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Chapter 21 -- Management of Joint Programs

References:

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

(b)  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

Enclosures:

(1)  Sample MS-0 Acquisition Decision Memorandum for a Potential Joint Program
(2)  Sample Joint Program Memorandum of Agreement
(3)  Sample Procurement Decision Memorandum

1. -- Background.

The Marine Corps, probably more than any other service, relies on Joint programs lead by other services, to satisfy equipment deficiencies.  Due to limited fiscal and personnel resources, the Marine Corps must take full advantage of the development and production efforts of the other services.  Other services typically have large management organizations and the funding necessary to conduct the costly research and development efforts that lead to production programs.  For this reason, all Marine Corps Systems Command Acquisition Category (ACAT) I programs and most ACAT II and III programs are Joint/Other Service-led programs.

2. -- Discussion.

For Marine Corps Systems Command (MARCORSYSCOM) purposes, there are only two types of acquisition programs:

a.  Marine Corps Unilateral Programs.  These are programs for which where there is no involvement of any kind with another service or defense agency, and

b.  Joint Programs.  Key language regarding Joint Programs from reference (a) is quoted as follows:

“Any Defense acquisition system, subsystem, component, or technology program that involves formal management or funding by more than one DoD Component during any phase of a system’s life cycle shall be defined as a Joint Program.  This includes programs where one DoD component may be acting as acquisition agent for another DoD component by mutual agreement or where statute, DoD Directive, or the USD(A&T) or ASD(C3I) has designated a DoD organization to act as the lead.”

c.  Types of Joint Programs.  There are three basic types of joint programs:  (For MARCORSYSCOM purposes, only the first two apply.)

(1)  Joint/Marine Corps-led programs where there are one or more participating services

(2)  Joint/Other Service-led programs where the Marine Corps is a participating service

(3)  Joint/Department of Defense (DoD) Component-led programs where the DoD Component by mutual agreement or where statute, DoD Directive, or the Under Secretary of Defense (Acquisition and Technology) (USD(A&T)) or the Assistant Secretary of Defense (Command, Control, Communications and Intelligence) (ASD(C3I)) has designated a DoD organization to act as the lead

d.  Joint/Marine Corps-led Programs.  Joint/Marine Corps-led programs are, for the most part, managed by MARCORSYSCOM just as any unilateral Marine Corps program, except that special consideration must be given to the needs of the participating service.  In such programs, the Marine Corps is responsible for all common documentation, all Research, Development, Test and Evaluation (RDT&E) funding for common requirements (unless agreements to the contrary have been worked out), all test and evaluation, and for making all milestone decisions.  There are numerous variations among such joint programs, but generally their management is in close compliance with reference (a), Part 3.

e.  Joint/Other Service-led Programs.  Joint/Other Service-led programs offer the Marine Corps the opportunity to realize substantial monetary savings in the acquisition of weapons systems and equipment.  Typically, the Marine Corps is able to limit RDT&E,N expenditures to those activities necessary to ensure that the other service item meets any peculiar Marine Corps requirements, and to ensure that the item is logistically supportable in the Marine Corps.  This chapter deals largely with MARCORSYSCOM processes for management of Marine Corps participation in Joint/Other Service-led programs.

f.  Joint/DoD Component-led Programs.  Joint/DoD Component-led programs, like Joint/Other Service-led Programs, offer the Marine Corps the opportunity to realize substantial money savings.  To the maximum extent possible, the Component Acquisition Executive (CAE) of the designated organization leverages the acquisition and test organizations and facilities of the Military Departments rather than creating his own organizations and facilities.

3. -- Process.

a.  Joint/Marine Corps-led Programs.  As noted above, MARCORSYSCOM manages such programs, for the most part, as we would manage a unilateral Marine Corps program.  Key differences are:

(1)  Inter-Component Operating Agreements.  As the lead service, the Marine Corps is responsible for establishing and maintaining operating agreements such as program charters, Memorandum of Agreement (MOA), and joint operating procedures.  See Chapter 22 for MOA policy and procedures.

(2)  Program Documentation.  Key program documentation, such as Operational Requirements Documents, Acquisition Program Baseline Agreements, and Test and Evaluation Master Plans require full coordination with and concurrence of the participating service(s).  This requires an enhanced degree of staff coordination and can significantly affect program schedules.

