DRAFT

ENCLOSURE (9)


3.0  PROGRAM DOCUMENTATION

APPLICABLE CHAPTER REFERENCES (from Section 1.4 of this Guide):

References applicable to this section include:

· DoD Directive 5000.1 The Defense Acquisition System (Incorporating Change 1, January 4, 2001), October 23, 2000.
· DoD Instruction 5000.2 Operation of the Defense Acquisition System, April 5, 2002.
· DoD Regulation 5000.2-R Mandatory Procedures for Major Defense Acquisition Programs (MDAPs) and Major Automated Information System (MAIS) Programs, April 5, 2002.

· SECNAV INSTRUCTION 5000.2C (DRAFT) Implementation of Mandatory Procedures for Major and Non-Major Defense Acquisition Programs and Major and Non-Major Information Technology Acquisition Programs, April 30, 2002.

· SECNAVINST 5420.188E Acquisition Category (ACAT) Program Decision Process, December 11, 1997.

3.1 GENERAL DISCUSSION:

Throughout the acquisition life cycle, Acquisition Managers must comply with numerous requirements to provide information to the MDA.  Acquisition Managers need to assess these information requirements early to allow sufficient time for collecting the information, coordinating with participating components and providing for timely routing.  A significant number of documents and information may be required to support Milestone Reviews and other critical program decisions.  A determination of how these issues are addressed and the specific supporting documentation required is the result of a tailoring process between the PM and MDA.  Common sense, sound business practice, applicable laws and regulations, and the time constraints of the requirement itself must be fully considered in the tailoring process.  Some information is required by statute and must be addressed as dictated by law.  The bulk of the information; however, is required by regulation and can be tailored at the MDAs discretion.  Most regulatory information is addressed in DoD 5000.2-R and SECNAVINST 5000.2C (refs (c) and (d)).

This Chapter focuses on program documentation and related tailoring opportunities and processes.  Chapter four discusses tailoring opportunities for decision reviews.

3.1.1  INFORMATION/DOCUMENTATION MATRIX:

The centerpiece of this Chapter is Enclosure (5), "Acquisition Information/Documentation Matrix", that provides a program documentation/information guide for all SPAWAR programs.  It summarizes program information that is described in more detail in applicable statutory and regulatory references. The table can serve as a discussion tool for tailoring program information in support of program decision-making and MDA reviews.

A description of each program document contained in Enclosure (5) can be found in Enclosure (16), "Glossary of Terms".  These basic descriptions of each document expand on the information contained in Enclosure (5).

Enclosure (5) should be used to determine the acquisition information requirements for all program categories within SPAWAR.  Determining the information requirements for a program requires a thorough knowledge of the program being examined and comparison of that information to the applicable governing documents.  All programs should be tested against the Matrix, both initially and any time a change occurs within the program.
Use of this Matrix will assist Acquisition Managers in identifying the necessary information to ensure a program has sufficient data to support milestone decisions.  Once the Matrix has been reviewed and the appropriate program information requirements have been identified, a comparison with existing documentation will reveal if the program is documented properly.  Additionally, the Matrix will reveal if information/documentation updates need to be completed and where to obtain help in preparing this documentation.  Enclosure (4) provides sample formats for some of the more frequently required documentation.

3.1.2  SOURCES OF INFORMATION REQUIREMENTS:

Program and milestone information/documentation requirements are levied from three sources.
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· Statutory requirements that must be addressed as a matter of United States or Public Law (i.e. 10 USC, etc).

· Regulatory requirements, which in most cases are addressed in DoD 5000.2-R and SECNAVINST 5000.2C (refs (c) and (d)).  These requirements are usually mandated, but are highly subject to tailoring.

· local instruction or memo that reflects information desired by the Acquisition Command, MDA, PM or other authority within the program hierarchy.
For DoN ACAT programs, the table in SECNAVINST 5000.2C, Enclosure (9), pages 7-9, defines all mandatory program decision point information.  Mandatory milestone information cannot be waived; however, discretionary milestone information and the content of mandatory milestone information are subject to the "tailoring" process.
Going beyond the mandatory information identified in SECNAVINST 5000.2C, paragraph 7.7; Enclosure (5) provides guidance in identifying and assessing the need for most acquisition documents typically required for decision-making during reviews of SPAWAR programs.

