996

(b)  DoD Regulation, 5000.2-R, Mandatory Procedures for Major Defense Acquisition Programs (MDAPs) and Major Automated Information System (MAIS) Programs, March 15, 1996

(c)  SECNAVINST 5000.2B, Implementation of Mandatory Procedures for Major and Non-Major Defense Acquisition Programs and Major and Non-Major Information Technology Acquisition Programs, December 6, 1996

(d)  USMC ORD Development Process Handbook, July, 1998

(e)  MCO P3900.15, Marine Corps Combat Development Process, 10 May 1993

(f)  MCO P3900.4D, Marine Corps Program Initiation and Operational Requirements Documents, 31 January 1991

(g)  MARCORSYSCOM Organization Manual
(h)  MCO 3960.2B, Marine Corps Operational Test and Evaluation Activity, 24 October, 1994

1. -- Introduction.

The publication of references (a) and (b) represented the culmination of a cooperative effort within the Department of Defense (DoD) to streamline the acquisition process.  All acquisition tasks common to Defense components, or that could be made common, were incorporated into the top-level policy.

The Department of the Navy (DON) adopted a similar approach when it combined and implemented its multiple DoD 5000-series issuance’s in reference (c).  The resulting product is a single policy source outlining broad acquisition procedures for Navy and Marine Corps acquisition programs.  References (a), (b) and (c) apply to the discussion throughout this handbook and are recommended for review.

This handbook was developed to define and describe key day-to-day systems acquisition operating procedures for Marine Corps Systems Command (MARCORSYSCOM).  Additionally, it will provide background information that may benefit Directors, Program Managers (PMs), Project Officers (POs), engineers, logisticians and their counterparts in Marine Corps Combat Development Command (MCCDC), Marine Corps Logistics Bases (MARCORLOGBASES), and Marine Corps Operational Test and Evaluation Activity (MCOTEA).  The handbook may repeat information contained in higher policy directives in order to place the information in the context of the local procedures.  Recent higher order references may supersede the guidance in this handbook pending implementation of the new directives.  Interim guidance is available from the Program Analysis and Evaluation (PAE) Directorate.

2. -- Participants in the Acquisition Process.

The chain of authority for systems acquisition for the Marine Corps is shown in Figure 1-1.  At the DoD level, the responsibility for acquisition policy and major program decision authority has been placed with the Under Secretary of Defense, Acquisition and Technology (USD(A&T)).  This position is subordinate to only the Secretary and Deputy Secretary of Defense.  The USD(A&T) is the Defense Acquisition Executive (DAE).  The USD(A&T) is the ultimate decision authority on certain major Defense acquisition programs preparing to move from one milestone to the next.

The Assistant Secretary of the Navy (ASN) (Research, Development and Acquisition) (RDA)) performs the same role for the Secretary of the Navy (SECNAV) as the USD(A&T) does for the Secretary of Defense (SECDEF).  ASN(RDA) is the sole decision authority within the DON for major Navy/Marine Corps acquisition programs, and is responsible for DON acquisition policy.  ASN(RDA) is the Component Acquisition Executive (CAE) for the DON, also called the Department of the Navy Acquisition Executive (NAE).  As such he is subordinate only to the USD(A&T) in regards to acquisition matters.

The third block in Figure 1-1 of the Systems Acquisition hierarchy represents the Commandant of the Marine Corps (CMC).  CMC is responsible for determining and approving requirements and ensuring the availability of funding and personnel to fulfill those requirements.  The fourth block represents the Commander, MARCORSYSCOM (COMMARCORSYSCOM).  Reference (c) assigns COMMARCORSYSCOM the role of the Milestone Decision Authority (MDA) for the Marine Corps for programs at his authority level (see Chapter 3).  COMMARCORSYSCOM may elect to delegate MDA for certain low-risk programs to Directors or PMs within MARCORSYSCOM.

The Direct Reporting Program Manager, Advanced Amphibious Assault (DRPM AAA) is a unique program within the Marine Corps.  As an Acquisition Category (ACAT) I program, DRPM AAA bypasses COMMARCORSYSCOM and reports directly to ASN (RDA) for milestone decisions.

