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Annex H

Post Milestone II ORD Review

1.  Purpose.  This annex provides guidelines for a thorough ORD review following a MS II decision.  This review seeks to characterize each parameter of the ORD as either being sufficient, requiring modification, or requiring additional system development and testing.  The review is based on DT data; however, keep in mind that DT typically has not been completed at this point nor has OT been initiated.

a.  The ORD review required between MS II and III is part of the requirement update phase of the Requirements Generation Process.  However, it is also crucial to the development and ultimate success of the material solution to satisfy the requirement.  As stated in Chapter 1, this review helps ensure that the ORD continues to accurately reflect user requirements.  As you recall, an IPT-developed ORD enhances the quality of the ORD, but it will not eliminate the challenges the PM faces, such as changes in technology and budget/schedule constraints.  These changes may prevent the system under development from meeting all ORD requirements.  Thus, there is a need to review the ORD prior to IOT&E and MS III.

b.  The purpose of the Post Milestone II ORD Review is to:

•  Assess how well the system under development meets the requirements in the ORD,
•  Assess whether the system can successfully transition to operational testing, and
•  Provide a structured forum to review the ORD prior to OT&E

2.  Background.  The ORD IPT is responsible for the Post MS II Review.  The RO continues to chair the IPT during this phase; however, the PO will be responsible for determining when the project is mature enough to initiate the review.  That determination is based on sufficient DT performance data being available to allow the ORD IPT to determine or infer how well the system under development is meeting the parameters stated in the ORD.  The PO will not normally wait until DT is complete.  Similarly, there is not a “magic” number that represents what percentage of DT must be accomplished before conducting a Post MS II ORD Review; it is subjective and will vary from program to program.  Ideally, the permanent IPT members will work as a team during developmental testing and will collectively agree there is enough data to conduct the ORD review.  At that time when the IPT can informally conduct a review of the ORD, and as DT data is received, make the necessary adjustments and corrections as required.

3.  Overview of the Process.  The ultimate goal of this review is to ensure the user’s true needs are being met.  The DT data will be the barometer to determine if a parameter is clearly defined and if it is reasonable.  The responsibility of the IPT is to ensure the ORD defines a fully functional system that will fulfill the validated need or deficiency, prior to MB III.  The DT data will not cause the ORD “dictate” a specific hardware solution, nor will the ORD be revised solely to pass OT.  DT data will show if the ORD parameters are achievable.  In the case where one or more parameters appear to be unachievable, it may be necessary to obtain a decision by the MDA -- in close coordination with CG, MCCDC -- to continue or discontinue the program.  This is a critical juncture of the program, and a good or poor review will have a major impact on the future success of the program.  The IPT will know after completing this phase of the ORD review if the program is on track and should proceed towards OT.

4.  Procedures.  In reality, there is not a right or wrong way to complete an ORD review, as long as all the issues and parameters are reviewed by the IPT.  The purpose of this step in the process is twofold:

•  First:  To provide the IPT a guide for completing the review, and to achieve a certain level of uniformity in the conduct of the Post MB II ORD review.

•  Second:  By using the Requirements History/Rationale Matrix (RH/RM) as the starting point for the Post MS II ORD Review, a relatively consistent methodology for all ORD reviews is created.

a.  Figure 1 is a decision tree diagram to aid the IPT with a logic flow of the key issues that should be covered in the Post MS II ORD review, and some possible resolution options.  The team should use this process to review each parameter in the ORD for which DT data is available.  As each parameter is reviewed and results incorporated into a working version of the RH/RM, a collective view of the status of its parameters is obtained and an overall picture of the program’s readiness for OT is revealed.  By using this graphical view, the IPT will be made immediately aware of the item’s overall importance to the program, and make a proper decision, should the item require further discussion.  An item requires further discussion when the DT data indicates the system does not meet and will not meet the threshold of the parameter.  A decision must be made as to whether the parameter is attainable or requires modification.
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Figure 1- Decision Diagram

b.  Results of each parameter review should be incorporated into, the RH/RM by displaying the matrix on a computer and modifying it in “real time” during the review.  Color-coding the status of each parameter based on the DT data creates an extremely useful tool to quickly assess the program’s readiness for OT.  Should access to a color printer present a problem, an alternative method may be used using the terms -- met (green), not met (red), not met but expected to be met (yellow), and data or more data needed (orange).  Terms should be highlighted (bolded, larger print, etc) so as to standout.  The following four basic colors are recommended to graphically highlight the status of each parameter:
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Prior to the review, the PO should provide all available DT data to the IPT, with any other supporting documentation such as Early Operational Assessments (EOAs) results, or any other information/data that should be considered by the IPT members.  The PO should also provide an initial, first-cut color-coded RH/RM.

