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Chapter Two

ORD Development Process

This chapter provides step-by-step procedures for the ORD IPT to follow during ORD development.  The development process for a proposed ORD is sequential in nature.  However, depending on the program, some of the steps may occur concurrently.  A general view of the process is shown below in Figure 2-1.
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Figure 2-1.  ORD Development Process

BLOCK 1 -- ADM

General Activity.  As part of the Milestone O decision, an Acquisition Decision Memorandum (ADM) is prepared.  The Milestone Decision Authority (MDA) designates a PM to manage the program and directs the PM to conduct specific acquisition management tasks and to participate with MCCDC and MCOTEA as a member of the IPT developing the ORD.  The ADM will become a part of the historical records of the IPT.

Procedures.  The ADM is prepared by the Program Analysis and Evaluation Directorate and forwarded to ComMarCorSysCom, for approval.  Details of the Pre-milestone O activities are contained in the Acquisition Procedures Handbook.  A copy of the signed ADM is provided to CG, MCCDC (C44), and Director, MCOTEA.

Exit Criteria

a.  Assign PM -- MDA via ADM
b.  PM IPT participation -- MDA via ADM

BLOCK 2 -- IPT MEMBERS IDENTIFIED

General Activity.  After receiving a MS O ADM, Equipment Requirements Division, MCCDC, promulgates an ORD IPT charter for development of the ORD and assigns an RO to act as its chairperson.  The MarCorSysCom PM will assign a PO and MCOTEA will assign an Operational Test Project Officer as permanent members of the IPT.  Prior to convening the first meeting of the IPT, the members should receive training consisting of an overview of the ORD development process, an introduction to IPTs, a brief summary of how to conduct market surveys, and Cost As an Independent Variable (CAIV) analysis.

Procedures.  The MarCorSysCom PM and the Director, MCOTEA, will identify their IPT members to the Director, Equipment Requirements Division who will staff the draft charter to ComMarCorSysCom (PAE) and Director, MCOTEA for comment prior to signature.  The Director Equipment Requirements Division, signs the IPT charter.  The IPT members should attend the ORD development IPT training, as per their organization’s policy.

Exit Criteria

a.  Staff IPT Charter -- MCCDC
b.  Assign IPT Chairperson -- MCCDC
c.  Assign IPT Permanent Members -- MarCorSysCom and MCOTEA
d.  Promulgate IPT Charter – MCCDC
e.  Provide training to IPT -- MCCDC, MarCorSysCom, and MCOTEA

BLOCK 3 -- RO DEVELOPS FIRST DRAFT OF ORD

General Activity.  The RO develops the initial draft of the ORD.  This will be the pre-CA/TEA draft of the ORD.  The initial ORD should focus on paragraph 4 (Capabilities Required to include the Operational Mode Summary/Mission Profile), paragraph 5 (Program Support), and paragraph 6 (Force Structure).  The first draft of the ORD is considered a “straw man.”  While it can be specific where possible, it normally is framed in broad operational terms to give a conceptual view of the operational capability defined by the MNS.  The draft ORD gives a clearer vision of what the proposed system is supposed to be able to do and sets the stage for conducting either a CA or TEA.  (Note:  The CA/TEA will be discussed in more detail in block 5.)  The ORD format is contained in Annex C.  Only after the initial draft of the ORD is written, will the RO call an IPT meeting.

Procedures.  The RO will prepare the first draft of the ORD using the approved MNS and Universal Needs Statement (UNS) if one exists for the specific program.  The draft ORD should broadly define the system characteristics needed in the new system.  Furthermore, a preliminary choice of issues and KPPs will be made at that time.  Issues should address top system-level mission essential tasks.  KPPs further refine the issues and are usually those parameters associated with operational deficiencies that initiated the MNS in the first place.  For example, if a MNS was initiated because of our inability to kill tanks, at least one issue and KPP in the draft ORD should address killing the threat tank.  A typical issue for the new system might be, “The Blockbuster missile will adequately engage armored targets.”  One of several corresponding parameters (KPP) for this issue may be “The Blockbuster must have a Pk of at least ____ against a crossing tank target moving at_____ kph at _____o to the weapon-target axis at _____ m.”  Note:  The RO will not likely have sufficient information to place definitive numbers in the draft ORD at that time.