The following paragraphs describe the roles, missions, and functional responsibilities of the principal participants in the Marine Corps acquisition process.
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Figure 1-1 – Systems Acquisition Hierarchy

a.  Marine Corps Combat Development Command (MCCDC)
(1)  The MCCDC Organization.  Commanding General, MCCDC, is responsible for execution of the Marine Corps requirements determination process.  This process is explained in-depth in reference (d).  Reference (d) implements policy related to the combat development and the requirements determination processes contained in references (e) and (f) respectively.

Figure 1-2 illustrates MCCDC’s organization.  Each division within MCCDC plays an integral role in the Combat Development Process.  However, this handbook will focus on the requirements determination process, which translates deficiencies and desired capabilities into operational requirements, also known as the Mission Need Statement (MNS).  MCCDC develops the MNS.  Signature on the MNS by the Assistant Commandant of the Marine Corps (ACMC) constitutes a “validated requirement” and can lead to the initiation of Milestone 0 (MS-0) activities (see Chapter 2).

(2)  Requirements Documentation.  Following MS-0 approval by the appropriate MDA, the MNS forms the basis on which MCCDC’s Requirements Division prepares the Operational Requirements Document (ORD).  The ORD is a key document in the acquisition process, as it defines the requirement, estimates the number of systems to be acquired, and describes the specific operational capabilities.
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Figure 1-2 – MCCDC Organization

b.  MARCORSYSCOM
(1)  The MARCORSYSCOM Organization.  The organizational structure of MARCORSYSCOM is illustrated in Figure 1-3.  The program management line of authority runs directly from COMMARCORSYSCOM to the Directors and the PMs.

(2)  The Director.  Some Directors are assigned overall responsibility for a broad commodity grouping as shown.  Within that commodity type, the Director must ensure a consistency of product and process to facilitate commonality and interoperability.  COMMARCORSYSCOM may delegate MDA to a Director for certain low risk programs (see Chapter 13).

(3)  PMs.  Each PM is key to successful systems acquisition and is responsible for taking a requirement from “cradle to grave.”  The PM is responsible for all aspects of a program.  In broad terms, however, he has three major responsibilities:

•  Cost -- Delivering a product that is affordable

•  Schedule -- Achieving on-time delivery in the required quantity

•  Performance -- Assuring that the product responds to the user’s requirements and can be maintained and supported in that condition throughout its life cycle

PMs typically manage several programs simultaneously using Project Officers (POs) to lead the daily activities on individual programs.  PMs are responsible for periodically reporting program status and progress to the MDA.  COMMARCORSYSCOM may delegate MDA to the PM for certain low risk programs (see Chapter 13).

(4)  Support Organizations.  There are several organizations that provide unique services, such as engineering, overarching acquisition guidance, specialty support services to the PMs, advice to the Commander, and contracting.  These services may be available in organizations such as the Program Support (PS) Directorate, the Program Analysis and Evaluation (PAE) Directorate, Counsel, and the Contracts (CT) Directorate.  (See reference (g) for additional information on the roles of these support organizations.)
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Figure 1-3 – MARCORSYSCOM Organization

c.  Marine Corps Operational Test and Evaluation Activity (MCOTEA).
(1)  MCOTEA.  The Director, MCOTEA, is responsible for Operational Test and Evaluation (OT&E) within the Marine Corps.  The mission of MCOTEA, as an independent activity, is to support the systems acquisition process by managing the Marine Corps OT&E for ACAT I through IV programs, less the Operational Testing (OT) for aircraft.  MCOTEA reports all results of OT&E to CMC.  Reference (h) defines the functions of MCOTEA in greater detail.

(2)  MCOTEA Organization.  Figure 1-4 depicts the MCOTEA organizational structure.  The Aviation Combat Test Branch does not manage OT of aircraft but rather manages the OT of aviation command, control, surveillance, air defense, aviation support/systems, and unmanned aerial vehicles.

