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Chapter One

Overview of the ORD Development Process

1.  Purpose.  The purpose of this handbook is to promote the overall quality and consistency of Marine Corps Operational Requirements Documents (ORDs).  This purpose will be met by:

a.  Adopting uniform procedures to guide the development of Marine Corps ORDs.  Uniform procedures will ensure that ORDs are developed using the same set of procedural guidelines.

b.  Employing an Integrated Product Team (IPT) approach for developing ORDs.  An IPT approach will obtain vital input from two key customers of the ORD:  the material developer and the operational tester.  Thus, building and testing systems that meet the needs of the Operating Forces will be accomplished in a more timely and cost-effective manner.

c.  Establishing procedures to ensure that the ORD is subject to required reviews between MS I and MS 11 and between MS 11 and MS 111.  These reviews are the heart of the evolutionary development of requirements.  Ensuring that the ORD makes the transition from broadly termed operational language to system-specific requirements requires that these periodic ORD reviews be institutionalized and implemented in the manner required by references (a), (b), and (c).

2.  Background
a.  The Marine Corps organization and procedures for the Combat Development Process (CDP) are defined in reference (d).  The Requirements Generation Process is defined in reference (a).  References (b), (c), and (e) are the controlling regulations for the overall acquisition process.  References (b) and (c) delineate the need for independent operational testing.  This handbook prescribes procedures for use by IPTs in developing Marine Corps ORDs.  The IPT is a management technique that integrates all acquisition activities starting with requirements definition through production, fielding/deployment and operational support in order to optimize the design, manufacturing, business, and supportability processes.

b.  Marine Corps Combat Development Command (MCCDC) is the combat developer.  Marine Corps Systems Command (MarCorSysCom) is the materiel developer.  Marine Corps Operational Test and Evaluation Activity (MCOTEA) is the independent operational testing agency for the Marine Corps.

c.  This handbook recognizes the independent roles of the above three organizations and describes procedures to coordinate with each other on a central document in support of our Operating Forces.  This handbook also recognizes current procedures in references (b), (c), and (e) and provides a framework to incorporate these procedures into the Marine Corps requirements generation processes.  Among these procedures are:

•  Use of the Integrated Product and Process Development
•  Use of Integrated Product Teams
•  Use of Cost As an Independent Variable (CAIV)
•  Use of the evolutionary approach in requirements generation

d.  This document does not supplement the references; it implements their intent within the Marine Corps.  In any case in which the handbook contradicts one of the references, the reference will govern.

3.  Scope.  This handbook provides guidelines for developing Marine Corps ORDs and defines procedures to be followed by IPTs.  It is also applicable, with tailoring, to the development of Joint-Service ORDs for which the Marine Corps is the lead.  For Marine Corps ORDs, the handbook focuses on those procedures in which the core IPT members must work together.  In those areas, the handbook is prescriptive in nature.  When the handbook discusses procedures for one of the three organizations, the intent is to be explanatory and to show the continuity of the process.  Processes that are wholly owned by an organization may be changed by that organization as long as such changes do not impact negatively on the overall process.

4.  Applicability.  These procedures are primarily for use by members of the ORD IPT.  Other personnel who participate as members of an ORD IPT will also use them.

5.  The Operational Requirements Document
a.  The ORD is a formatted statement that contains performance and related operational parameters for a proposed concept or system; it describes an operationally effective and operationally suitable system.  The materiel acquisition process can be accelerated if the ORD is properly prepared and coordinated prior to approval.  An IPT-prepared ORD will eliminate the “stove pipe” effect and will:

•  Support the maturation of requirements as a program progresses

•  Address operational effectiveness and suitability requirements

•  Strengthen the link to the Mission Need Statement {MNS) and to the Fleet Operational Need Statement {FONS) or Universal Need Statement {UNS)

•  Acknowledge cost as an independent variable in both Testing and procurement

•  Minimize staffing time within the Marine Corps.