Exit Criteria

a.  Prepare initial draft ORD -- RO
b.  Provide initial draft ORD to IPT members as read-ahead package -- RO
c.  Call ORD IPT meeting -- RO

BLOCK 4 -- IPT REVIEWS DRAFT ORD

General Activity.  The IPT will review the draft ORD to ensure it is consistent with the intent of the MNS.  The team will focus its efforts on determining which parameters should be KPPs.  Additionally, the team will identify critical parameters.  The draft ORD will be used as the basis for conducting the CA/TEA.

Procedures.  The IPT will review the draft ORD from two perspectives as a group.  They will look at the ORD as subject matter experts to ensure that the language of the ORD meets the required operational capability articulated by the Fleet, and as representatives of their separate organizations they will look at the ORD from the perspective of whether or not the parameters as written are clear, necessary, verifiable/measurable, and attainable.  See Annex C for further discussion.

The importance of the information-sharing aspects of these initial sessions cannot be overemphasized.  The OPTO should approach this step prepared to brief the others on operational effectiveness (OE) and operational suitability (OS) issues/parameters and how they will be used.  The PO should come prepared to address the information required to develop the Acquisition Program Baseline Agreement (APBA) and Test and Evaluation Master Plan (TEMP) and how these are linked to the ORD.  The RO should come prepared to articulate the capability as stated in the MNS and how the draft ORD embodies those capabilities.  The following statements summarize the major roles of each member of the IPT:

The user representative (RO) has the important role in this step of explaining the rationale behind the draft ORD.

The testers (OTPO/PO) have the important role in this step of providing input as to how to properly state required capabilities in terms that can be quantified if possible, measured and tested.

The developer (PO) has the important role in this step of providing input as to how to properly state required operational capabilities based on current and projected technology available in the marketplace.

From paragraphs 4 and 5 of the ORD, the IPT will formulate the issues and supporting parameters as they pertain to operational effectiveness and suitability.

NOTE:  The performance parameters drafted in this step will not necessarily have definitive numbers until after the market survey and CA/TEA are completed.

Exit Criteria

a.  Identify KPPs – IPT
b.  Review performance thresholds and objectives -- IPT
c.  Formulate Issues – IPT
d.  The IPT recommends to the appropriate standing AoA PAT either a CA or TEA be conducted.

NOTE:  The Acquisition Procedures Handbook addresses CA/TEA procedures.  In addition, the IPT should contact the PAE analyst since the MDA (normally ComMarCorSysCom) approves the CA/TEA.  In addition, the PAE Weapons System Team Leader will normally advise the PO concerning which type of analysis is most appropriate for a particular ORD.

BLOCK 5 -- CA/TEA

General Activity.  This block has been inserted in the overall process as a reminder that the Comprehensive Analysis (CA) or Tailored Executive Analysis (TEA) must be conducted and approved before an ORD can be submitted for approval.  In theory the CA/TEA is normally the first document to be drafted.  In practice all the key acquisition documents are often prepared simultaneously.  This document aids decision makers in judging whether any of the proposed alternatives offer sufficient military and/or economic benefit to be cost beneficial.  The operational performance parameters that are used in the CA/TEA should not be system specific but should be applicable for all alternatives.  Note that the term “AoA” (Analysis of Alternatives) is sometimes used generically to refer to CA/TEA.

Procedures.  The importance the CA/TEA cannot be overemphasized.  No other activity or analysis will have a more sweeping impact on the ORD than the CA/TEA.  The details of this process are defined in the Acquisition Procedures Handbook and will not be repeated in detail here.  The PO is responsible for developing the TEA.  MCCDC Studies and Analysis Division conducts most CAs.  Regardless, the RO will be heavily involved and called upon to comment on the CA/TEA prior to approval by the MDA.  Similarly the OTPO will be interested in how the analysis impacts the ORD parameters’ measurability and testability.

