DRAFT

ENCLOSURE (9)


4.0  PREPARATION FOR MAJOR PROGRAM EVENTS

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.
4.1 GENERAL DISCUSSION:

System Design is an evolutionary process, progressing from an abstract notion to something that has form and function, is fixed, and can be reproduced in specified quantities to satisfy a warfighter's need.  Initially, a requirement (or need) is identified.  Design then evolves through a series of phases; that is, conceptual design, preliminary design, detail design and finally development.  The design of a system progresses through natural degrees of system definition as defined by the FUNCTIONAL, ALLOCATED and PRODUCT Baselines.  These baselines, in relationship to the old and new Acquisition Models (5000 series), are illustrated in Enclosure (8), "Program Reviews in the Acquisition Cycle".

A Functional ("system") Baseline is comprised of operational requirements, trade off studies, maintenance concepts, feasibility studies, Technical Performance Measures (TPMs) and system specifications (formerly "A Spec") which mature and lead to an Allocated Baseline.

The Allocated ("design to") Baseline is defined through development of item performance specifications, (formerly "B Spec"), determination of the process and materials required to build the product and the use of selected trade-off studies.  This leads to a Product Baseline.  

The Product ("build to") Baseline is described through a combination of the product, process and/or material specifications (formerly "C, D and E Specs") as well as detailed design data (drawings, parts list, etc.) and supplier data.

It is not enough to simply create a system that meets an identified need.  It is critical to consider those programmatic requirements that are inherent to the creation, funding, fielding, support and training requirements of a system. The program acquisition cycle is a progressive process that systematically manages those program requirements while ensuring optimal system design.  Time, cost and performance are three considerations that must be managed to ensure the timely introduction, affordability and quality of the system.  Additionally, DoD considers the development of a system including "Acquisition Programs", as efforts involving planning, programming and budgeting as well as design, development and production.  The functions of system design and acquisition management are inseparable and when properly exercised, enhance the probability that the resulting system will be produced in a timely, cost effective manner that meets the stated warfighter's need and contributes to the overall defense operational and strategic plan.

In viewing the overall acquisition process, "checks and balances" must be incorporated to ensure the system being developed satisfies the identified need, and the manner in which it was developed conforms to U.S., DoD and Service regulations.

The purpose of this section is to outline the basic philosophy of acquisition management, and to provide a streamlined Common Process for planning and executing the reviews necessary to successfully satisfy both design and program requirements.

4.2 MAJOR PROGRAM EVENTS:

Chapter 4 and enclosures (8) – (15) of this guide provide SPAWAR Acquisition Program Managers (APMs) comprehensive guidance to assist in planning for major program events.  The intent is to incorporate as much commonality into SPAWAR program planning as is possible, set usable guidelines that will steer APMs through event preparation and execution, and ensure enough flexibility to optimally structure (“tailor”) each program based on its cost, complexity and risk.

Before detailed guidance for specific reviews is presented, it is beneficial to first discuss the top-level aspects of program reviews, provide a general "big picture" illustration of the review cycle and define in general terms each review.

Enclosure (8), "Program Reviews in the Acquisition Cycle", illustrates where in the acquisition cycle these reviews occur and also highlights many of the similarities and differences between the old and new 5000 series Acquisition Models, including the pre-2001 and 2001 milestone decision points and reviews.  Enclosure (9), "Table of Program Reviews", provides a more detailed description of each review and identifies the governing references.
 

A general description of the new requirements associated with the most recent 5000 model as it relates to its predecessor can be found in section 3.1.3.  To reiterate the discussion; unless otherwise directed by the MDA, the new decision points and phases in the new 5000 model shall be applied to efforts that have not yet been approved as Acquisition Programs (usually pre-Milestone I), and to Acquisition Programs that are pre-Milestone II.  Unless otherwise directed by the MDA, the new decision points and phases shall not be applied to Acquisition Programs that are post-Milestone II.  For purposes of complying with applicable laws, Milestone A will serve as Milestone 0.  Program Initiation, when it occurs at or during Component Advanced Development, will serve as Milestone I.  Milestone B will serve as Milestone II.  Milestone C will serve as the Low-Rate Initial Production decision point, and the Full-Rate Production Decision Review will serve as Milestone III.  In addition, the new Production and Deployment phase will serve as the old Engineering and Manufacturing Development phase.