The ultimate goal of the ORD IPT is the fielding of increased combat capability to the Operating Forces.

b.  One of the preliminary steps in the acquisition process is to ensure that the ORD being developed reflects the user’s true needs.  Figure 1-1 illustrates some of the more important documents the ORD impacts and why an IPT-developed ORD will “father” better ORDs and minimize misunderstandings.  Information in an ORD will vary based on concept/system complexity and the maturity of the program.  For example, the ORD prepared for a Milestone (MB) I decision (Approval to Begin a New Acquisition Program) will contain the best available information to support a MB I decision.  Subsequent ORD decisions used in later milestones may have more or better-refined requirements as the system matures.
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Figure 1-1.  Linkages

c.  Once approved, the ORD is the official Marine Corps statement of a requirement.  As defined in reference (a), the requirements generation process proceeds in two steps of four phases each.  The two steps are the development of the Mission Need Statement (MNS) and the development of the ORD.  The four phases through which both the MNS and ORD proceed are (the phases are discussed as they pertain to the ORD):

1.  Requirement Definition
2.  Requirement Documentation
3.  Requirement Validation
4.  Requirement Approval

d.  This handbook begins at the point at which the MNS has been approved and the ORD is in the definition process.

e.  To place the ORD in perspective, it must be viewed as a means within the acquisition process rather than as an end in itself.

f.  The drafters of the ORD must keep in mind that their customers are:

(1) Commander, Marine Corps Systems Command (ComMarCorSysCom), uses the ORD to develop the material solution, craft necessary documentation such as the Acquisition Program Baseline Agreement (APBA), and develop the Critical Technical Parameters for testing.  The ORD defines what the combat developer (CG, MCCDC) is directing and what the materiel developer (ComMarCorSysCom) is acquiring.

(2) Director, MCOTEA, uses the ORD to build the Detailed Test Plan (DTP) and extracts the critical operational issues (COIs) and parameters from the ORD.  For Director, MCOTEA, the ORD defines system Operational Effectiveness (OE) and Operational Suitability (OS) and what are to be tested and evaluated.

(3) Director, Total Force Structure Division (TFS) uses the ORD to build the acquisition objective, which then is approved by CG, MCCDC.  For Director, TFS, the ORD provides input to the acquisition objective development process, and ultimately helps define how many items are to be procured.  Those links and others are reflected in Figure 1-1.  See Annex A for Acronym List and Glossary of Key Terms.

6.  Acquisition Process.  Once a need or deficiency is submitted to CG, MCCDC (WDID), it is reviewed, assessed and analyzed.  If it is determined that the need or deficiency can be overcome, at least in part, with new or modified equipment, then Equipment Requirements Division, MCCDC, may be tasked to develop a MNS, staff it, and obtain the approval of the Assistant Commandant of the Marine Corps (ACMC).  The approved MNS is forwarded to the Milestone Decision Authority (MDA) for a Milestone 0 decision.  Once the MDA determines the ACAT, the ComMarCorSysCom’s staff conducts an abbreviated program assessment and recommends a course of action for the program.  ComMarCorSysCom then assigns a Program Manager (PM) and provides him/her guidance on the overall program.  Those actions lead to the Concept Exploration (Phase 0) of the acquisition cycle.  References (b), (c), (e), and (f) govern the overall acquisition process the PM must follow.  References (b), (c) and (e) in particular, emphasize the importance of the IPT in generating requirements.  Reference (g) describes the overall IPT partnership agreement between MCCDC, MarCorSysCom, and MCOTEA.  An overview of the acquisition process is depicted below in Figure 1-2.
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Figure 1-2.  Acquisition Process – Overview

7.  ORD Development.  In accordance with references (b), (c), (d), and (e), ORDs will be developed by an IPT.  The IPT shall at a minimum include representatives from MCCDC, MarCorSysCom, and MCOTEA.  The ORD IPT will function in an advisory capacity to the Director, Equipment Requirements Division, MCCDC.  The core members of the IPT will be the Requirements Officer (RO), Project Officer (PO), and Operational Test Project Officer (OTPO).  The IPT will remain intact through the life of the program.  During the development of the ORD, they will seek assistance from other staff organizations such as those listed in Table 1-1.  Throughout the life of the program, the IPT members will be expected to keep their parent organizations informed of their progress in ORD and program development.  Other individuals or organizations can add significant value in developing the ORD and will be invited to attend ORD IPT meetings on an as required basis.

