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SEP Tailoring Guide

NOTE:  Within this document PM is used to denote the Project Manager who is normally assigned to the Information Systems Program Office (ISPO).  Office of Primary Responsibility (OPR) is the office or individual ultimately responsible for producing a product or performing an activity.  A requirement as used in this document denotes any approved new feature or modification to the software (can be an IT/NSS Requirements Document (AF Form 3215) or a Deficiency Report (DR)).
1.0  Introduction

The purpose of the Systems Engineering Process (SEP) is to bring all processes within SSG together under a single defined process that provides guidance for all system development environments, regardless of the project type or the current life cycle phase.  The SEP applies to ALL development whether that development is a new start, sustainment (corrective, adaptive, and preventative), major modification, etc.

However, all products and activities in the SEP may not apply to every project or environment.  Three tailoring worksheets are provided in the SEP; one [SWTM030] contains the products and associated activities required for a new start software development effort; one [SWTM031] contains the products and associated activities required for sustainment of a legacy system with established life cycle documentation; and extreme programming development [SWTM032].  Tailoring worksheets list the products and associated activities the SEP requires a project to produce or perform. The Project Manager applies the appropriate tailored worksheet to identify the products that will be produced and activities performed to produce these products on their project.  By providing proper justification, a PM may tailor out or down some (as stipulated within this guide) SEP products or activities that do not apply to their particular project.  They may also tailor up (add to the required products and activities).  No justification is required for tailoring up.  Tailoring gives the PM or SPM a great deal of flexibility to document and track their project while developing a quality product.

This guide provides guidance for using the tailoring worksheets.  The PM is ultimately responsible for the project, and they should carefully consider the value of each SEP product and activity that will be tailored and the impact or benefit of tailoring it.

2.0  Tailoring Procedures

Review the entire tailoring worksheet.  The first column is used to annotate whether or not the product or activity will apply to your project (products are identified by shading in the first column).  The second column lists the products and associated activities required by the SEP.  The third column contains a reference for each product or activity listed in column 2.  The fourth column is used to identify the person or office responsible for building the product or performing the activity and the fifth column is used to document specific tailoring justification/rationale when a product or activity will be tailored by your project.  ALL PRODUCTS AND THE ACTIVITIES THAT SUPPORT THE PRODUCT ARE CONSIDERED MANDATORY UNLESS THEY ARE TAILORED WITH SUFFICIENT JUSTIFICATION/RATIONALE.  PROJECT LEVEL CORE DOCUMENTS MAY BE TAILORED IN FORMAT AND STRUCTURE BUT MAY NOT BE TAILORED OUT.  

After reviewing the entire tailoring worksheet place a “Checkmark (√)”, “Asterisk (*)” or “Not Applicable (NA)” in the first column adjacent to each product and activity.  All products and activities that are not tailored down or out must have a √ in column one. 

There are three types of tailoring: “tailoring up”, “tailoring out” and “tailoring down” (or down-scoping).  “Tailoring up” means that a project will do more than the minimum required by the SEP;  “tailoring out” means that a SEP product or activity does not apply to a project; and "tailoring down" means the product or activity has been down-scoped or streamlined by a project depending on project factors (such as size, complexity, schedule, urgency, etc.).

2.1  “Tailoring Up”

Projects can always tailor up.  In doing so, the PM inserts the additional products and activities into the tailoring worksheet with a reference to where they are described in the project level documentation (e.g., Software Development Plan, Operating Instructions (OI), desk procedures, etc.) and places a √ in column one adjacent to the added product or activity.

2.2  “Tailoring Out”

Projects cannot delete any products or activities from the tailoring worksheet.  Instead, when a listed product or activity is not applicable to their project, they should place NA in the first column of the line with the product or activity that does not apply and include the justification (why it doesn’t apply to their project) in column 5.  The justification must be of sufficient detail to convince the reader that the document or activity is not required or is subsumed by other products or activities.  