(3)  MCOTEA’s Functional Responsibilities.  MCOTEA should be involved early in Phase 0 to assist in ORD development by ensuring that requirements are stated in a manner that allows them to form the basis of a well defined OT.

MCOTEA provides an Independent Evaluation Report (IER) on OT&E results from ACAT I -- IV programs to CMC, via ACMC.  They also provide the report to the PM for his use in key Marine Corps Program Decision Meetings (MCPDM) such as MS-III.  The IER provides information to Marine Corps decision-makers concerning operational effectiveness and suitability.

If requested by the PM, MCOTEA may conduct Operational Assessments (OAs) at any time prior to MS-III and report the results directly to the PM.  The purpose of this is to obtain early feedback from the system users and, thus, to help reduce programmatic risk.  Also, after MS-III, at the request of the MDA, MCOTEA will conduct Follow-on OT&E (FOT&E) to verify that deficiencies found during the Initial OT&E (IOT&E) have been corrected.
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Figure 1-4 – MCOTEA Organization

d.  Marine Corps Materiel Command (MARCORMATCOM).  MARCORMATCOM serves as a single voice for the MARCORSYSCOM regarding all aspects of Materiel Life Cycle Management.  It performs the role of a facilitator for analyzing, evaluating, and communicating information and overarching policy relevant to all facets of Marine Corps Materiel Life Cycle Management to both internal and external agencies while ensuring standardization within the Marine Corps.

MARCORMATCOM is responsible for the Materiel Life Cycle Management (MLCM) of Marine Corps ground equipment, information systems and ground weapon systems to include research, development, acquisition, and in-service support through final disposition.  As illustrated in Figure 1-5, it accomplishes this mission through its two subordinate commands, MARCORSYSCOM and the Marine Corps Logistics Bases (MARCORLOGBASES).

[image: image5.png]MARCORMATCOM

MARCORSYSCOM MARCORLOGBASES





Figure 1-5 – MATCOM Hierarchy

3. -- Acquisition Reform.

The Secretary of Defense’s intent for acquisition reform is to establish an acquisition environment that makes DoD the smartest, most responsive buyer of the best goods and services to meet our warfighters’ needs, at the best dollar value over the life of the product.  To support his intent he has established many management thrust areas.  Some of these areas are described here briefly and are reflected in the processes described throughout the handbook.

a.  Teamwork.  In order to capitalize on the strengths of all participants in the acquisition process, the Secretary of Defense requires the use of Integrated Process and Product Development (IPPD).  IPPD is “a management technique that simultaneously integrates all essential acquisition activities through the use of multi-disciplinary teams to optimize the design, manufacturing, business, and supportability processes”.

The establishment and performance of multi-disciplinary teams, called Integrated product Teams (IPTs), are key to the success of the IPPD process.  All organizations with a representative at an upcoming MCPDM, or who otherwise have “near-veto” authority are responsible to keep informed of the process so as not to be the undue cause of programmatic problems.  IPTs are composed of representatives from various functional areas, across organizations involved in the acquisition.  Key members are appointed for the duration of the program and are technically knowledgeable in their respective disciplines.  To ensure success, IPT members must be fully empowered to represent their organizations.  PMs can enable this process by establishing agendas and providing meaningful read-ahead packages prior to all meetings from which decisions are expected.

b.  Systems Engineering.  The PM shall ensure that a systems engineering process is used to translate operational needs and/or requirements into a system solution that includes the design, manufacturing, test and evaluation, and support processes and products.  The systems engineering process shall establish a proper top-down iterative process of requirements analysis, functional analysis and allocation, design synthesis and verification, and system analysis and control.

c.  Tailoring.  While all programs balance between performance, risk, cost, and schedule, employing a must accomplish certain core activities, the MDA will tailor how and when these activities occur.  Because one size does not fit all, there is no reason to expect to treat every program identically.  In fact, the Secretary of Defense has placed the burden on MDAs to “tailor in” program reporting and documentation requirements rather than on the PM to try to “tailor out” mandatory requirements.