(3)  Joint Program Termination.  Termination of or substantial reduction of participation in Joint Programs may require high-level DoD approval.  Reference (b), Part 3, provides additional information.

b.  Joint/Other Service-led Programs.  Reference (b), Part 3, establishes Department of the Navy policy for entry into joint programs.  The MARCORSYSCOM process for entry into and execution of a Joint/Other Service-led program is portrayed in Figure 21-1, and is described as follows:

(1)  Milestone (MS)-0.  When Marine Corps Combat Development Command (MCCDC) publishes a validated Mission Need Statement (MNS), the Program Analysis and Evaluation Directorate (PAE) prepares an Abbreviated Independent Program Assessment (IPA).  PAE forwards the MNS and the abbreviated IPA to Commander, Marine Corps Systems Command (COMMARCORSYSCOM), the Milestone Decision Authority (MDA), for an MS-0 decision.  See Chapter 2 for more details concerning pre-MS-0 activities.  As part of the MS-0 decision, the MDA makes a determination as to whether the need is sufficiently important to warrant study efforts.  Typically, at this point, the potential for a Joint Program is known, and the MS-0 Acquisition Decision Memorandum (ADM) will direct the Program Manager to explore joint program opportunities.  A sample MS-0 ADM where potential for a Joint Program exists is shown at enclosure (1).
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Figure 21-1.  Joint Programs

(2)  Phase 0 Activities.  During Phase 0, Concept Exploration, the Marine Corps will conduct an analysis to evaluate candidate options for meeting the need stated in the MNS.  This may be accomplished via an Analysis of Alternatives (AOA) for larger programs, or through the less rigorous Request for Alternative Approval (RAA) process, described in Chapter 5 of this Handbook, for smaller programs.  If analysis clearly shows that another service program will respond to the MNS, the Program Manager (PM) may prepare a decision briefing for the COMMARCORSYSCOM recommending a Joint/Other Service-led program.  This decision point requires the full involvement of the MCCDC and the Marine Corps Operational Test and Evaluation Activity (MCOTEA).  MCCDC must first determine if the Marine Corps requirement will be stated through adoption of the other service Operational Requirement Document (ORD) or through generation of a Marine Corps ORD.  MCOTEA’s endorsement of the lead service’s Operational Testing and Evaluation (OT&E) plans (and in some cases, actual reports) is also critical in achieving approval.  The actual entry into the Joint Program may occur prior to the Marine Corps conducting a MS-I Marine Corps Program Decision Meeting (MCPDM).  Frequently, however, it is more convenient to address Joint Program entry at the MS-I decision, presenting the MOA for signature when the decision is made.

(3)  MOA.  When the Marine Corps considers involvement in another service program that is past MS-I, but pre-MS III, and there has been no formal previous involvement, an operating agreement is made with the lead service defining its participation in the program.  Such agreements vary depending on the specifics of each program, but must address as a minimum:

•  System requirements
•  Funding
•  Manpower
•  Approval process for the ORD and other program documentation

A sample of this MOA is provided at enclosure (2).  See Chapter 22 for greater detail on MOA procedures.

(4)  Review of Available Documentation.  When involvement is considered in another service’s program that is past MS-III, and when there has been no previous formal involvement, MARCORSYSCOM will support its decision to forward funds to the lead service by reviewing the lead service’s program and milestone documentation.  Overall, the MDA will have established information requirements to support the decisions that are the same as those described in Chapter 8 of this handbook.  In general, an MOA with the lead service should be executed, however, for simple procurements the information contained in the funding instrument may be sufficient and an MOA not required.  The discussion on Joint programs for the acquisition of Test, Measurement and Diagnostic Equipment (TMDE) in Chapter 20, provides an example of the use of a Military Interdepartmental Purchase Request (MIPR) as a MOA.

(5)  Program Execution.  As noted in reference (a), Part 3, and in earlier discussion in this chapter, responsibility for execution of a Joint/Other Service-led program rests solely with the lead service.  However, when MARCORSYSCOM is in the role of participating service, it is necessary that the Marine Corps MDA ensure that the full range of Marine Corps requirements, including logistics, test and evaluation and total ownership costs (TOC) are being addressed by the lead service.  Service unique requirements must be funded by the requiring service, and the lead service is responsible only for funding those RDT&E costs associated with common requirements.

(6)  Program Documentation.  The lead service is responsible for preparing and approving all common acquisition documentation as part of the acquisition process.  Key programmatic documentation, such as the Test and Evaluation Master Plan (TEMP), the Acquisition Program Baseline Agreement (APBA), and the Acquisition Strategy (AS) are prepared and approved by the lead service MDA after concurrence by the participating services.  The MARCORSYSCOM PM is required to prepare only those documents, program plans or other management tools that are uniquely required by the Marine Corps.  Such documentation includes results of a Supportability Assessment (in some cases), the User’s Logistics Support Summary (ULSS), Letter of Adoption and Procurement (LAP), Affordability Assessment, etc.  Marine Corps unique documentation requirements will vary from program to program and requirements should be determined early in the program based upon discussions between the PM and the Marine Corps MDA.