By definition, the new 2001 Acquisition  Model more readily lends itself to the tailoring process; however, both models can be tailored based on the particular conditions of an individual program, consistent with common sense, sound business management practice, applicable laws and regulations, and the time-sensitive nature of the user's requirement.  The DoDI 5000.2 (ref (b)) specifically charges Decision-Makers and Program Managers to apply tailoring to various aspects of the acquisition system, including program documentation, acquisition phases, the timing and scope of decision reviews, and decision levels.  DoDI 5000.2 (ref (b)) further directs Milestone Decision Authorities (MDAs) to promote flexible, tailored approaches to oversight and review based on mutual trust and a program's dollar value, risk and complexity.  

While prudent system engineering practices rely heavily on the various technical reviews and audits to support the design, development and operational support of a system, they are also highly subject to tailoring.  The level of formality, content detail and even the decision to conduct them are dependant on the complexity and maturity of the system's hardware and software.  Often ad hoc technical reviews can be convened prior to or following a formal review and the actual conduct and content of the review can be constructed from multiple sources and standards depending upon the specific requirements of the program.

The concept of “tailoring” is addressed in more detail in section 3.1.5. 

This Guidance places Program Reviews into three categories;


· Program Reviews

· Readiness Reviews

· Technical Reviews
Program Reviews:  These reviews are designed to provide decision makers with enough information to make an informed decision that will authorize the program to proceed through its next phase and to its next critical decision point.  The type of reviews included in the Program Decision Review category include all Milestone Decision Reviews as outlined in the DoD and SECNAV 5000 series of publications, the ASN ACAT I/II Review and other Program Reviews i.e., Interim Progress and Full Rate Production Reviews.  Note that these reviews deal with the program's total progress and are designed to culminate with a decision to proceed.

There are three types of Program Reviews:  Milestone Reviews, Decision Reviews and Interim Progress Reviews.  Each Program Review results in a decision to initiate, continue, advance, or terminate a project or program work effort or phase.  The review associated with each acquisition decision point typically addresses program progress and risk, affordability, program trade-offs, acquisition strategy updates, and the development of exit criteria for the next phase or effort.  The type and number of Program Reviews should be tailored to program needs.  The MDA approves the program structure (i.e. ACAT, Program Documentation, Exit Criteria, etc.) as part of the acquisition strategy.  

Milestone Reviews are used to initiate programs and authorize entry into the various acquisition phases:  Concept and Technology Development, System Development and Demonstration, and Production and Deployment.  Tables I and II of DoDI 5000.2, Enclosure 3, (ref (b)) provides program information requirements for the new 5000 model milestones (A, B, C, FRP Decision Review).  (see Enclosure (5)).

Decision Reviews assess program progress and authorize continued program development.  Programs beginning in the concept exploration portion of the Concept and Technology Development Phase require a Decision Review to determine whether or not the concept is ready to be pursued in Component Advanced Development (CAD).  If the work content typically associated with CAD has been completed, a Milestone B review may substitute for this Decision Review.  The MDA shall schedule a Full-Rate Production and Deployment Decision Review during the Production and Deployment Phase to consider the results of production qualification testing, the initial operational test and evaluation and to authorize full-rate production and deployment.  Decision Reviews are designed to be streamlined reviews and require only the information specified by the MDA or as required by statute.

Interim Progress Reviews assess program progress within the System Development and Demonstration phase.  This review only requires information as specified by the MDA.  It is worth noting that the MDA has the authority to request this review at any point in the acquisition cycle.

