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Chapter 6

Test and Evaluation During Phase III

Introduction

This chapter provides procedures for the PO to follow in order to conduct program T&E efforts during Phase III, (Production, Fielding/Deployment, and Operational Support), of the acquisition process.  Figure 6-1 illustrates this process.  The decision provided at MS III may be to:

(1) procure and field the system given no deficiencies during IOT&E;

(2) procure and field the system since deficiencies noted during IOT&E were not sufficient to delay fielding;

(3) procure, but hold fielding in abeyance pending correction of deficiencies noted during IOT&E;

(4) not procure and continue Phase II development and testing;

(5) not procure and terminate program; and

(6) other variations.

The MDA will express a MS III decision in the Acquisition Decision Memorandum (ADM) provided to the PM immediately after the MCPDM.  The situation described in (3) normally requires a follow-on OT&E (FOT&E).  Again, the assumption is that a production contract will be awarded immediately upon receiving a favorable Milestone III decision.  The primary T&E emphasis is on ensuring that each system produced complies with the requirements of the contract.

Purpose and Phase III Process Synopsis

Purpose.  The purposes of T&E related activities during Phase III are to determine whether:

•  the system meets performance specifications, and

•  deficiencies identified during IOT&E have been corrected.

Synopsis.  An assessment of the readiness of the system to enter production supported the MS III decision.  This assessment probably came as the result of a Production Readiness Review (PRR) conducted by the PO.  Testing conducted during Phase II lowers the production risk.  FOT&E, if required, will verify that corrective actions, implemented in response to deficiencies identified in the IER, have been successful.

[image: image1.png][ —
Ciamteston Totng
s

ENTRANCECRITERA
M5 1l AT sgned
Productin Cotract
Swarted

~ Review MS Il Dasision
Devaiop "Gt Wl Plan
“\eriy Tes Program
adequate

TCaardnate it DCMA
Prodes Tast
Recommendaton s PO

speciaL
ConsiDERaTIONS
~Joit Pograms
Represetation
CEOTENDI - se of
DEMABing
ansprabity 8 Neval
msgraton

Tl Syctems - Update
neroparabilty Carsfostion

GENERAL ACTIVITIES
Contractrcanducs
testing

R r—
fetreus

“Tpdme R, £TP
Mt & 0T/0T
“Nagping

seEcia
EoRé DERsTIoNs
- coTs ol
Manutctuer
Certcation

ur cameR:
p—
requraments
TR LT M

DTIOT Napping
updned a3 hacessary

ENTRANCE CRTERI
Syt scceptance

GENERAL ACTIVTIES

- Conity 53t and Ready
Prepare or OTHR
Revian FOTEE IER
CRIMIETE Mt
Updted (ot FOTZE)

seecaL
ConsDERaTIONS
“FaTSE- Other

X cameR:
-FOTAE IER submitad
LRI, CTP b &
DT Wipping
updted a5 ecessary
eovoratle dussan
rndered

opeRATIONAL
SUPPORT

ENTRANCE CRITERA
~System elded

GENERAL ACTIVTIES
~Condut TeE 3z
e throught
[l

ur cameR:
~ysem disposal

(@R rem—




Figure 6-1. -- T&E Process During Phase III
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Block 1 -- Conduct Phase III Planning TIWG

Purpose.  To conduct planning efforts in support of the Phase III T&E program.

Entrance Criteria/Action By:

a.  MS III ADM signed that approves system procurement under the conditions specified in the chapter introduction --- MDA

b.  Production contract awarded --- CT

Discussion.  Having received a successful MS III decision and having immediately thereafter awarded a production contract, the PO conducts a series of TIWG meetings, with the contractor as a member, to accomplish the following:

a.  Review.  The TIWG reviews provisions of the MS III decision that impact T&E.  It also reviews the IER.  This is so they can clearly identify the T&E activity that will verify corrective actions implemented in the production contract as a result of the IER.  If needed, the TIWG will update the TEMP to cover follow-on test activities.  The RTM and the CTP Matrix will continue to be used as management tools.  It may tailor these documents to focus strictly on deficiencies identified in the IER.  The ITP should be updated so as to focus on any required FOT&E and acceptance testing.