(7)  Milestone Reviews.  The lead service is responsible for conducting all milestone reviews, and the lead service MDA makes all milestone decisions.  Participating services do not conduct separate milestone reviews nor do they make separate milestone decisions.  The lead service, in the course of preparing for joint milestone reviews, should provide the MARCORSYSCOM PM with a complete set of programmatic documentation for final comment and concurrence.  This practice varies widely from program to program, but the nature and extent of Marine Corps involvement in the lead service milestone process is directly related to the effectiveness of MARCORSYSCOM personnel in their efforts to ensure that Marine Corps interests are being fully addressed by the lead service.  MARCORSYSCOM obtains the concurrence of MCPDM principals using the lead service-developed, common documentation set.

(8)  Marine Corps Procurement Decisions.  As noted above, the lead service MDA makes all milestone decisions for joint programs.  In those cases where the Marine Corps, as participating service, is fully involved in all aspects of the lead service decision making process and is given full opportunity to impact the program throughout its development cycle, there should be no requirement for an in-depth, “in-house” Marine Corps review of the program after the lead service holds MS-III.  In other cases, particularly those where involvement in the other service’s program occurs late in the development or production cycle, and/or where the MARCORSYSCOM PM has not had the opportunity to fully participate in all aspects of the program, it is necessary that the decision to commit production funding be based on a more thorough, Marine Corps MDA level review of the program.  In any case, the decision to execute the Marine Corps’ portion of the joint production program will be made by COMMARCORSYSCOM.  The nature and extent of the review leading to this decision, and the forum at which the decision will be made (decision briefing or decision paper) will vary and should be the subject of early planning between the PM and the functional staff personnel concerned.  An example of a MARCORSYSCOM procurement decision memorandum resulting from a Joint/Other Service-led program is furnished at enclosure (3).

c.  Joint/DoD Component-led Programs.  Procedures for entry and management of Joint/Component-led programs are, in general, the same as for Joint/Other Service-led programs.  When such an acquisition approach is considered, the PM should place emphasis on the early establishment of a comprehensive MOA.
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Memorandum for the Program Manager, Subterranean Weapons (SSW)

	Subj:
	Acquisition Decision Memorandum (ADM) for the Gonkulator

	Ref:
	(a)  DoDR 5000.2-R


1.  As a result of my review of the GONKULATOR Program, I hereby approve its entry into Phase 0, Concept Exploration.  I assign you as the cognizant Program Manager and direct you to pursue the possibility of establishing the GONKULATOR as a Joint Service program.  I designate the GONKULATOR an ACAT IV(T) program.

2.  The Marine Corps Combat Development Command (MCCDC) has assigned this requirement a Joint Potential Designator of Joint Interest.  I direct you to evaluate the option of pursuing a joint program.  You shall submit a request for an Analysis of Alternatives or a Request for Alternative Approval to waive the requirement for a formal Analysis of Alternatives to the Standing Analysis of Alternatives Oversight Board per established procedures.  In addition, you shall present the following documentation at the Milestone I decision:

•  An Acquisition Program Baseline Agreement in the format specified in the reference.

•  A Test & Evaluation Master Plan in the format specified in the reference.

•  An Acquisition Strategy.

•  A Life Cycle Cost Estimate.

•  A Memorandum of Agreement (MOA) for signature if proposing entry into a joint program.

•  An Environmental, Safety and Health Assessment

3.  Your costs for Phase 0 shall not exceed $300K, including $75K to fund the Analysis of Alternatives, and you shall source your funding from Program Element Number 026632M and RDT&E Budget Line C007734P.

4.  You are directed to work with MCCDC in order to establish an Integrated Product Team (IPT) to assist the Requirements Officer in preparing the ORD.  In accomplishing this you should seek the participation of I&L, MCOTEA, LOGBASES and others, as appropriate.  By copy of this memorandum I direct the focal point for Acquisition Reform to provide you any required IPT training.

5.  By copy of this memorandum, I direct the Director, Program Analysis and Evaluation to enter the GONKULATOR into the Marine Corps Systems Command ACAT List.