At each Program Review, the MDA has the option to continue, modify, terminate, or proceed into the next phase with the project or program.  The MDA may hold other reviews to adjust plans, review progress, or determine how to proceed to production.

Readiness Reviews:  These reviews, while highly technical in nature, contain significant programmatic elements.  Unlike program Decision Reviews, Readiness Reviews are performed to ensure that the program has satisfactorily matured to a point that will allow for a significant test cycle to begin or to begin to procure the system on a limited or large scale.  A series of reviews may be necessary to confirm the production process or testing elements are ready and in place.  

Although the scope and content of a Readiness Review will vary (and should be tailored) dependant upon the cost, complexity and risk of the system to be tested or produced, it is important that one be held prior to continuing on with full system developmental testing, any operational testing, LRIP or larger quantity procurements.  Additionally, SPAWAR 04 will conduct, as required, installation readiness reviews to access the readiness to begin system installations.

Technical Reviews:  These reviews are intended to ensure senior management and the customer are satisfied that the design will satisfy all aspects of the requirement.  They are a critical co-operative examination of requirements definition and design concept, validation of the detail design and finally its suitability for production and use.  Highly technical in nature, it is recommended that the boards responsible for these reviews delegate the actual reviewing to specialist working groups who can thoroughly probe for weak spots in the design, yet maintain self-discipline and objectivity.

This guide does not currently address specific guidance regarding preparing for technical reviews.  Subsequent revisions of this guide will address technical reviews in greater detail.  Since technical reviews reside in the systems engineering domain, SPAWAR 05 should be consulted for guidance in preparing for these reviews.

4.3 GUIDELINES FOR PREPARING FOR MAJOR EVENTS IN THE ACQUISITION CYCLE:

As part of the on-going SPAWAR initiative to establish common processes, this guide provides a “Common Process” for preparing for Major Events in the Acquisition Cycle.  The need for common processes is even more critical with the delegation of MDA for ACAT III and IV programs to the PDs, and MDA for Abbreviated Acquisition Programs (AAPs) to the PMWs. 

The following sections of this chapter present a common, standardized process for preparing for Major Events in the Acquisition Cycle.  Prior to presenting this common process for Major Events, it is important to discuss information and resources available to assist SPAWAR Acquisition Managers with program event preparation.

First, the lastest version of this guidance may be accessed by consulting one of the following websites:

· http://pmto.bahsd.com

· http://www.spawar.navy.mil (SPAWAR Public Site, pending)

· Acquisition Support Office (ASO) Web Site [link under development, details to follow] 

By using the online guide vice a hardcopy, the user will experience enhanced functionality with generous navigation “hotlink” capability within the documents and extensive “hyperlinks” to additional reference and resource information; all of which is designed to provide validation and amplification to this guidance.

Other valuable information available on the SPAWAR Knowledge Center (SKC) under the ASO link includes:

· Historical chronology of all SPAWAR ACAT program reviews and decision meetings

· Copies (unclassified) of briefs

· Acquisition Decision Memorandums (ADMs) signed by the MDA for each program

· Frequently Asked Questions (FAQs)

· Recent decisions (MS, LRIP, OTRR)

· TECHEVAL/OPEVAL results

· Pertinent metrics

In conjunction with this web enabled guidance, the ASO office is in the process of developing a comprehensive website (mentioned on the previous page) which will be the repository for SPAWAR acquisition information, reference materials, templates, databases and guidance.  Information contained on ASO VPO sites will migrate to this new ASO website in an effort to consolidate information and provide one stop shopping for SPAWAR Acquisition Managers.  Please contact the ASO Office for further details.  (Ms. Lois Harper, harperl@spawar.navy.mil)

In general, reviews should be scheduled with the MDA in accordance with the nominal timelines provided below.  Specific timelines will vary depending on the requirements of the type of review being considered and on the complexity of the program being evaluated.  More detailed timelines are provided with each specific review covered in the applicable enclosures of this guidance.  The SPAWAR Acquisition Support Office (00A-A) shall be notified via Digital Dashboard of all ACAT program briefs. All of the PDs shall also be notified and are encouraged to attend program briefs of other PDs as appropriate.  Please refer to Enclosure (7) of this guidance to view detailed procedures for scheduling Decision Reviews.