3.1.3  THE NEW 5000 SERIES:

It is necessary for Acquisition Managers to understand the new requirements associated with the revisions to the 5000 series.  Specifically, the 5000 series has been revised under the direction of the Defense Acquisition Policy Steering Group (DAPSG).  The results include a new 5000 series of documents (refs (a) through (d)).  One of the more substantive changes to the 5000 series is a revised acquisition model illustrated below  that redefines milestone points (for a comparison of the new and old Acquisition Models, see Section 1.3).  Replacing Milestones 0, I, II and III are Milestones A, B, and C. Milestones A and B are essentially equivalent to the old Milestones 0 and II respectively.  The new Milestone C, the Commitment to Low-Rate Initial Production (LRIP) and to Produce and Deploy Systems, occurs ahead of the old Milestone III.  However, Milestone C maybe the FRP Decision Review if there is no LRIP.  LRIP is not applicable to IT programs; however, a limited deployment phase may be appropriate. The old Milestone III Production and Deployment Decision is no longer a Milestone but is now made at a Full-Rate Production Decision Review that occurs during Phase C, the Production and Deployment Phase.


THE NEW 5000 MODEL

Furthermore, the new direction provides the following implementation guidelines for potential and ongoing programs. Programs between Milestones I and II may continue to Milestone II under the pre-2001 acquisition model, at the MDA’s discretion, but shall satisfy the statutory and regulatory program decision point requirements of SECNAVINST 5000.2C, enclosure (8), chapter 7, paragraph 7.7, for Milestone B.  Programs past Milestone II will continue to Milestone III under the pre-2001 acquisition model, but shall satisfy the statutory and regulatory program decision point requirements of SECNAVINST 5000.2C, enclosure (8), chapter 7, paragraph 7.7, for full-rate production decision review. Potential programs that have not yet passed Milestone I will follow the model in the new DoDI 5000.2 unless otherwise directed by the Milestone Decision Authority (MDA).

It is worth noting that the DoD 5000.2-R, (page 3 of the foreword section (ref (c)) states, “Unless otherwise directed by the MDA, neither DoD Components nor program managers (PMs) shall update program documentation prepared in compliance with the requirements of the former DoD 5000.2-R (cancelled and reissued as DoD Instruction 5000.2 (reference (a)) and this Regulation), as of the date of signature of this Regulation, solely to satisfy the requirements of this Regulation”.  However, the programs must still address any new information requirements mandated by the new DoD 5000 documents.  For example, program documentation would not be redone to change the wording from the “Milestone II” to a “Milestone B”.  However, documentation would be needed to demonstrate compliance with the Clinger-Cohen Act (CCA).

3.1.4  DOCUMENTATION IN THE ACQUISITION CYCLE:

Documentation to validate decision-making follows a logical sequence as the program matures.  Throughout the acquisition cycle, there are specific information and supporting documents required to support the MDA's decisions to proceed to the next phase of the acquisition process.  It is worth noting that the documentation prepared and functional activities conducted during each phase are similar and repetitive in nature, varying primarily in complexity as the system design matures.

The requirements for certain program information and the point in the acquisition process where it is needed can be unclear.  To help clarify information requirements, it is useful to review the decision points in the acquisition cycle to see when and why certain documents are needed.  In Enclosure (6), "Documentation in the Acquisition Cycle", the sequence of acquisition phases and milestones are reviewed with a focus on identifying the more significant documentation and the rationale for why it is required at a specific phase in the process.  This enclosure captures the recent changes to the acquisition cycle as dictated by the rewrite of the DoD 5000 series.