A. Godfrey
Executive Director

Copy to:
PAE
SSW
AR

Memorandum of Agreement
Between
Commander, Marine Corps Systems Command (MARCORSYSCOM)
and Program Executive Officer for Armored Systems Modernization
for the Acquisition of the Anti-Personnel Obstacle Breaching System (APOBS)

(Modified for Use in this Handbook)

	Subject:
	United States Marine Corps and United States Army Joint Acquisition Agreement


1.  Purpose:

This Memorandum of Agreement (MOA) is established to define the responsibilities of the United States Marine Corps (USMC) and the United States Army (USA) for the acquisition of APOBS.  By signing this agreement, the parties to the agreement will coordinate with the development, testing, production, fielding and subsequent product improvements of the APOBS throughout the life cycle of the system.

2.  Policy:

As the lead DoD Component, the USMC (MARCORSYSCOM) has the authority to manage the program under the policies and procedures set forth in DoD acquisition and DON regulations.  As the participating DoD Component, the USA (represented by PM-Mines, Countermine and Demolitions) will abide by those same policies to the maximum extent possible.  MARCORSYSCOM will be the executive responsible for the execution of the APOBS program.

3.  Scope:

This agreement defines the responsibilities and the working relationship between MARCORSYSCOM and the U.S. Army's PM-Mines, Countermine and Demolition.  Areas of support will include:

MARCORSYSCOM will have overall responsibility for the management of the APOBS Program.  This MOA will in no way obligate the U.S. Army to any costs or funding obligations that have not been identified and approved by the Program Executive Officer for Armaments.

4.  Background:

a.  Both the USMC and the USA have identified a need to replace the Bangalore Torpedo with a man-portable system, which will breach anti-personnel minefields and various wire obstacles from a stand-off position.  Several systems have been previously evaluated and tested by both Services (MAPLIC-Man Portable Line Charge and POMINS I, POMINS Il-Portable Mine Neutralization System) with none meeting critical performance safety requirements.  As a result of these failures, the Army withdrew support of the man-portable obstacle clearing system and in 1986 the Marine Corps assumed the role as Material Developer.

b.  Presently, the Marine Corps is qualifying the APOBS, which appears to meet all Marine Corps requirements.  The U.S. Army Training and Doctrine Command (TRADOC) will sign the APOBS Acquisition Program Baseline (APBA) as an endorsement of the APOBS program and associated requirements documentation.

5.  Responsibilities:

a.  General:

(1)  Separate component reporting requirements will not be established for the APOBS program.  As such, there will be:

(a)  A single quality assurance program.
(b)  A single change control program.
(c)  A single integrated test program.
(d)  Common DoD acquisition documentation.

(2)  Inter-component logistics support will be utilized and provided to the maximum extent possible commensurate with effective support to the operational forces.

b.  United States Marine Corps:

(1)  The USMC is designated as the Lead DoD Component for the APOBS Program as described in DoD Regulation 5000.2-R, Paragraph 3.3.6.3.

(2)  The USMC will be responsible for:

(a)  Establishing and maintaining current joint program inter-component operation agreements such as this MOA and joint operation procedures.

(b)  All common milestone documentation and program baselines.

(c)  All periodic reporting.

(d)  All test and evaluation coordination.

(3)  The USMC will:

(a)  Plan program funding for all aspects that satisfy common requirements.

(b)  Develop Joint Operating Procedures for the program, as applicable.

(c)  Function as the Milestone Decision Authority (MDA) for the APOBS Program.

(d)  Chair all conferences and ensure Army direct participation in operational assessments and Milestone Reviews.  MARCORSYSCOM will also ensure the Army is invited to actively participate in the APOBS conferences and/or meetings. These will include but not limited to Advanced Concept Technology Demonstrations, Milestone Decision Reviews, USMC Program Decision Memorandum briefings, supportability and provisioning meetings and/or conferences, contractor technical reviews and audits, and production decision meetings.

(e)  Ensure the development and maintenance of the system Operational Requirements Document (ORD), the contractor system support plan and quality management system plan.

(f)  Ensure that plans are developed for cost-effective post production support to assure that readiness objectives are met and sustained.

(g)  Insure that change control management is carried out throughout the life cycle of the APOBS.

(h)  Prepare a Test and Evaluation Master Plan (TEMP) and ensure the effectiveness of environmental, safety, and health considerations.

(4)  As the Principal Inventory Control Activity (PICA), the USMC will be responsible for the complete Post Production Support for the APOBS until transition to the Single Manager for Conventional Ammunition (SMCA).  After transition to the SMCA, the Marine Corps will retain Configuration Management responsibility through its designated In-Service Engineering Agent (ISEA).

c.  United States Army:

(1)  The Army is designated a Participating DoD Component of the APOBS program as described in DoD Regulation 5000.2-R, paragraph 3.3.6.3.