PROGRAM REVIEWS

· ~180 days/Implement timeline and review checklist

· ~150 days/Conduct ACT meeting(s)

· ~90 days/Draft brief and ADM

· ~60 days/Schedule pre-brief & brief (via the Digital Dashboard)

· ~30 days/Final certifications and OT report complete; send brief and draft ADM to ACT 

   participants for final review

· ~15 days/Conduct Milestone pre-brief (closed session)

· ~10 days/Send final brief to ACT participants

·    0 days/Conduct Milestone brief

READINESS REVIEWS

· ~100 days/Review checklist; ensure final Test and Evaluation Master Plan (TEMP) is
signed; draft briefing; identify waivers; draft certification message; conduct Test Planning Working Group (TPWG)

· ~90 days/Schedule pre-brief and brief via Digital Dashboard

· ~50 days/Send pre-brief to TPWG

· ~45 days/Conduct pre-brief with MDA; obtain final ILS certification

· ~35 days/Send brief to TPWG members

· ~30 days/Conduct Operational Test Readiness Review (OTRR) brief

·   0 days (or later)/Conduct Operational Evaluation (OPEVAL)

As discussed in chapters 2 and 3 of this Guide, SPAWAR PMs shall establish an Acquisition Coordination Team (ACT) for each ACAT program. The use of an ACT will ensure that all significant issues can be resolved prior to the conduct of a Milestone Review, Low Rate Initial Production (LRIP) decision or an Operational Test Readiness Review (OTRR).  If ACT training is desired, please contact Mr. Paul Sabina (OOA-A1) at (619) 524-7146.  Also consult SECNAVINST 5420.188E, ref (e) for further guidance.

The following discussion describes how to use this and other portions of the guide to prepare for Major Events in the Acquisition Cycle.  Each review is presented separately to allow the APM to go directly to the appropriate review that corresponds to the upcoming decision point of interest.  Each review will follow a common format and provide as much consistency in preparation as possible, while taking into account the inherent differences associated with the various decision points.  The format for each review incorporates a detailed timeline, associated phases and the overall work flow process for the review; a corresponding checklist for each phase of the review; and a tailored template for structuring the brief for each review.  All the guidance and related timelines, checklists and templates will evolve as governing direction changes and lessons learned are incorporated.  SPAWAR Acquisition Managers are encourage to use the review guidance as follows:

· 1)  GO TO TIMELINE









· The timeline provides a notional, chronological schedule of tasks that must be accomplished (in relationship to the associated phases and process) to successfully prepare for this review.

· The timeline should be tailored, as appropriate, based on actual program dynamics, and the size and complexity of the acquisition effort.

· For Program Decision Reviews, the timeline is more structured due to the formality of this review.  For Readiness Reviews and Technical Reviews, the timeline is less structured.

· 2)  GO TO CHECKLIST FOR THE ASSOCIATED PHASE ON THE TIMELINE


· For each phase in the timeline there will be a corresponding checklist with a detailed recommended list of "to do" items or tasks.

· By completing and "checking off" each task on the checklist, the checklist requirements for that phase are satisfied.

· The checklists should be tailored as appropriate based on actual program dynamics, and the size and complexity of the acquisition effort.

3)  GO TO THE TAILORED BRIEFING TEMPLATE 

· Many program events require a formal brief to present the current status of a program, thus providing Decision Makers the relevant information needed to allow the program to proceed to the next phase.  Other programs are not required to be formally briefed, but do require the satisfaction of certain criteria to move forward.  Other programs may require both a formal brief and satisfaction of certain Exit Criteria.  Construction of the Proposed Briefing Template for each review that requires a formal brief should be in accordance with SPAWAR's "Common Process for Developing Briefings for Major Decision Points" Template.  The latest version of this Master Briefing Template is available on the SPAWAR Public Site (Pending) via the ASO link or at http://pmto.bahsd.com.