2.3  “Tailoring Down”

Tailoring down is accomplished much like "tailoring out."  When a product or activity will be down-scoped, place an asterisk (*) in the first column of the line with that product or activity and annotate the justification in column 5 how it will be down-scoped or what will be done instead.  For example, if a project decides to use an MS Excel spreadsheet to document requirements instead of the Software Requirements Specification (SRS) template, they would document this deviation in column 5 of the "Software Requirement Specification” product and in the “Build/Update the SRS" activity.  

2.4  Approval

Tailoring worksheets should be prepared in cooperation with the PM.  Once the worksheet is complete it is forwarded to the Systems Engineering Process Group (SEPG) for organizational coordination and approval.  The SEPG will review the tailoring rationale and, after coordination with affected process owners, approve the tailoring from an organizational process integrity perspective.  Once approved by the SEPG the worksheet is returned for approval by the appropriate Program Manager or functional 3 Letter.  Electronic coordination and approval are appropriate.  Evidence of approval and coordination will be recorded on the cover page of the worksheet.  Approved tailoring worksheets will be maintained by the Project Configuration Manager and treated as part of the life cycle documentation.  The SEPG will also retain a copy of all approved tailoring worksheets.

3.0  Tailoring Guidelines

3.1  Tailoring of the organizational process (Systems Engineering Process) is unique to each individual AIS.  While it allows the Project Manager to adjust to the customer’s needs, it must be approached with the clear understanding that the integrity of the process must remain intact in order to retain and improve the organizational process maturity rating.  The act of tailoring is performed by the PM and it is accomplished when each product and activity listed on the tailoring worksheet is reviewed and a decision is made as to whether or not each product or activity will be performed on the project.  We offer the following guidelines to assist in making those decisions.  Please note that a tailoring matrix is included at the end of many of the SEP templates.  They were created to allow more flexibility at the project level and document level.  Tailoring based on these matrices should not be included on the tailoring worksheet.  Caution: Although many templates have tailoring matrices, projects should not blindly tailor their documentation based on these matrices.  Some sections may be useful for a project regardless of the size of the release being developed.

3.2  Reviewing the tailoring worksheet

3.2.1  Minutes - SSCE for Sustainment Systems

This product may be tailored.  This is normally the responsibility of the PM.

3.2.2  Proposal

This product may be tailored.  Normally the PM looks at each activity and determines which ones will be accomplished on the project.  While some projects may not complete a formal proposal most of the activities under this product must be considered.  

3.2.3  Minutes - Proposal Peer Review

This product may be tailored.  This is normally the responsibility of the PM.  If a proposal is not produced, a Peer Review is not required.  However, the size, effort, and cost estimates should be Peer Reviewed.  (Note:  A Peer Review and Peer Review minutes are required for every major work product produced.  They may only be tailored out if the product is not produced.  No further reference to Peer Review minutes will be listed in this guide.)

3.2.4  Functional Review Board (FRB) Minutes

This product may be tailored.  This is normally the responsibility of the PM.  If your project does not have a FRB, it may be tailored out.  

3.2.5  Configuration Control Directive (CCD)

This product may be tailored down but not tailored out.  This is normally the responsibility of the PM and the Configuration Manager.  Each project must be able to produce a document that shows approval by the change control authority to change the product baseline.  The format of the document may be tailored but the document must be produced by all projects.  

3.2.6  Functional Baseline

Not tailorable.  This product is produced or established by the Configuration Manager.  All projects must establish the functional baseline in order to freeze the requirements to be included in the impending project. 

3.2.7  Systems Process Assurance Representative (SPAR) Audit Report

Not tailorable.  The project level SPAR accomplishes this product and it must be completed prior to each phase completion management review.

3.2.8  Minutes - Phase Completion Management Review

Not tailorable.  The PM must conduct a review of all products and activities produced or accomplished during each SEP phase.  This is a decision point for the PM -- whether to proceed to the next phase or to readdress issues within this phase.  The minutes record the issues and the decisions. (Note:  No further reference to this review or to minutes from a phase completion management review will be listed in this guide.)

3.2.9  Minutes - Joint Application Development (JAD)

This product may be tailored.  It is normally the responsibility of the PM.  If you plan to conduct Joint Application Development sessions with the customer these minutes are mandatory, however, if your project does not plan to conduct JAD sessions the minutes are not required.  