Exit Criteria

a.  Completed CA -- MCCDC (Studies and Analysis Division), or,
b.  Completed TEA -- MarCorSysCom (PM/PO)

BLOCK 6 -- IPT DRAFT ORD (2nd DRAFT)

General Activity.  In this step, the IPT gathers the applicable inputs from the preceding stages and refines the draft of the ORD.  As the draft ORD is refined and matures in light of the information retrieved from the CA/TEA, market surveys, CAIV analysis (see Annex D for an overview of CAIV), and engineering analysis, the IPT must ensure that the required operational capability is not compromised (“dumbed down”) to meet what appears to be technically feasible.  However, the IPT must also guard against setting specific elements of the requirements (such as system performance parameters) at levels that might prohibit successful completion of the program or render it untestable or unaffordable.  While the CA/TEA focuses on the operational requirement, market surveys and CAIV focus on making informed decisions concerning what capability the marketplace can deliver in what timeframe and at what cost.  Thus the IPT will have the necessary information to ensure the FMF needs are met and, at the same time, to make intelligent business decisions.  The stated needs of the Operating Forces must be the controlling issue, but factors of cost, schedule, testability, and the technical feasibility of performance levels must be given their due weight.  The results of the CA/TEA will be of particular value in determining the objective and threshold performance values while meeting the needs of the Operating Forces in a timely and cost effective manner.  In addition, the IPT will develop two additional products that will be appended to every draft ORD:  A Requirements History/Rationale Matrix (see Annex E), and an Operational Mode Summary/Mission Profile (see Annex F).  For C4I systems, the IPT will develop a third appendix, C4I Interoperability (see Annex G).

The Requirements History/Rationale Matrix (RH/RM), and the Operational Mode Summary/Mission Profile (OMS/MP) provide much needed detail that heretofore was missing in ORDs.

During the “life” of an ORD, there will likely have been several POs, ROs and OTPOs working on the program, the RH/RM helps interested parties answer the question, “Where did that requirement come from?”  The matrix shows not only how the parameters in the ORD evolved over time, but also provides supporting rationale.  Thus, if new and better information becomes available, future generations of action officers will be able to validate or recommend changes to the ORD.

Both the material developer and the operational test agency need to know under what conditions the proposed system will be used.  Does the system need to be waterproof or merely water resistant?  Will it be used under extreme climatic conditions?  Will its use in peacetime be different than that envisioned in wartime?  The Operational Mode Summary/Mission Profile answers these, and many other questions, which both MarCorSysCom and MCOTEA will need answered.

Finally, ORDs for C41 systems will require a third appendix which contains detailed information regarding interoperability-related issues along with information exchange requirements (IERs).  Refer to Annex G for more detailed information.

NOTE:  The IPT members may route the draft ORD internally in their parent organizations and seek assistance from other staff organizations such as the Program Support Directorate (PS), Program Analysis and Evaluation Directorate (PAE), Marine Corps Tactical Systems Support Activity (MCTSSA), and so forth, as necessary.  In particular, the draft ORD must be coordinated with CSLESST in order to affect a manpower and training impact analysis/assessment.  When doing this, the IPT members should be careful to ensure that everyone who views the ORD at that time understands that it is a draft, and that it will be formally staffed at a later date.  Any comments or recommendations on the draft will be routed only to the IPT via the member who requested the comments/advice.  The PO should consult PAE to conduct a Test Exposure Analysis (TxA).  The TxA will let the IPT know how often a test must be conducted to verify a particular reliability requirement.  The TxA should not be a determining factor in reliability requirements, but should give the IPT members an opportunity to demonstrate their common sense.

Procedures.  Results from the CA/TEA should be used to better define those system characteristics that are important in ensuring the system meets the user’s needs.  Each operational performance parameter should be stated in terms of a minimum acceptable value (threshold) and objective value.  The results of the CA/TEA should be used to build the threshold and objective numbers in the ORD.  Objectives, if stated, should be a measurable increase in capability or operations and support.  Examples of good and bad operational performance parameters are:

GOOD:  The xxx must have a probability of kill for acquired stationary targets that meets or exceeds 90% (threshold) of the range band of 20 to 250 meters during day operations in all types of weather and terrain.  The desired probability of kill for this type of target is 95% (objective).

BAD:  The xxx must have a probability of kill for acquired moving targets that meets or exceeds that of a legacy system.