· The Proposed Briefing Template for each review is designed to provide a commonality to formal briefs and is in compliance with COMSPAWAR's direction that all SPAWAR Programs adhere to common briefing requirements.

· Additionally, Enclosure (10), "Master Briefing Slide Matrix", provides the latest version of the Briefing Template and a comprehensive matrix outlining recommended information/slides to be used for each Proposed Briefing.    The actual Tailored Briefing Template for a particular review is provided with each section of this guidance that addresses the review.  The briefing template itself is updated quarterly via the ASO Configuration Control Board (CCB) process.  Changes to the briefing template that result from the ASO CCB will be reflected in updated postings on the websites mentioned above.

· Some Readiness Reviews do not typically require a formal brief.  For these reviews, in place of the proposed Briefing Template, Entry and Exit Criteria should be used.  Additionally, some program events may require both the satisfaction of specific entry/exit criteria and a formal brief.  

4.3.1  PROCEDURAL GUIDANCE FOR PROGRAM REVIEWS:

In preparing for a Program Decision Review it is important to remember that the purpose of the event is to report a successful culmination of one of the acquisition phases and obtain the authority to continue on to the next phase or event.  Keeping this in mind will assist in preparation for the review and guide the Program Manager's tailoring efforts.

This section prescribes the requirements for the conduct of Program Reviews for SPAWAR Programs.  The major milestone decision points, reviews and the corresponding phases of the acquisition process provide a basis for the comprehensive management and progressive decision making associated with program maturation. While the program category normally determines the level within the Department of Defense (DoD) that decisions are made, all programs progress through the acquisition process in a similar manner.  The method used, content and number of decision reviews can normally be attributed to the complexity of the program and the guidelines provided by the Milestone Decision Authority (MDA) as a result of tailoring.  Any differences in the process, however, are normally in the form of how the review or Milestone is conducted.  For example, is it a formal, informal or paper only review; what is the amount of information required by the MDA to make the decision; or where in the Acquisition Cycle, based on the maturity of the system, should the program first enter, etc?  Utilizing the review preparation processes within this guide will provide for an organized and comprehensive approach to prepare for Program Decision Reviews.  The processes are very tailorable and lend themselves well to all program categories.  Additionally, they are sanctioned by COMSPAWAR as a Common Process to be used by all SPAWAR Program Managers.
4.3.1.1  Preparing for a Milestone A Decision:
The work leading to a Milestone A decision is focused on developing a user need and capitalizing on scientific and technological opportunities. A requirement for a material solution to a user need is documented in a Mission Needs Statement (MNS).  An Operational Requirements Document (ORD) probably does not exist yet.  Typically, there are multiple concepts to explore and the technology required to satisfy the documented requirement(s) is immature.  Every effort is made to provide the user with the best technological capability to meet the mission need while reducing the risk associated with introducing these promising technologies into the acquisition system. The work of the Defense Science and Technology program is integral, prior to Milestone A, for the transition of innovative concepts and superior technology to the acquisition process.  Advanced Technology Demonstrations (ATDs), Advanced Concept Technology Demonstrations (ACTDs), and Experiments during this time center on development of user needs, exploration of science and technology, and concept development.  
Perhaps the most critical activity leading to Milestone A is refining the requirement(s). It is critical that early commitment to a specific system solution be avoided, thus leaving all options open.  When developing refined requirements ensure consideration is given to Survivability, Critical Program Information, Security, Supportability, and Interoperability.

While a successful Milestone A decision does not normally constitute formal program initiation (this normally occurs at MS B) it does authorize entry into Phase A, the Concept and Technology Development Phase, and pre-system acquisition.  Additionally, by Milestone A, the MNS has been validated and approved, the MDA has considered technology issues, cooperative development opportunities with allies, has identified possible alternatives to be studied, and Phase A exit criteria has been decided upon as one of the requirements to enter Phase B.  Milestone A is appropriate for entry into the acquisition process when an evaluation of multiple concepts is required or desired, or the concept is apparent, but more development on key component or subsystem technologies is necessary.  Enclosure (11), Milestone A Review Guidance, provides the PM the necessary timelines, checklists and procedures to successfully prepare for a Milestone A Review.