3.1.5  TAILORING:

One of the major themes of DoD 5000.2-R and SECNAVINST 5000.2C (refs (c) and (d)) is "tailoring in".  These reference documents make it clear that Acquisition Managers should view acquisition programs as "one size does not fit all" and "there is no reason to expect to treat every program identically."  SECNAVINST 5000.2C, para 1.4A states: “Required program decision point information for all DON ACAT programs shall be determined using the concept of "tailoring in" (vice "tailoring out") program decision point information, i.e., there is no program decision point information required beyond:  (1) that required by statute; reference (b); this instruction, enclosure (9), paragraph 7.7; and (2) any additional information required by the MDA”.  It is imperative to keep in mind during the tailoring process, the DoD policy that information shall be limited to the minimum necessary for the decision.  How that information is "packaged" is determined by the Acquisition Managers, working through the Acquisition Coordination Team (ACT) process.  By using ACTs and Integrated Product Teams (IPTs) in the tailoring process, milestone information can be tailored to optimize informed decision-making and the building of a successful program.  The ACT is specifically used to oversee the analysis of alternatives, form a tailoring agreement proposal (for program documentation and structure), develop an acquisition strategy, prepare for milestone/program reviews and resolve issues at the lowest level possible.  The ACT will be present at all Decision Briefings.  Decision Briefings will be scheduled on the Digital Dashboard.  The Acquisition Support Office (00A-A) will report all Decision Reviews to SPAWAR 00 and ASN(RD&A) monthly.  Instructions for scheduling these briefs are found in Enclosure (7), “Process for Scheduling Decision Briefs”.  Additional information on ACTs can be found in SECNAVINST 5420.188E (ref (e)).

While all programs must accomplish certain core activities taking into account performance, risk, cost, and schedule; the MDA has the flexibility to tailor how and when these activities occur.  The Secretary of Defense has placed the burden on MDAs to “tailor in” program reporting and documentation requirements rather than on the PM to try to “tailor out” mandatory requirements.

At program initiation, the PM proposes, and the MDA considers for approval, the appropriate milestones, the level of decision and documentation required for each milestone.  This proposal shall consider the cost, complexity, and risk of the program.  The PM and MDA negotiate the documentation that the PM must submit at subsequent milestones.  This documentation requirement is normally captured in the ADM issued as a result of the previous Milestone.  Thus, the PM and MDA can most easily accomplish the negotiation concerning Milestone B requirements as part of the Milestone A decision process.  It is imperative that the determinations made at program initiation are re-examined at each milestone based on current program conditions at that time.

3.2 DOCUMENTATION FOR ACAT I PROGRAMS:

ACAT I programs are either Major Defense Acquisition Programs (MDAPs) or Major Automated Information Systems (MAISs).  Inherent to ACAT I programs, whether MDAPs or MAISs, are increased program cost, risk and complexity.  These programs require significant planning and dedicated management.  They are subject to numerous statutory requirements not applicable to other program categories.  Additionally, ACAT I programs have more extensive and comprehensive reporting requirements to the Office of the Secretary of Defense and the Department of the Navy.  The high visibility of these programs demands extra care in making decisions and program execution.  Enclosure (1), "Table of Acquisition Categories", provides amplifying information on this ACAT.

An Acquisition Manager charged with the management of an ACAT I program must rely heavily on the concepts of Integrated Product and Process Development (IPPD) and Integrated Product Teams (IPTs).  To support the Acquisition Manager in managing these major programs, there are available within SPAWAR a variety of support Codes.  One Code of particular importance to the Acquisition Manager is the SPAWAR Acquisition Support Office (00A-A).  This office should be a primary resource used by the Acquisition Managers to resolve acquisition issues and ensure their program is properly structured.

Enclosure (5), "Acquisition Information/Documentation Matrix", is a comprehensive source of information to assist in the identification and preparation of documentation required for ACAT I programs.  It can be particularly valuable as a guide in the tailoring discussions between the Acquisition Manager and the MDA.

3.3 DOCUMENTATION FOR ACAT II PROGRAMS:

ACAT II programs are at the medium level of cost and risk associated with "Major Systems", as defined by DoDI 5000.2.  Managing this category of programs presents it's own unique challenges.  Some reporting requirements are not mandated and the program controls are less stringent; however, the Acquisition Manager must weigh the benefits of embracing the oversight restrictions and a program structure similar to ACAT I programs or not, to assist in guiding the program to a successful conclusion.  The ACAT II program category does not apply to AIS systems.  However, SPAWAR's mission implies that an ACAT II program that uses Information Technology (IT) will be subject to all of the compatibility and certification requirements (including Clinger Cohen Act) of any AIS, IT or NSS program.  Enclosure (1), "Table of Acquisition Categories", provides amplifying information on this ACAT.

