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ENCLOSURE (9)

	SPAWAR

DOCUMENTATION IN THE ACQUISITION CYCLE

	PHASE
	DISCUSSION



	Pre-

Milestone A
	Prior to proposing a new acquisition program, three issues must be addressed:

1.  Does the acquisition support core/priority mission functions that need to be performed by the Federal Government?

2.  Does the acquisition need to be undertaken by the DoD Component because no alternative private sector or governmental source can better support the function?

3.  Does the acquisition support work processes that have been simplified or otherwise redesigned to reduce costs, improve effectiveness, and make maximum use of commercial off-the-shelf technology?

Additionally, a potential program must satisfy an established need or requirement usually in the form of a MISSION NEEDS STATEMENT (MNS).  In some cases an OPERATIONAL REQUIREMENTS DOCUMENT (ORD) or some other official conveyance from the CNO will establish the requirement.  The work done prior to program initiation is normally referred to as Pre-Milestone A, however, that work, depending on the maturity of the system, could result in entry into the acquisition process at any appropriate phase or Milestone.


After the MNS is validated and approved, the MDA will consider possible technology issues (e.g., technologies and concepts demonstrated in ATDs and ACTDs).  The MDA must perform a thorough analysis of multiple concepts and identify possible alternatives before generating an Acquisition Decision Memorandum (ADM) and making a Milestone decision.  The ADM will documents the MS decision (favorable/unfavorable) and other decisions made by the MDA to include:  whether the system to be procured is designated an IT/AIS system, if Operational Testing (OT) is required (if known at this point) and the requirement for subsequent program assessments, documentation, and exit criteria for the next phase.

	Phase A

Phase A

(continued

from previous page)
	During the Phase A - Concept & Technology Development, alternatives are studied to determine the best possible solutions to satisfy the requirements identified at MS A.

Entering this phase, the MDA has approved the initiation of concept studies, designated a lead Component, approved the Concept Exploration exit criteria, and issued the ADM.  An evaluation strategy will then be developed that describes how the capabilities in the MNS will be evaluated once the system is developed. 


A favorable Milestone A decision DOES NOT yet mean that a new acquisition program has been initiated.


Enclosure (5) identifies all statutory and regulatory requirements applicable to Milestone A, Phase A and preparation for Milestone B.


Milestone A approval can lead to Concept Exploration or Component Advanced Development depending on whether an evaluation of multiple concepts is desired or if a concept has been chosen, but more work is needed on key sub-systems or components before a system architecture can be determined and the technologies can be demonstrated in a relevant environment.


The work in Concept Exploration is normally funded only for completion of concept studies contracts and the work is guided by the MNS.  The most promising system concepts are defined in terms of initial, broad objectives for cost, schedule, and performance.  The work effort ends with a review, at which the MDA selects the preferred concept to be pursued for which technologies are available.


It is during Concept Exploration that the MDA may hold a decision review to make a determination to:


1.  Enter Advanced Component Development if additional component development is necessary. 


2.  Initiate the program in advance of Milestone B and commence Component Advanced Development. (Requires AS, APB, IT Certification, Phase A Exit Criteria.).


3.  Hold an appropriate Milestone (B or C) for one of the concepts under consideration in place of this review because additional component development is not necessary. 

It is during Phase A that the ANALYSIS OF ALTERNATIVES (AoA) and the ORD are normally prepared in parallel. 


Additionally, a TEST AND EVALUATION MASTER PLAN (TEMP) must be prepared for any acquisition program requiring OT&E.  The most important thing anyone can do from a test standpoint in the Concept and Technology Development Phase is to work with the system users and program engineers to ensure system requirements (and later, the specifications) are testable! A great deal of time and effort is expended in later phases trading risk against the cost of further performance analyses and testing. You can significantly reduce the level of effort required in the later phases by helping the users and engineers word the requirements in a way that is testable.   Since the decision to initiate your program at Milestone B or C will be based on proving the maturity of your systems technology, your approach to testing is of paramount importance.   


Planning the Test Approach: 


1.  Prepare approach for DT&E and OT&E.


2.  Use laboratory testing, modeling, and simulations to help select the most appropriate concepts, technologies, and designs, based on the requirements in the MNS, and the concepts proposed in the MS A ADM.


3.  Validate test requirements and identify and plan test resources.


4.  Formulate an integrated test approach for inclusion in the acquisition strategy. 

Exiting the Concept & Technology Development Phase, decision makers use T&E results to support the system development and demonstration approval decision (MS B).  A favorable MS B decision establishes a new acquisition program and authorizes entry into the next phase.


(Note)  The MDA shall not approve program initiation or entry into any phase that requires milestone approval (to include full-rate production) for an acquisition program (at any level) for a mission-critical or mission-essential IT system until the Component CIO confirms that the system is being developed in accordance with the Clinger-Cohen Act (CCA). 