b.  Corrective Action Plan.
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While reviewing the IER, the PO should prepare a plan that identifies and proposes fixes for each deficiency noted in the IER and proposed fixes.  The TIWG reviews proposed solution(s) and a test program is developed that verifies correction/mitigation of each deficiency.
c.  Contract Award.  There are several possible contractual approaches to assist in implementing the corrective action plan.  For example, the PO may be able to use provisions of the Phase II contract to require that the contractor correct deficiencies.  On the other hand, the PO may have to incorporate corrective actions into the production contract.  The PO may even execute a strategy that has elements of both of these approaches.  In general, it is important that the PO structure the testing program within the contract so that deficiencies can corrected and verified prior to the production contractor initiating full-rate production.

d.  Common Understanding.  The government and the contractor must have a common understanding of specification requirements, corrective action programs (e.g., reliability improvement program) and their implications on the overall testing program.  The TIWG gains an understanding of the contractor’s approach to production related testing and it’s acceptance procedures.  Tests that may be considered at this point are listed in Appendix B.  Because the contract may delegate some, or most, contractor oversight functions to the Defense Contract Management Agency (DCMA), the TIWG must understand how it interacts with DCMA.

e.  Test Procedures.  The TIWG reviews test procedures as the contractor submits them and makes recommendations to the PO with regard to approval.  (See Appendix B for applicable tests).

Procedures:

a.  The TIWG reviews the MS-III decision and the IER.
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b.  The PO prepares and implements the “Get Well” plan.
c.  The TIWG verifies that the contractor’s test program adequately addresses deficiencies identified in the IER.

d.  The TIWG reviews the oversight responsibilities delegated to DCMA.

e.  The TIWG reviews test procedures and provides recommendations to the PO.

Special Considerations:

a.  Joint Programs.  If the Marine Corps has entered a joint other-Service lead program, the PO should ensure that the Marine Corps has a representative on the lead service TIWG.  Likewise, if the Marine Corps is the lead service, the PO should afford participating services the opportunity to provide representation.

b.  COTS/NDI.
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For a COTS/NDI program, particularly one already in the market place, the PO may not need a TIWG to monitor Phase III T&E activities.  The PO may elect to rely on existing test data and use Defense Contract Management Agency (DCMA) representation exclusively to review test results.
c.  Transportability and Naval Integration.  Limited shipboard compatibility checks and testing may be required to validate corrections to deficiencies or for modifications.

d.  C4I Systems.  If the Program IPT makes changes to the system during production or later, there may be a need to update the interoperability certification.  Reference (j) discusses the requirements for interoperability certification.

Exit Criteria/Action By:

a.  Test procedures approved --- PO
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Block 2 -- Conduct Production Testing

Purpose.

a.  To determine whether the system meets the production specification.
b.  To verify progress in correcting deficiencies identified in the IER.

Discussion.  The contractor conducts production testing in accordance with the statement of work.

a.  Test conduct.  As discussed in Chapter 5, Block 7, the contractor may be conducting one or more of the following types of tests.  Note that PQT and FAT are usually conducted prior to full rate production.  (See Appendix B for more information on tests)

•  Production Qualification Testing (PQT)
•  First Article Tests (FAT)
•  Production Acceptance Test and Evaluation (PAT&E)

The PO may use all these types of tests, including FOT&E, if required, to verify the correction of deficiencies.  The Government will generally accept FOT&E test articles and conduct FOT&E, if required, prior to initiating full-rate production.

b.  Engineering Change Proposal (ECP).  Any future configuration changes to the system are controlled by the government.  The contractor must submit an Engineering Change Proposal (ECP) if configuration changes are required.  Depending on the magnitude of the ECP, the test program may verify the successful implementation.  Due to the technical nature of some ECPs the PO should involve the systems engineer in review and verification.  Guidelines for configuration control and engineering changes are discussed in ANSI/EIA-649-1998.

c.  Test Review.  Typically, the TIWG reviews test reports submitted by the contractor.  As stated in Chapter 5, the PO may have delegated this responsibility to the DCMA, in which case, the TIWG would review acceptance reports from DCMA.  The TIWG would focus on any testing, which verifies correction of a deficiency identified in the IER.  In this regard, as test results become available, the TIWG updates the tailored RTM and CTP Matrix.  It may also be appropriate to update the DT/OT Mapping.  These documents will help demonstrate readiness for FOT&E.