d.  Empowerment.  PMs do not have to ask permission to take actions that are otherwise permitted by law and are within the scope of their responsibilities.  Moreover, DoD has greatly reduced the burden of mandatory procedures and specifications in order to encourage more prudent risk taking.

e.  Cost as an Independent Variable (CAIV).  CAIV is an acquisition management tool employed to ensure system acquisition is affordable and achievable.  It is the strategy that entails setting aggressive yet attainable cost objectives and managing the achievement of those objectives during procurement.  Cost becomes more of a constraint and less of a variable at the expense of schedule and performance.  It may be appropriate to seek relaxation of certain performance requirements in the ORD, if significant savings could be expected (especially if the original requirement was not selected based on firm analysis).  For additional information, refer to references (b) and (c).

f.  Total Ownership Costs (TOC).  TOC includes all costs associated with the research, development, procurement, operation, logistical support, and disposal of an individual weapon system or piece of equipment.  This includes the total supporting infrastructure that plans, manages, trains, maintains, and executes that weapon system/equipment program over its total life cycle; and associated common support items.

TOC does not include “non-linked” infrastructure costs not associated directly with the development, introduction, deployment, or operation of the weapon system/equipment.

Knowledge of TOC will allow managers at all levels to have a comprehensive programmatic view.  This allows PMs, Life Cycle Managers and Resource Sponsors to:

•  Exploit cost reduction initiatives
•  Identify barriers and cost drivers
•  Revise processes as applicable
•  Reinvest TOC reduction savings for modernization

g.  Commercial Products.  Integrating a constricting industrial base and a fast-paced technology sector mandates that DoD fully implement a preference for the acquisition of commercial items when they meet operational mission needs.  Acquisition of commercial items, components, processes and practices provides rapid and affordable application of these technologies to validated mission needs.

h.  Best Practices.  This handbook implements a simplified and flexible management process, modeled on sound business practices.  Acquisitions should take into account commercial practices in developing acquisition strategies and contracting arrangements.

4. -- Life Cycle Management.

Reference (c) provides guidance for conducting materiel acquisition using the IPPD process.  It is reemphasized that, although the DoD acquisition regulations primarily address Major Defense Acquisition Programs (MDAPs) (i.e., ACAT-I programs), the directed processes are applicable in tailored form to all other acquisition programs.

a.  Requirements Generation.  The solution to a combat deficiency may consist of revising the doctrine or combat organization, changing the tactical employment of an organization, providing added skills or personnel to the combat organization, or identifying the need for new equipment.  Reference (e) describes the types of needs statements prepared by MCCDC within the Solution Development subsystem of the Requirements Generation System.  If the requirement is for new equipment, the Requirements Division, MCCDC prepares a mission needs statement (MNS).  A MNS is non-specific by design and offers the acquisition community-wide latitude in developing a materiel solution.  Once the ACMC validates the requirement by signing the MNS, MCCDC forwards it to MARCORSYSCOM to begin acquisition activities.

b.  Transition to Acquisition.  The receipt of the MNS by MARCORSYSCOM starts the acquisition process.  This transition involves shared responsibility between MCCDC and MARCORSYSCOM with MARCORSYSCOM assuming full responsibility at MS-I.  Chapter 2 discusses the activities leading to a MS-0 decision and the assignment of a prospective PM.  Reference (d) describes the process for transitioning the MNS into an ORD.  The preparation of the ORD is one of the key activities accomplished prior to fully transitioning the program to the PM at MS-I.

c.  Acquisition Process.  Figure 1-6 provides a broad illustration of the acquisition process in terms of milestones and phases.  The milestones are points in time at which the PM gains approval to enter the next phase of acquisition.  The documentation prepared and functional activities conducted during each phase are similar and repetitive in nature varying primarily in complexity as the system design matures.  This handbook describes the MARCORSYSCOM local operating procedures that the PM should use to proceed through the phases of acquisition.
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Figure 1-6 – Acquisition Phases and Milestones
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