	Representative
	Organization Represented

	Requirements Officer (RO)*
	MCCDC, Equipment Requirements Division

	Project Officer (PO)*
	MarCorSysCom

	Operational Test Project Officer (OTPO)*
	MCOTEA

	Total Force Structure Division Representative
	MCCDC, Total Force Structure Division

	Program Analysis & Evaluation (PAE) Analyst
	MarCorSysCom, PAE

	System Engineer/Developmental Test Engineer
	MarCorSysCom, PSE

	Manpower and Training Logistics Element Manager
	MarCorSysCom, CSLESST

	Logistician
	MarCorSysCom, APML/PSL

	Operations Analyst (AO)
	MCOTEA

	Programs & Resources Analyst
	D/CMC (Programs & Resources)

	Weapons System Manager
	MarCorLogBases

	Appropriate Representative
	FMF

	Software Project Officer
	MCTSSA

	As Required
	Other organizations as required


*Permanent members of ORD IPT.
Table 1-1.  Membership of the ORD IPT

8.  Responsibilities.  ORD IPT members will be empowered to represent their respective organizations and speak on their behalf.  Representatives are expected to keep the chain-of-command informed, advise on additional function(s) that should be added to the team, and coordinate all actions within their respective organizations.  The following subparagraphs describe the typical contributions team members from different organizations make:

a.  Requirements Officer (RO).  The RO will chair the ORD IPT, call meetings, maintain minutes, prepare and maintain an Action-Item list, and deliver the draft ORD to Operations Branch, Equipment Requirements Division, for formal staffing.  The RO will ensure performance parameters (with thresholds and objectives) are adequate to define a fully functional system that will fulfill the validated deficiency.  The RO will further ensure that key performance parameters (KPPs) are identified as such in the ORD.

b.  Project Officer (PO).  The PO, who is assigned by the PM, represents ComMarCorSysCom.  The PO will assist the RO principally by ensuring the ORD wording is sufficiently clear so the PM knows what is to be acquired.  The PO will also assist the RO with developing performance parameters and identifying KPPs.  The PO will ensure that the ORD can be used to derive Critical Technical Parameters (CTPs).

c.  Operational Test Project Officer (OTPO).  The OTPO will assist the RO principally by advising on the operational testability and measurability of the KPPs and other parameters.

d.  Total Force Structure Division Representative.  The TFS Division representative will assist the RO principally by advising on Acquisition Objective associated with the envisioned system.

e.  Program Analysis & Evaluation (PAE) Analyst.  The PAE analyst will assist the IPT primarily by providing additional analytical expertise, as necessary.  Specifically, the PAE analyst will conduct the test exposure (optimum sample size) trade-off analysis that should be coordinated with the MCOTEA analysts.  The designee will also participate as the principal analyst helping the PO in developing the Tailored Executive Analysis (TEA), or advise on the formal Comprehensive Analysis (CA) if one is required, and advise the IPT concerning CAIV analysis.

f.  System Engineer/Developmental Test Engineer.  System Engineer/Developmental Test Engineer will assist the IPT by explaining the implications of ORD requirements on the design and testing process.  The System Engineer/DT Test Engineer will also assist the IPT by helping them ensure the ORD is written in terms that promote developmental testing and are measurable.

g.  Manpower and Training Logistics Element Manager.  Manpower and Training Logistics Element Manager will assist the IPT in determining manpower and training impacts the new system will have on the Marine Corps.  This support will range from very simple analyses/assessments to a full Training Planning Processes Methodology (TRPPM) analysis.