(2)  The Army will be responsible for:

(a)  Any unique Army documentation or reporting will be appended to the common program documentation and any cost increases resulting from the appendage will be the responsibility of the Army.

(b)  Forward funding to support the procurement of the required number of APOBS in accordance with paragraph d. of this memorandum.  The funds will be provided within the established milestone dates to ensure timely contract modifications to exercise the options of the contract to procure the Army systems within the planned fiscal years.

(c)  Component Operations and Maintenance (O&M) costs.

(d)  Identifying and funding any testing requirements (if any) necessary to satisfy unique Army requirements and/or operating modes.

(3)  The Army will:

(a)  Make available to the USMC any component-unique equipment, facilities, and qualified personnel for test, and evaluation as required.

(b)  Receive for staffing and comments all program documentation described in the USMC Responsibilities section above.  The Army will provide recommendations for all draft program documentation in a timely manner, as specified in the USMC transmittal documentation.

(c)  Be a participating member of all APOBS related conferences, Bid Sampling, Testing, milestone decision conferences, USMC Acquisition Decision Memorandum briefings, and supportability and provisioning conferences.

(d)  Actively participate in the program as long as the system continues to meet Army requirements.

(e)  The Army will deliver all planned Army Government Furnished Equipment (GFE), Government Furnished Property (GFP) and Government Furnished Information (GFI) to the contractor within the established milestone schedule.  Any delays in the delivery of Army production systems or increases in cost resulting from the unavailability of the Army GFE/GFP/GFI will be the responsibility of the Army.

(4)  As the Secondary Inventory Control Activity (SICA), assist the USMC, and SMCA upon transition, in complete Post Production Support for the APOBS program.

(5)  The Army Program Manager for APOBS will be responsible for keeping the Program Executive Officer for Armaments informed of the program status.

d.  Funding: The Army will be responsible for the transfer of funds to the USMC, to include development agencies, via a Category I reimbursable Military Inter-departmental Purchase Request (MIPR) for development and procurement of the APOBS and for post production costs related to the support of the USMC APOBS.  In the event that the stipulations in the MOA are not adhered to, funds transferred to the USMC via MIPR will be recovered by the Army less the amount that the USMC's costs increase as a result of the Army termination.

6.  Manpower:

Their has been no Joint Program Office established.  The Army and the Marine Corps will conduct the program from within their own acquisition organizations.

7.  Requirements:

Because the Army joined a program already under Marine Corps development, the Army has adopted the Marine Corps requirement and included an Annex documenting their unique requirements.  Updates to the ORD will be fully coordinated between the two services.

8.  Effective Date:

This agreement will become effective upon approval, evidenced by signatures of the United States Marine Corps and the U.S. Army representatives below.  The MOA will remain in effect until superseded, rescinded or modified by mutual consent of both parties, but not to exceed a period of ten years.  At least three months notice will be given prior to the dissolution of this memorandum by the party proposing the dissolution.  Should either party desire to terminate the acquisition process, that party must provide advance notice in writing to the other party.

9.  Update and Review:

This MOA will be reviewed at least annually and will continue in force for the duration of the Army acquisition of the APOBS, unless superseded by budgetary, legislation, or separate higher level changes.  Revisions to the MOA may be made anytime during its duration, by joint action, with mutual consent of both parties.

	________________________________
	_______________________________

	 J. J. Longhouser
Major General
Program Executive Officer
for Armored Systems
Modernization
	M. J. Williams
Major General
Commander
Marine Corps Systems Command

	________________________________
Date
	_______________________________
Date
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Memorandum for Program Manager, Intelligence and Communications  Systems (IC)

	Subj:
	Procurement Approval for the Precision Lightweight Global Positioning System (GPS) Receiver (PLGR)


1.  Approval is granted to transfer funds to the United States Air Force for the procurement of the GPS receiver for a quantity not to exceed 3,831 systems.

2.  The PLGR is a Congressionally mandated joint program which has successfully completed a Milestone III review by the United States Air Force and a Production Decision by the United States Army.  This procurement approval allows Marine Corps PLGR requirements to be procured on the existing Air Force contract under option I.

3.  The Program Manager is directed not to field the PLGR until such time as a supportability assessment has been successfully completed and unique Marine Corps logistics requirements are addressed. The Material Fielding Plan will be briefed to the Commander within 6 months of the date of this memorandum.

4.  The Program Manager is further directed to submit the PLGR for Follow-on Operational Test and Evaluation to evaluate those areas not tested during the Army's IOT&E.

C. A. Mutter
Commander
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