Comment:  The good operational performance parameter clearly indicates that the test parameter is probability of kill.  It clearly states the threshold and objective.  It also provides adequate information to establish the operational environment.  The parameters in the good example are also measurable and testable.  The bad example fails to clearly state the thresholds, objectives, and environmental conditions.  The bad example is not measurable.

The IPT will designate KPPs and develop a recommended list of performance parameters for inclusion in the APBA.  As a minimum, the KPPs must be included in the APBA.  The MDA has the latitude to add other performance parameters to this list.  Performance parameters that are cost drivers are prime candidates for inclusion as a performance parameter in the APBA.  The CA/TEA, market survey results, and CAIV analysis should be excellent sources for the IPT to use in identifying performance parameters that are cost drivers.  For example, gallons-per-mile for the MIAl tank is a cost driver for life cycle cost for the tank.  The IPT will also identify which performance parameters should be identified as critical (see Annex C for further discussion).

The IPT will also prepare the RH/RM for the system being considered.  The requirements history is designed to provide a rationale for each parameter specified in the ORD and to maintain a record of any changes to parameters as the ORD is modified.  So, it will need to be updated each time the ORD is amended.  The RH/RM is mandatory for all ORDs for which the Marine Corps is the lead Service.  (See Annex E for an example of the matrix.)

Finally, the IPT will finalize the draft ORD for staffing which specifies the required capabilities/operational performance parameters with associated thresholds and objectives.

Exit Criteria

a.  CA or TEA impact on ORD assessed -- IPT
b.  Manpower and training analysis/assessment completed -- MarCorSysCom
c.  Test Exposure Analysis (TxA) completed – MCOTEA
d.  Finalize draft ORD -- IPT
e.  Develop “Requirements History/Rationale Matrix” Appendix – IPT
f.  Develop “Operational Mode Summary/Mission Profile” appendix -- IPT
g.  Develop “C41 Interoperability” appendix, if required – IPT

BLOCK 7 -- EXTERNAL STAFFING

General Activity.  The draft ORD (with appendices) is turned over to the Operations Branch, Equipment Requirements Division, MCCDC, for staffing.  Operations Branch personnel will post the draft ORD into the Combat Development Tracking System (CDTS) and announce to a set list of organizations and agencies that the draft ORD is ready for review.  Approximately 30 calendar days will be provided for staffing.

Procedures.  Self-explanatory.

Exit Criteria.  Staff ORD as required -- Ops Branch

BLOCK 8 -- EXTERNAL STAFFING INPUT TO THE DRAFT ORD

General Activity.  The RO -- with input from other IPT members -- reviews the comments from external staffing and makes the appropriate changes to the draft ORD.  A disposition list of all comments received will be prepared.  This is to identify those comments that were incorporated in the ORD and to provide rationale for those not included.  If the IPT is unable to resolve major comments from external staffing, the comments will be forwarded to the Director, Equipment Requirements Division, for resolution as he is charged with implementing the Requirements Generation System for the Marine Corps on behalf of CG, MCCDC.  The final language of the ORD must allow for a product that meets the needs of the Operating Forces, which can be built at an affordable cost, and can be tested and delivered on time.  The revised ORD and disposition of comments are returned to the Operations Branch of Equipment Requirements Division, MCCDC.

Procedures.  The RO ensures that all responses have been received for each activity on the distribution list.  The RO will review the comments and categorize them as critical, substantive or administrative.  Following the receipt of comments, the RO will call a meeting of the ORD IPT to review the comments.  Comments will be grouped into these categories:

a.  Critical.  A critical comment will cause non-concurrence in the document if the comment is not satisfactorily resolved.  The ORD IPT will make every effort to resolve critical comments.  If the ORD IPT cannot agree to a resolution, the RO will forward the comment to the Director, Equipment Requirements Division for resolution.  If the ORD IPT receives contradictory critical comments, that is, if one major command says “a thing must be white” and another says, “it must be black,” they will forward the contradictory critical comments to the Director, Equipment Requirements Division.

b.  Substantive.  A substantive comment is provided because a section in the document appears to be, or is potentially, unnecessary, incorrect, misleading, confusing or inconsistent with other sections.  The ORD IPT will make every effort to resolve substantive comments.  If they cannot agree to the resolution, or if substantive comments are contradictory, the ORD IPT will forward the comments with recommendation to the Director, Equipment Requirements Division.

c.  Administrative.  An administrative comment corrects what appears to be a typographical, format, or grammatical error.  The ORD IPT will correct administrative comments.