3.2.10  Business Policy Analysis

This product is tailorable in scope.  This is normally the responsibility of the PM.  All new start efforts should conduct some form of business policy analysis as a prelude to design of the system.  Some projects may opt to use a business process-modeling tool such as BPWIN (part of SSG’s standard tool set) while others may perform an informal policy analysis by the ISPO.  

3.2.11 Concept of Operations Document (ConOps)

This product is tailorable in scope.  This is normally the responsibility of the PM.  This document is the foundation for the design of the system.  Its purpose is to communicate user needs in terms of system composition and performance to the PM.  A formal ConOps Document may not be required if the user’s need is sufficiently explained in the Operational Requirements Document (ORD). 

3.2.12  System/Subsystem Specification (SSS)

This product is tailorable in scope.  This is normally the responsibility of the PM.  This document describes the system requirements imposed by the user and it may be used to incorporate interface requirements for other systems or subsystems.  A formal SSS may not be required if the system specifications are sufficiently explained in the requirements document or if this is primarily a software project and there are no systems issues.  

3.2.13  Software Requirements Specification (SRS)

Not tailorable for software projects.  This is normally the responsibility of the PM.  This document is used to specify user software requirements down to the lowest level.  It is the basis for design and qualification testing.  

3.2.14  Requirements Traceability Matrix (RTM)

Not tailorable.  This is normally the responsibility of the PM.  This document is created in DOORS and is used to trace individual requirements through all life cycle documentation and testing.  

3.2.15  Interface Requirements Agreement (IRA)

This product is tailorable only if the system requires no interfaces with other systems.  Interface requirements are normally identified in the ConOps, SSS, or the SRS and the PM is normally responsible for negotiating the interface requirements with the supporting systems.  The PM is also responsible for the preparation and maintenance of this product since the software must support the interface agreements.  

3.2.16  Preliminary Design Document (DD, DS)
This product is tailorable only for maintenance efforts when the design document of the existing system is not affected by the requirement.  This is normally the responsibility of the PM.  The preliminary design document shows the overall architecture of the system and it will be amended or appended to build the Design Document.  

3.2.17  SEP Tailoring Worksheet

MANDATORY FOR ALL PROJECTS.  While both the PM and SPM participate in building the worksheet it is normally the responsibility of the PM.  This product must be produced by every project.

3.2.18  Project Specific Work Breakdown Structure (WBS)

Not tailorable.  This is normally the responsibility of the PM.  All projects must select from the organizational WBS those elements that apply to their project.  The release schedule will include these WBS elements and all Earned Value metrics will be measured from the schedule.    

3.2.19  Risk Management

This product is tailorable in format only.  It is normally the responsibility of the PM to enter risk information into Risk Radar.  All projects must identify and manage the risks associated with their system.  

3.2.20  Software Development Plan (SDP)

Not Tailorable.  The PM is responsible for producing the SDP only when a contractor is developing the code and the contractor has agreed through a contract to follow the SSG software engineering process.  The SDP outlines the project’s software development process and it must map directly to the approved tailored worksheet. 

3.2.21  Release Schedule and Cost

Not tailorable.  This is normally the responsibility of the PM.  The PM contacts SSG Metrics and Scheduling to develop a release schedule in accordance with the organizational release schedule template.  Costs are incorporated into the schedule based on the resources assigned to each task.

3.2.22  Program Requirements Worksheet (PRW)

This product may be tailored.  The PRW is required as a prelude to all new Service Level Agreements (SLAs).  It the project requires a new SLA a PRW is required but if the project can be completed under an existing SLA no PRW is required.

3.2.23  Allocated Baseline

This is the responsibility of the Configuration Manager.  It is established to freeze the resources assigned to the project.  

3.2.24  Release Request Letter

Not tailorable.  This product must be produced for every software release.  It is normally responsibility of the PM. 

3.2.25  Master Project Schedule (MPS)

A master project schedule may be produced by every project.  The master schedule is a roll-up of release schedules.  SSG Metrics and Scheduling builds the Master Project Schedule for the PM.  (This item is not listed on the Tailoring Worksheet.)