c.  When the IPT formally meets to conduct the ORD review, the RO will brief the IPT on any changes in appropriate service level guidance that may influence the ORD update.  This may include the Defense Planning Guidance, Mission Area Analysis, operational or functional concepts, the Commandant’s Planning Guidance, the Marine Corps Master Plan, etc.  If there are any changes to be made, refer to Chapter 2 of the ORD Development Handbook, Block 10 “Updating the ORD”.  If there are none, the review will proceed.

d.  Next, the PO will present the DT data to the IPT for discussion.  For parameters coded green, unless there are questions from the other IPT members, they need not be discussed.  However, it is imperative that all parameters coded green be supported by factual DT data.  The IPT should avoid extended discussions on individual parameters at this time, and wait until the PO has presented all DT data.  Potential issues should be identified for resolution or minimized.

e.  The IPT collectively reviews each parameter and determines if any colors assigned by the PO require modification.  This will continue until the IPT has agreed upon a color assignment for each parameter.  In general, once all the DT data has been presented, any problems should be described in detail to include who is responsible for taking action.  KPPs that could lead to program termination should be examined in detail.  Each permanent IPT member plays a critical role in ensuring the ORD review is supported with factual data and team deliberations be should be sufficiently flexible to allow for the experience of Subject Matter Experts, the results of trade studies, modeling and simulation, etc.  The RO must ensure the parameter threshold is reasonable and satisfies the minimum requirement to fulfill the deficiency.  The OTPO must ensure the DT data links to the proper issue/parameter combination in OT.  Specific critical technical parameters (CTPs) and essential technical performance parameters (TPMs) should also be identified along with their status.  Based on the color-coding the following guide should be used to resolve issues:

Red -- Failed Parameter.  A parameter that does not meet the threshold nor is projected to meet the minimum requirement will be considered to have failed the parameter.  The IPT must now determine if the threshold is realistic and it is truly at its minimum to meet the requirement.  At this point, a trade-off should be considered.

Ye11ow -- Inconclusive data.  The amount of DT completed, and the maturity of the program must all be carefully considered.  The IPT must make a decision whether the inconclusive data is critical, substantive, or not required at this point.  If it is critical or substantive that there be DT data to continue the program, the necessary changes to the ORD or additional testing/development must be completed.  If it is not required and will have no impact on the program at this time, it will remain coded yellow, but considered as a limitation.  A KPP must have positive resolution.  If it is determined a KPP may fail OT based on all the information available, and the ORD should not be revised, this information must be presented to the PM for resolution.  A failed KPP is reason to re-evaluate the program.

Orange -- If there is no DT data available, it must be determined whether it is because DT is not feasible or required at this stage of the program.  The IPT must agree if the program can proceed towards OT without conclusive DT data or if further test data is required.  If required, additional testing may be required Again, refer to the steps for yellow parameters to determine the next step.

Green -- No further step required.  The parameter meets the threshold.

The time required to produce a final product will vary from project to project.  This phase of ORD development will not be considered complete until each parameter is considered sufficient as written, requires modification, or additional testing/development is identified.  The IPT should pay special attention to cases where collectively non-critical parameters will cause a critical failure.

f.  The program will only proceed at this time if it is determined-based on available DT data -- that all KPPs are achievable and that CTP failures are not sufficient in either number or severity to warrant termination of the project.  Any changes to parameters are incorporated in the RH/RM keeping in mind some changes may require staffing external to the basic Commands represented by the IPT.  After resolution of all problems the ORD will be considered ready for MS III.

5.  Exit Criteria
a.  DT data is assessed and compared to all ORD parameters.

b.  Post MS II ORD Review RH/RM is prepared.

c.  If applicable, areas for the conduct of trade studies are identified for action.

d.  If necessary, RO takes action to initiate recommended changes to ORD parameter(s).

e.  Changes are made to the RH/RM, if necessary.

	While this version of the ORD IPT Handbook is under revision, MarCorSysCom is developing a test and Evaluation Handbook.  The T&E Handbook describes, among other things, a “Requirements Traceability Matrix” (RTM).  The RTM’s origin is the ORD and its parameters; however, it goes into considerably more detail than the ORD does.  As the PO is responsible for the initial, first-cut color-codes RH/RM, he may elect to use the RTM instead.
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