4.3.1.2  Preparing for a Milestone B Decision:

During the Concept and Technology Development Phase, the MDA may hold a decision review to determine if additional component development is necessary before entering Phase B, System Development.  If the concepts do not require additional component development, the appropriate milestone (B or C) can be held.  Additionally, on rare occasions, program initiation may be appropriate earlier than Milestone B.  If so, program initiation will take place upon entry into, or during, Component Advanced Development. When a program is initiated before Milestone B, the MDA will approve the acquisition strategy, the acquisition program baseline, IT certification for MAISs, and exit criteria for the remainder of Phase A if not already established.

Phase A ends with a selection of a system architecture and the completion of entrance criteria for Phase B, the System Development and Demonstration Phase.  Milestone B is the normal program initiation point for most defense acquisition programs.   The most critical aspects of a successful Milestone B decision are validated requirements (documented in an ORD), mature technology (including software) and funding. 

It is important to understand that a favorable Milestone B decision will commit extensive resources to system development.  It is at this decision point that the design of the system must be substantially mature, a testing strategy must be decided upon, and cost, schedule and performance parameters firm.  Often the MDA will direct an update of the Analysis of Alternatives to support CAIV based objectives and trade offs.  At a minimum, the MDA will approve the Acquisition strategy, APB, Phase B and Low-Rate Initial Production (LRIP) exit criteria, and LRIP quantities.  Additionally, the Test and Evaluation Master Plan (TEMP) will be approved by the authorized Test and Evaluation Agency as determined by the program’s acquisition category and level of oversight.

A successful Milestone B authorizes entry into the System Development and Demonstration Phase.  There is only one Milestone B per program, or evolutionary block.  Enclosure (12), Milestone B Review Guidance, provides the PM the necessary timelines, checklists and procedures to successfully prepare for a Milestone B Review.

4.3.1.3  PREPARING FOR A MILESTONE C DECISION:

Milestone C represents the MDA’s commitment to Low Rate Initial Production (LRIP), or procurement (for systems that do not require low rate production), or limited deployment for Major Automated Information Systems (MAIS) or software-intensive systems with no production components.  Additionally, a favorable Milestone C authorizes entry into Phase C, the Production and Deployment Phase.

Milestone C approval and the Production & Deployment phase could be entered either directly out of Technology Opportunities & User Needs (Pre Phase A), the Concept & Technology Development phase (Phase A), or from the System Development & Demonstration phase (Phase B).  Regardless of what phase a program enters from, Milestone C approval signifies that the system was successfully demonstrated in its intended environment, using engineering development models or integrated commercial items, it meets validated requirements and the industrial capabilities to produce the system are reasonably available.  It is important to remember that a system must be demonstrated before the DoD will commit to production (or procurement) and deployment.

The activities during Phase C include the LRIP effort (guided by the ORD), a separate Full-Rate Production (FRP) Decision Review (the PM is only authorized to commence full-rate production with further approval of the MDA), and the Full-Rate Production & Deployment work effort.

Ultimately, the MDA’s decision to move forward to the Production & Deployment Phase is to achieve an operational capability that satisfies mission needs, establish an initial production base for the system and permit an orderly increase in the production rate for the system.  Enclosure (13), Milestone C Review Guidance, provides the PM the necessary timelines, checklists and procedures to successfully prepare for a Milestone C Review.