3.2.26  Configuration Management Plan (CMP)

This product is tailorable in format only.  The primary responsibility for the plan rests with the PM.  Every project must build a Configuration Management Plan and it is normally a separate document prepared in accordance with the software configuration management plan template.  However, some projects may opt to incorporate the CMP into their Software Development Plan.  

3.2.27  Security Certification & Accreditation (C&A) Plan

This product is tailorable in format only.  The PM is responsible for completing this plan.  All projects must develop a plan that identifies the tasks and process required to certify and accredit their system. 

3.2.28  Security Test & Evaluation (ST&E) Plan

This product is tailorable in format only.  The Test Director normally prepares this plan but the responsibility rests with the Project Manger.  All projects must develop and maintain a plan to test the security measures incorporated into their system.  

3.2.29  Test Plan (TP)

This product is not tailorable.  The Test Director normally prepares this plan but the responsibility for the plan rests with the PM.  All projects must build and maintain a test plan.  

3.2.30  Project Training Plan

This product is tailorable in that the plan may be incorporated into the MIS Training Module (MISTM).  The PM is responsible for the plan.  Projects may wish to build a separate training plan in accordance with the template in the templates section of the SEP and some projects may wish to incorporate their project level training plan into their Software Development Plan.  

3.2.31  Implementation Plan (IP)

This product is tailorable in format and content only.  This is normally the responsibility of the PM.  Each new start effort must develop an implementation plan to describe how the system will be implemented when it is released.  It should also identify the user training needs and how those needs will be satisfied.  

3.2.32  Operational Safety, Suitability and Effectiveness (OSS&E) Implementation Plan

This product is tailorable in format and content only.  All C2 systems will be assessed for operational safety, suitability, and effectiveness; if your system falls within the OSS&E parameters, this plan is mandatory.

3.2.33  Intergroup Coordination Checklist

This product is tailorable.  The PM performs coordination activities with support agencies within the organization.  If the required support is negotiated in the Service Level Agreement (SLA) and the negotiated schedule and required support remain unchanged from that listed in the SLA this form is not required.  It is used to confirm coordination with the required support offices throughout SSG.  

3.2.34  Test & Evaluation Master Plan (TEMP)  

This product is tailorable:  The PM and the Test Director (in collaboration with AFOTEC) are responsible for developing the TEMP.  If the Air Force Operational Test and Evaluation Center (AFOTEC) must test the system a TEMP is required.  If AFOTEC will not test the system prior to acceptance a TEMP may not be required.  

3.2.35  Software Test Descriptions for the Function and System Test

Not tailorable.  The Test Director is normally responsible for developing the test scripts and test descriptions to be used in the FST and in QT&E I.  All projects must produce test descriptions that verify the incorporation and functionality of each stated requirement 

3.2.36  Database Specifications (DS)

This product is not tailorable for new start systems and can be tailored in scope only for sustainment systems.  This is normally the responsibility of the PM.  Some sustainment projects may opt to limit the scope of their database design document to a release level effort (that is the database design document for the changes in this release only).  

3.2.37  Design Document (DD)

This product is not tailorable for new start systems and can be tailored in scope only for sustainment systems.  Some sustainment projects may opt to limit the scope of their design document to release level design (that is the design that is just related to the changes in this release).  This is normally the responsibility of the PM.  

3.2.38  Finalized Interface Requirements Agreements (IRAs)

This product is tailorable.  The PM is normally responsible for completing IRAs.  If your project requires an interface with another system you must generate an IRA with that system.  If your system requires no interfaces the IRA is not required.

3.2.39  Software Development File (SDF)

This product is tailorable in format and media only.  The SPM is normally responsible for this product.  The SDF is established for each CI (program, screen, table, etc.).  It is a historical repository for information about that program.  

3.2.40  User Manual (UM)

This product is tailorable in that some projects may opt to use on-line help in lieu of a formal user manual.  The PM is normally responsible for this product.