Regardless of the category of a comment, the ORD IPT will record all comments on a disposition sheet and indicate that the comment was incorporated into the ORD, or they will provide their reasons for not incorporating the comment.  It is not the case that every comment must be incorporated, but every comment must be listed on the comment disposition sheet.  The reason given for not incorporating a critical comment should be discussed in sufficient detail to justify its non-incorporation.

Once the disposition of comments is complete, the final version of the ORD will be prepared and forwarded to the Commanding General, MCCDC, as a proposed ORD for submission to the ACMC for approval.

Exit Criteria

a.  Review and incorporate external staffing comments-IPT
b.  As appropriate, forward any major unresolved comments from external staffing, to the Director, Equipment Requirements Division, for resolution -- RO
c.  Prepare revised ORD and disposition of comments – RO
d.  Submit ORD staffing package to Operations Branch-RO.

BLOCK 9 -- ORD APPROVAL

General Activity.  The proposed ORD is submitted to CG, MCCDC for review and forwarding to the ACMC.

Procedures.  The ORD will be formally approved at HQMC.  Joint ORDs, or ORDs for which ComMarCorSysCom is not the MDA, will be approved as specified in DoD 5000.2-R.

Exit Criteria

a.  Forward staffing package to ACMC -- Operations Branch
b.  Approve ORD -- ACMC

BLOCK 10 -- UPDATING THE ORD

General Activity.  While the IPT approach to developing ORDs will normally lead to a quality product, it will not eliminate changes that occur due to the dynamic nature of the acquisition process.  Therefore, in accordance with reference (b), the ORD must be reviewed prior to each milestone following MS I.  This review will include updating the ORD to incorporate the results of the activities during each acquisition phase (to include cost, schedule, performance trades, test and evaluation results).  This review will be conducted by the IPT.  Any changes to the Mission Need Statement, threat assessment, or any KPP in the ORD will normally trigger the re-staffing of the ORD for validation and approval.  Minor changes to the ORD will be informally re-staffed to ComMarCorSysCom, and Director, MCOTEA, and will be approved by CG MCCDC.  ORD amendments are normally published in letter form and contain the complete text of the changes, modifications, or deletions.  The ORD itself is not physically changed; the amendment is normally “appended” to the ORD and are filed with the ORD in, the COTS database.  However, given today’s word-processing capabilities and the challenges which numerous ORD changes can pose, ORD changes may sometimes be incorporated in the ORD itself and the ORD republished in its entirety.

Procedures.  The RO will brief the IPT on any changes in the Defense Planning Guidance (DPG), Mission Area Analyses (MAAs), operational or functional concepts, the Commandant’s Planning Guidance (CPG), the Marine Corps Master Plan, or other appropriate Service-level guidance that may impact on the ORD.  The IPT will collectively assess the information and ascertain what, if any, changes may be required as a result of the information.  If a determination is made that no changes are required, the IPT will draft and sign a memorandum for the record (MFR) for inclusion in the official file folder of the program and present such MFR to the Operations Branch, Equipment Requirements Division.  If a determination is made that an update is required, the RO, in collaboration with the ORD IPT, will craft the ORD change and submit it to the Operations Branch, Equipment Requirements Division, for a determination as to whether the changes are major or minor and, what additional staffing or approval may be required by such changes.  If additional staffing is required, the IPT will need to hold a subsequent meeting to incorporate the comments, if any, resulting from the staffing.  Lastly, the ORD will be reviewed prior to OT using the post MS II ORD process contained in Annex H.

Exit Criteria

a.  ORD reviewed against all new information – IPT
b.  ORD updates completed, if required – IPT
c.  ORD staffing and approval completed, if required-IPT
d.  ORD staffing comments incorporated, if required –IPT
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