As with the execution of any program within SPAWAR, the Acquisition Support Office is a reliable source of information and experience.  The IPPD and IPT concepts are applicable to ACAT II programs.  Another source of assistance in developing the structure of these programs is to rely on the experience of other Acquisition Managers who are currently, or have in the past, managed a similar type of program.  An ACAT listing of all active programs and their cognizant Program Office Codes in DoN is available through OPNAV.  Additionally, a listing of ACAT programs within SPAWAR is located on the "SPAWAR KNOWLEDGE CENTER (SKC)" Web Page at https://skc.spawar.navy.mil/command/00/00a/orgtoday.nsf/orgtoday?readform.

Enclosure (5), "Acquisition Information/Documentation Matrix", provides a list of documentation and programmatic information applicable to ACAT II programs.  It is important to read the Enclosure's comments closely as there are certain program subtleties that could affect the documentation requirements.

3.4 DOCUMENTATION FOR ACAT III PROGRAMS:

ACAT III Programs are the lowest program category recognized by DoD.  The MDAs for ACAT III programs are delegated to the lowest appropriate level.  COMSPAWAR has delegated the MDA for ACAT III programs to the applicable Program Director (PD).  This category includes less than Major AISs and "Non Major Systems" as defined in DoDI 5000.2.  Enclosure (1), "Table of Acquisition Categories", provides amplifying information on this ACAT.

DoN is empowered to decide on management policies and procedures for non-major programs.  SECNAVINST 5000.2C is the most relevant reference for non-major programs.  In addition to this regulation, the Defense Acquisition Deskbook referenced in section 1.4 of this Guide is a very good source of helpful information in managing these programs.

The only mandatory milestone information for ACAT III programs are those required by statute and those required by DoN policy or the Milestone Decision Authority (MDA).  It is vital that Acquisition Managers exercise program tailoring to meet the specific needs of the individual program, based on objective assessments of a program's category, risks, cost and the urgency of the user's need.  Enclosure (5), "Acquisition Documentation/Information Matrix", lists all the program documentation that may be applicable and considered for "tailoring in" as required.

3.5 DOCUMENTATION FOR ACAT IV PROGRAMS:

Navy ACAT IV programs are in an acquisition category that is regulated predominately by DoN.   This acquisition category provides for less stringent requirements than ACATs I through III and more local management control by DoN activities.  Programs that would apply to this category include those that may or may not require operational testing; and, do not affect the military characteristics of ships or aircraft, do not involve combat capability or, in the case of IT programs, have a total cost less than ACAT III.  As with ACAT III programs, SPAWAR has delegated MDA authority for ACAT IV programs to the applicable PD.  Enclosure (1), "Table of Acquisition Categories", provides amplifying information on this ACAT.

ACAT IV programs are especially well suited to tailoring.  The negotiated program requirements are less demanding than for a program category ACAT III or higher.  However, in the unique situation where the resolution of substantive issues would benefit from a more diligent process, the MDA can direct a more rigorous structure.

MDAs, using good common sense, should strive to "tailor in" only the essential documentation required to effectively manage programs within this acquisition category.  For DoN ACAT IV program there is no milestone information required beyond:

· That required by statute.

· That specifically required by DoN.

· That required at the MDA's discretion.

Enclosure (5), "Acquisition Information/Documentation Matrix", provides a comprehensive list of ACAT IV Program documentation that should be considered as part of the tailoring process.