4.3.1.4  PREPARING FOR A FULL RATE PRODUCTION (FRP) DECISION REVIEW:

The two major work efforts during Phase C, Production and Deployment, are Low Rate Initial Production (LRIP), and Full Rate Production (FRP) / Deployment.  During the LRIP portion of Phase C, and following Initial Operational Test and Evaluation (IOT&E), submission of the Beyond LRIP report (if applicable), and completion of a Full Rate Production Decision Review by the MDA, the acquisition program enters the Full Rate Production & Deployment portion of Phase C, where a stable and efficient production and support base is established.  The Full Rate Production ADM will authorize Full Rate Production, procurement and deployment, or authorizes deployment for IT programs or software-intensive programs after completion of IOT&E.

For those programs not requiring an LRIP or limited deployment, a Full Rate Decision Review would be held in the place of the Milestone C, LRIP Decision.  A Full Rate Production ADM would be generated and the program would move directly into the Full Rate Production and Deployment portion of Phase C.  Enclosure (14), Full Rate Production (FRP) Decision Review Guidance, provides the PM the necessary timelines, checklists and procedures to successfully prepare for a FRP Decision Review.
4.3.2  PROCEDURAL GUIDANCE FOR READINESS REVIEWS:

This section describes the requirements for the conduct of Readiness Reviews for SPAWAR Programs. The decision when to conduct a Readiness Review, because of its purpose, is event driven and when completed will provide an assessment of one or more specific aspects of a program as opposed to an evaluation of the products or documentation of the program such as a system, configuration item or APB, ORD, etc.  Consequently, preparation for a Readiness Review may encompass the results of past technical, progress and decision reviews and will require participation from various components of the program office.  Successful completion of a Readiness Review validates the program's viability to accomplish some pre-determined event such as Operational Testing.

While this section deals primarily with formal Readiness Reviews, the selection (type of Readiness Review) and manner (formal, informal, on paper only) of conducting Readiness Reviews for a specific acquisition effort is accomplished as part of the tailoring process between the Program Manager and the MDA.  When tailoring Readiness Reviews, the MDA, PM and APM should require only what is needed to assess event readiness for each individual program.

Depending upon the type of system(s) being developed, the Readiness Reviews outlined in this guidance may or may not be required for a given Acquisition Program. For example, if an Acquisition Program does not include an operational testing requirement, an Operational Test Readiness Review (OTRR) will not apply.  It is worth noting that the MDA may also request a review outside of the procurement decision (e.g. an Installation Readiness Review).  Additionally, for a specific review, there may be factors that are not applicable to the Acquisition Program under consideration. (i.e., limited contractor usage may eliminate the CPARS requirement)

The decision to begin the preparation for a Readiness Review is primarily event driven, however, the events that must occur to successfully hold the review, once it is planned, are time driven and must be adhered to in order to keep the overall program on schedule.  

4.3.2.1  PREPARING FOR AN OPERATIONAL TEST READINESS REVIEW (OTRR):

Following a successful Technical Evaluation (TECHEVAL) of the system, the Program Office must turn its focus to Operational Testing (OT).  Operational Test & Evaluation (OT&E) of programs are structured to determine the operational effectiveness and suitability of a system under realistic conditions, and to determine if the minimum acceptable operational performance requirements as specified in the ORD and reflected by the Key Performance Parameters (KPPs) have been satisfied.  OT&E, properly executed, contains the following characteristics:


· The test is controlled by an independent agency (i.e. Commander Operational Test and Evaluation Force (COMOPTEVFOR)).

· Many-on-many tests (Entire System).

· Realistic/tactical environment with operational scenario.

· No system contractor involvement.

· Military / Government Users are recently trained with representative (not special) training program.

· Performance measures of operational effectiveness and suitability.

· Test to operational requirements.