	Phase B

Phase B

(continued from previous page)
	Milestone B is normally the initiation of an acquisition program.  The documentation pertinent to a Milestone B decision is located in Enclosure (5).  The purpose of Milestone B is to authorize entry into System Development and Demonstration.  The MDA shall initially justify and approve the LRIP quantities and rationale for all ACAT I, II, III, and IV programs as part of the Milestone B ADM.  Additionally, at Milestone B the MDA should confirm the Acquisition Strategy approved prior to release of the final Request for Proposal, approve the Acquisition Program Baseline (APB), and include System Development and Demonstration exit criteria (and exit criteria for interim progress review, if necessary) within the ADM.

The purpose of Phase B - the System Development and Demonstration phase is to develop a system, reduce program risk, ensure operational supportability, design for producibility, ensure affordability, ensure protection of Critical Program Information, and demonstrate system integration, interoperability, and utility.

Entrance into this phase is dependent on three things:  


1. Technology (including software) maturity,


2. Validated requirements, and 


3. Funding.   


Programs that enter the process at Milestone B shall have a system architecture and an operational architecture for their relevant mission area.  Prior to entering System Development and Demonstration, there shall be an ORD validated by the requirements authority. The Development and Demonstration Phase is comprised of 2 sub phases, System Integration and System Demonstration.


The program will enter System Integration when the  PM has an architecture for the system, but has not yet integrated the subsystems into a complete system.  The work done in System Integration is intended to integrate the subsystems and reduce system-level risk.  The effort is guided by a validated ORD.  After integration of the system has been demonstrated an Interim Progress Review is held by the MDA.  The program will exit System Integration when: 


1.  The System configuration has been documented


2.  The MDA determines a factor other than technology justifies forward progress


3.  Begin System Demonstration  (successful Interim Progress Review)


4.  or the MDA decides to end this effort.


(Note)  There is no required information necessary for this Interim Program Review other than the information specifically requested by the decision-maker.


The program shall enter System Demonstration when the PM has demonstrated the system in prototype articles.  This effort is intended to demonstrate the ability of the system to operate in a useful way consistent with the validated ORD.  The System Demonstration Phase ends when:


1. A system is demonstrated in its intended environment, using engineering development models or integrated commercial items (Modeling and Simulation preferred); 


2.  A system meets validated requirements; 


3.  Industrial capabilities are reasonably available; and 


4.  A system  meets or exceeds exit criteria and MS C entrance requirements or


5. The MDA decides to end this effort.

	Phase C

Phase C

(continued from previous page)


	The purpose of Milestone C is to:


1.  Authorize entry into low-rate initial production (quantity determined at MS B) for MDAPs and major systems.  LRIP is not applicable to IT programs; however, a limited deployment phase may be appropriate.  


2.  Authorize entry into production or procurement (for non-major systems that do not require low-rate production).


3.  Or authorize entry into limited deployment for MAIS or software-intensive systems with no production components.


A favorable MS C decision authorizes entry into Phase C - Production and Deployment, and ultimately Operations and Support.  Regardless of the entry point, approval at Milestone C is dependent on the following criteria being met (or a decision by the MDA to proceed):


1.  Technology maturity (with an independent technology readiness assessment),


a. System and relevant mission area (operational) architectures, 

b. Mature software capability, 

c. Demonstrated system integration or demonstrated commercial products in a relevant environment,

d. and no significant manufacturing risks.


2. An approved ORD.


3. Acceptable interoperability.


4. Acceptable operational supportability.


5.  Compliance with the DoD Strategic Plan.


6. Demonstration that the system is affordable throughout the life cycle, optimally funded, and properly phased for rapid acquisition.

7. Acceptable information assurance to include information assurance detection and recovery.

8. Acceptable anti-tamper provisions.


The purpose of the Production and Deployment phase is to achieve an operational capability that satisfies mission needs.  Within this Phase is the commitment to Low Rate Initial Production or Limited Deployment intended to result in completion of manufacturing development in order to:


1. Ensure adequate and efficient manufacturing capability,


2. Produce the minimum quantity necessary to support initial operational test and evaluation (IOT&E), 


3. Establish an initial production base for the system, and


4. Permit an orderly increase in the production rate for the system. 


(Note)  The Type of funding for LRIPs (R&D, T&E, OPN, etc) is dependant on the intended usage of the LRIP assets.


Following IOT&E, the submission of the Beyond LRIP and LFT&E Reports (where applicable, and the completion of a Full-Rate Production Decision Review by the MDA, the program shall enter Full-Rate Production and Deployment.  Before making the full-rate production and deployment decision, the MDA considers:


1.  The independent cost estimate, and for MAISs, the component cost analysis and economic analysis.


2. The manpower estimate (if applicable).


3. The results of operational test and evaluation (if applicable).


4. CCA compliance certification.


5. C4I supportability certification.

6. Interoperability certification.  

	Post-FRP

Decision

Review
	Once Deployed, the system will enter the Sustainment portion of Operations and Support.  The objectives of this activity are the execution of a support program that meets operational support performance requirements and sustainment of systems in the most cost-effective manner for the life cycle of the system.
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