Procedures:

a.  The contractor conducts production testing.
b.  The Government (TIWG or DCMA) reviews test reports.
c.  The TIWG updates the tailored RTM, CTP Matrix and DT/OT Mapping.

Special Considerations:

a.  COTS/NDI.  If the system is an unmodified COTS/NDI item, Phase III testing may consist of simply an acceptance of the manufacturer certification.  Also the contractor will likely maintain configuration control.

Exit Criteria/Action By:

a.  Item meets production requirements --- Government/Contractor
b.  Update RTM, CTP Matrix and DT/OT Mapping --- TIWG
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Block 3 -- Conduct FOT&E
Purpose.  To ensure correction of deficiencies identified in the IER.

Entrance Criteria/Action By:

a.  System acceptance --- PO

Discussion.  With production testing complete, the TIWG ensures that the system is ready for FOT&E, if one is required.  The procedure is very similar to that described in Chapter 5 for IOT&E and consists of:

•  Safe and Ready certification by the Commander
•  OTRR conducted by the Director, MCOTEA

Note:  If there is no FOT&E required, and depending on the specific provisions contained in the MS III ADM, the PO could field the system at this time.

a.  Planning and Conduct.  MCOTEA plans and conducts the FOT&E, limiting the scope to deficiencies identified in IOT&E.  The OTRR may also be limited.  The PO is responsible for providing the test articles and required support.  At the conclusion of FOT&E, MCOTEA will submit an IER to the ACMC for approval.

b.  FOT&E Report and Fielding Decision.  MCOTEA presents the FOT&E report to the MDA.  Depending on the complexity of the issues presented, a formal brief may occur and other MCPDM principals may be present.  Depending on the ADM issued at MS III, the PO may use this IPR as the venue to receive the fielding decision.  Upon receiving a fielding decision the system is deployed as planned.

Procedures:

a.  The Commander certifies Safe and Ready.
b.  Director MCOTEA conducts OTRR.
c.  MCOTEA conducts FOT&E.
d.  TIWG reviews IER.
e.  Update RTM, CTP Matrix and DT/OT Mapping as necessary.
f.  MDA renders decision.

Special Considerations:

a.  Other Reasons for FOT&E.  For MARCORSYSCOM programs, the most frequent reason for conducting FOT&E is to verify the correction of deficiencies noted during IOT&E.  There are other reasons, however, for conducting FOT&E:

•  to reevaluate the system to ensure that it continues to meet operational needs and retains its effectiveness and suitability in a new environment or against a new threat.

•  to continually evaluate the effectiveness and suitability of the system as part of an incremental acquisition strategy such as an evolutionary acquisition or a pre-planned product improvement.

Exit Criteria/Action By:

a.  FOT&E IER submitted --- MCOTEA
b.  RTM, CTP Matrix and DT/OT Mapping updated as necessary --- TIWG
c.  Favorable decision rendered (e.g., MS IIIB, Fielding) --- MDA

[image: image8.png]£y

Coniict Comuct

Phase Il Froduction

Plarming Testing
i

Condct

ForsE

OPERATIONAL
SUPPORT




Operational Support

Purpose.  Provide support to the system after delivery to operational units until disposal.

Entrance Criteria/Action By:

a.  System fielded --- PO

Discussion.  With the system now fully effective, suitable and fielded, it now enters a protracted period of life cycle support during which operational units employ it to meet mission requirements.  Periodically during the system life cycle the PO may need to institute changes to the system.  Consistent with reference (d), the PO should treat these changes as either:

•  Minor Modifications,
•  AAPs, or
•  New-start ACAT Programs.

a.  DT.  In general, developmental type testing is conducted on all major modification programs.  The purpose of such testing is to verify that the modified system performs as intended and the baseline configuration is updated.

b.  OT.  By definition “minor modification” programs and AAPs cannot be of such a nature that OT is required.  OT of ACAT modification programs must be accomplished in accordance with references (a), (b) and this handbook.

Procedures:

a.  The MARFORS operate and maintain the system.
b.  The system is modified and testing conducted as necessary.

Exit Criteria/Action By:

a.  System disposed --- PO
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