· Use production representative test article.
The purpose of conducting an Operational Test Readiness Review (OTRR) is to determine the readiness of a system, support packages, instrumentation, test planning, and test participants to support the OT.  It includes the identification of any problem(s) that may impact the start or proper execution of the OT, and provides an opportunity to make required changes to test plans, resources, training or equipment.  To accomplish this, all members of the program development team should meet regularly to assess test status and establish consensus on successful demonstration of program requirements.  Per SPAWARINST 3960.3F, for all phases of OT, SPAWAR should convene a special session of the Test Planning Working Group (TPWG) including the Program Decision Authority (PDA), to conduct the OTRR.  This group performs detailed test progress assessments to provide a recommendation to the Decision Authority to proceed to test. When the TPWG is convened as the OTRR, the Decision Authority or a designated representative chairs the Group. As a result of this review, the Decision Authority certifies each system ready for the appropriate level of OT&E. Enclosure (15), Operational Test Readiness Review (OTRR) Guidance, provides the PM the necessary timelines, checklists and procedures to successfully certify a system is ready for Operational Testing.

While the OTRR process applies to all OT ((IOT&E to include EOAs, OAs, OT Phases I&II and Operational Evaluations (OPEVALs), as well as FOT&E including OT Phases III and IV)), the criteria within this section are the minimum required for certification of readiness to commence OPEVAL and FOT&E.  For other phases of OT this criteria may be tailored as directed by the MDA, PM and COMOPTEVFOR.

To reduce program costs, improve program schedule and provide early visibility of performance issues, every opportunity to combine developmental testing and operational testing (DT/OT) should be pursued; however, in most situations program maturity and dynamics will not allow a combined DT/OT.  

4.3.3  GENERAL GUIDANCE FOR TECHNICAL REVIEWS:

This section describes, as they relates to the acquisition cycle, the requirements for the conduct of Technical Reviews on SPAWAR Systems, Equipments, and Computer Software.  Technical Reviews shall be selected by the MDA at the appropriate phase of program development.  The selection of Technical Reviews required for a specific acquisition effort is accomplished as part of the tailoring process between the Program Manager and the MDA.  When tailoring Technical Reviews, the MDA, PM and APM should require only what is needed for each individual Acquisition Program with the goals of:


· Eliminating non-applicable and unnecessary Technical Reviews.

· Modifying technical review and audit factors.

· Eliminating redundancy and inconsistency with other contract specifications and standards.
Depending upon the type of systems being developed within the acquisition effort, the reviews outlined in this guidance may or may not be required for a given Acquisition Program.  Additionally, for a specific review, there may be technical review factors that are not applicable to the Acquisition Program under consideration.  For example, if an Acquisition Program does not include computer software, all references to the review of Computer Software materials in this guide will not apply.  

System and subsystem configuration item complexity, and the particular type of program being considered are central in determining both the need for and the number of Technical Reviews.  When developing a small non-complex system, some reviews may not be required, or, if required, may be limited in scope.  The tailoring procedures discussed above should result either in the exclusion of the review or a tailored review of limited scope. Conversely, in a very complex acquisition effort, the review process will increase in levels and numbers of reviews.  In addition to the above, the degree of application is dependent upon the configuration item state of development (i.e., new design vs. commercially available) or the degree of any modifications, if involved.  For example: a newly developed item may require the majority of the review topics/items, while a commercially available configuration item with the appropriate documentation, (i.e., verified test results, specifications, drawings, etc.) may require reviews limited to its application to the program and its interfaces.  In the case of modified designs, one must consider the degree and effect of the modifications. Reviews may be limited to the modifications and their interfaces.

The schedule for Technical Reviews is extremely important. If they are conducted too early, the item for review will not be adequately defined. Conversely, if the review is too late, the program commitments could have been made prematurely, and correction will be both difficult and costly. For planning purposes, a good method for scheduling Technical Reviews is to relate them to the documentation requirements. For example, schedule a Preliminary Design Review (PDR) after the hardware Development Specification or Software Design Description and Software Test Plan are available, since the essence of the PDR is to assess the approach to meeting the requirements of these documents. 

For specific guidance on conducting technical reviews, please consult with SPAWAR 05 (process owner for systems engineering efforts at SPAWAR). 
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Tailoring Goals for Technical Reviews





The characteristics of a properly executed OT&E.
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The Three Categories of Decision Reviews
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