3.6 DOCUMENTATION FOR AAP PROGRAMS:

The Abbreviated Acquisition Program (AAP) and IT AAP category was created by DoN regulation and is a unique category to DoN.  The management framework prescribed for AAPs and IT AAPs is designed to accommodate relatively small, low-risk and low-cost acquisition and modification programs.  SPAWAR has developed local guidance and procedures for managing AAPs to include guidance and procedures for program reviews, documentation, tracking, and designation of the MDA as specified in this Guide.  Decision authority for AAPs at SPAWAR is delegated to the Program Manager.  Program Managers are responsible for ensuring that all acquisition programs they are managing, including upgrades to out of production systems, have either an assigned ACAT or are otherwise designated as an AAP.  Enclosure (1), "Table of Acquisition Categories", provides amplifying information on this program category.

SECNAVINST 5000.2C and this Guide are the primary references for managing AAPs and IT AAPs here at SPAWAR.  The Command's Acquisition Support Office has access to, and can provide sample documentation generated in support of other AAP and IT AAP management efforts within SPAWAR.

The Program Manager determines the documentation required for either AAP or IT AAP approval.  Because of the low dollar amount involved with these programs, tailoring is especially critical.  A common sense approach to structuring this type of program will ensure funds are not expended to develop programmatic documentation and information which provides no value added to the acquisition effort.  More so than for any other program category, managers of AAPs and IT AAPs should view Enclosure (5), "Acquisition Information/Documentation Matrix" as a guide only, and care should be taken not to over burden the program with expensive documentation requirements that could otherwise be eliminated (not tailored in) or could be consolidated in an abbreviated manner.

3.7 DOCUMENTATION FOR NON-ACQUISITION PROGRAMS:

Non-Acquisition Programs are unique to DoN.  A Non-Acquisition Program is an effort that does not directly result in the acquisition of a system or equipment for operational deployment.  This program type was created through DoN regulation and is conducted on a level of effort basis.  They are designed to accommodate increased Program Office involvement in the following:

· Science and Technology (S&T) research, exploration and demonstration efforts.

· Concept exploration of potential ACAT Programs.

· Systems integration efforts of advanced development articles with no directly related ACAT program definition.

· Systems integration, management and support of installations or operations required for activities stated above.

SECNAVINST 5000.2C (Enclosure (2), paragraph 1.8A and Enclosure (10), Appendix 9, Annex A, Section 6) and this Guide (Enclosure (1), "Table of Acquisition Categories"), are the primary references for Non-Acquisition Programs.  The variety of efforts associated with programs that fall within this category makes each one unique; however, the management of the effort in all cases is very similar. 

Non-Acquisition Programs can be "technology-based" or "not technology-based" and this distinction dictates the difference of how they are initiated and managed.  Non-Acquisition Programs should be managed in accordance with reference (d), encl (2) section 1.8A; encl (6) section 4.4.8; encl (10) section 1.3.9.2; and Appendix 9, Annex A section 6 para 1.1 as follows:

· CNO (N091) will assess all Non-Acquisition Programs annually, as supported by the Science and Technology Requirements Committee (STRC) and/or by the Science and Technology Working Group (STWG).  This review verifies that programs are progressing as directed, are pursuing valid naval requirements and are executing in accordance with the applicable required Research and Development Descriptive Summary (RDDS) (see Enclosure (5) for details).  Reviews shall be conducted annually with results made available for subsequent Program Objective Memorandum (POM) development.

· All Non-Acquisition Programs shall continue using current documentation required to support the Planning, Programming and Budgeting System (PPBS).  Non-Acquisition Programs shall also address Human System Integration (HSI) and Environmental Safety and Occupational Health (ESOH).  

· Requests to initiate a Non-Acquisition Program shall be submitted to a CNO Resource Sponsor by PEOs, SYSCOMs, Direct Reporting Program Manager (DRPM)s, or any other appropriate DoN activity.  T&E responsibility is the same as for ACAT programs.  The R&D agency has the responsibility equivalent to the Developing Activity (DA).  Test and Evaluation Identification Number (TEIN)s are assigned IAW paragraph 7.3.9 of SECNAVINST 5000.2C.

· Deliverables from Non-Acquisition Programs that transition into a related ACAT program shall be identified in an analysis of alternatives, an operational requirements document (ORD), and in an acquisition program baseline (APB) for that ACAT program. 
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