h.  Operations Analyst (OA).  The MCOTEA OA will assist the OTPO in crafting system requirement parameters that are testable and measurable.

i.  Weapons System Manager (WSM).  The WSM is the lead representative for ComMarCorLogBases and is responsible for providing technical guidance and/or support for ensuring that individual maintenance concepts and maintenance planning are formulated in the ORD development process.  In addition, the WSM will provide material life cycle support guidance to the PO.

j.  Software Project Officer.  The MCTSSA Software Project Officer is responsible for providing software engineering support and developing software requirements for the PO during the ORD development process.

9.  Procedures
a.  Once a program has received a successful Milestone O decision, Equipment Requirements Division, MCCDC, is responsible for developing the initial ORD and, through the ORD IPT; preparing a draft ORD ready for staffing.  At this point the MDA has approved the program for concept studies, a PM has been appointed, and he/she has been directed to assist MCCDC in developing the ORD.

b.  Equipment Requirements Division, MCCDC, prepares and distributes an ORD IPT charter in coordination with MarCorSysCom and MCOTEA.  The format for this charter is contained in Annex B.  The charter addresses the IPT’s goals, membership, and target date for completion of assigned tasks.  As previously noted, the permanent members of the ORD IPT will be the RO, PO, and OTPO.  The IPT is highly encouraged to seek assistance from other staff organizations as required.

c.  Prior to the initial meeting of the ORD IPT, the RO will prepare an initial draft of the ORD.  This draft will be a Pre CA/TEA ORD.  The primary purpose of this draft is to provide a clear statement of the operational capability required to resolve the deficiency identified in the MNS.  This draft will be used as the basis of the CA/TEA process.  Its more definitive and detailed statement of the required capabilities will give the CA/TEA a clearer focus.  In the Pre-CA/TEA draft of the ORD, the RO should focus his/her efforts on developing paragraphs 4, 5, and 6.  How the equipment will be used, what organizations will get the equipment, and the initial cut at program support will give CA/TEA personnel a much clearer definition of the issues to be analyzed.  The goal is to develop a draft ORD that is fully understood by all of the primary players, MCCDC, MarCorSysCom, and MCOTEA.  An ORD template is contained in Annex c.

d.  Following the CA/TEA, the ORD IPT will produce a post CA/TEA draft of the ORD that will include and be shaped by the information gathered during the Post Milestone 0 activities.  This draft of the ORD will become more equipment specific (see Chapter 2, Block 6).  While producing that draft of the ORD, the IPT may staff it internally (within their parent organizations) and call in as many adjunct members of the IPT as deemed necessary to assist in developing the ORD.  Once the IPT is satisfied that they have fully developed the ORD, the RO will deliver the ORD to the Operations Branch of Equipment Requirements Division.  At that time, the ORD will be formally staffed for review and comment.  Normally, the commands and activities that review the ORD are allowed 30 days to complete their review and submit comments.  The ORD IPT’s action on staffing comments is discussed in Chapter 2, Block 8.

e.  Following a Milestone I Decision (or combined Milestone I and II Decision) the ORD must be updated to incorporate results of the activities during each acquisition phase (to include cost, schedule, performance trades, testing, and CA or TEA).  Following those updates, if any, the ORD must be reviewed by the user’s representative, the tester; the developer, the ORD validation authorities, and the ORD-approval authority to ensure the deficiencies and requirements are still valid with respect to the latest Defense Planning Guidance, Marine Corps Operational and Functional Concepts, Commandant’s Planning Guidance, Marine Corps Master Plan, and other guidance as specified.  Also, the ORD must be vigorously scrubbed to ensure that the KPPs reflect the minimum essential requirements.  If any major changes are made to the ORD, restaffing to the Operating Forces may be required.  Major changes are defined as any changes to the mission statement, any change to the threat statement, or a change to any KPP.

 MACROBUTTON Linker Next SectionC571476993