3.2.41  Operator Manual (OM)

This product is tailorable.  It is normally produced for large mainframe systems with dedicated operators in a centralized computer center.  Systems with user operators may not require this document.  If required, the PM is normally responsible for this product.  

3.2.42  Trusted Facilities Manual (TFM)

This product is tailorable in scope only.  If the required information is contained in the Operator Manual you may not need to prepare a separate TFM.  The PM is responsible for this document.  The System Administrator is the primary user of the document.  

3.2.43  Security Features User Guide (SFUG)

This product is tailorable in scope only.  It is an outline of system security features designed for the user.  If the required information is contained in the User Manual you may not need to prepare a separate SFUG.  The PM is normally responsible for preparing this guide.

3.2.44  Database

If your system has a database or supports persistent data storage you must have a database structure.  Otherwise a database is not required.  

3.2.45  Source Code

This product is not tailorable:  It is the responsibility of the PM.  

3.2.46  Unit and Integration Test Descriptions

This product is not tailorable.  This is normally the responsibility of the PM.  The PM must develop scripts that test the functionality of each software unit against the Design Document.  

3.2.47  Test Report – Unit and Integration Test

This product is tailorable in format only.  This is normally the responsibility of the PM.  The individuals who conduct unit and integration testing should document the results of these tests in the test report.  

3.2.48  Accreditation Recommendation

This product is not tailorable.  The recommendation form must be completed by the PM and incorporated into the release package.

3.2.49  System Security Authorization Agreement (SSAA)

This product is not tailorable.  It is a formal agreement among the DAAs, the CA, the IT system user representative, and the program manager that is used to guide actions, document decisions, specify ITSEC requirements, document certification tailoring and level-of-effort, identify potential solutions, and maintain operational systems security for each software system.  The PM is responsible for the creation of this package and it must accompany each request for a Certificate of Networthiness.  

3.2.50  Product Baseline

Not tailorable.  This is the responsibility of the Configuration Manager.  It is the final software and all supporting life cycle documentation to be released to the field.  

3.2.51  Release Package

This product is not tailorable.  It is the responsibility of the PM to assemble and complete this package.  It must be completed by all projects prior to any release.  

3.2.52  Minutes Test Readiness Review (TRR I)

This product is combined with the end-of-phase management review for the Construction or Development phase.  It is the responsibility of the PM but it is attended by the Test Director and functional representatives.  SSG Quality Assurance Test and Evaluation representatives may also attend.  The PM reviews all unit and integration test reports and ensures all the SPRs have been corrected, waived or deferred.  

3.2.53  Test Report - Function and System Test

This product is not tailorable.  The Test Director normally oversees the preparation of the report but the PM is ultimately responsible for this product.  The personnel conducting the Function and System test must document the results in the test report.  

3.2.54  Minutes Test Readiness Review (TRR II)

This product is not tailorable.  It is the responsibility of the PM but it is attended by the Test Director and a representative from SSG Quality Assurance Test and Evaluation.  The PM reviews all test reports and ensures all the SPRs have been corrected, waived or deferred and that all the required artifacts have been assembled for the release package.  

3.2.55  Test Report - QT&E I

This product is not tailorable.  This report will be prepared by SSG Quality Assurance Test and Evaluation and forwarded to the PM for inclusion in the project folder.

3.2.56  Minutes: QT&E I Test Debrief

This product is not tailorable.  It is produced and maintained by SSG Quality Assurance Test and Evaluation.  Results from this report are used to populate the lessons learned database.  

3.2.57  Test Report - QT&E II

This product is tailorable only if a QT&E II test is not performed.  It is completed by the field units participating in the test and is maintained in the project folder.

3.2.58  Test Report - QOT&E

This product is tailorable only if a QOT&E test is not performed.  It is completed by AFOTEC and is maintained in the project folder.

3.2.59 Functional Configuration Audit (FCA)

This product is tailorable in that it may not be completed for each release.  It must however be completed at regular intervals as prescribed by the CCB in the Software Configuration Management Plan.  It is the responsibility of the Configuration Manager.

3.2.60  Physical Configuration Audit (PCA)

This product is not tailorable.  A PCA must be completed for each release in order to ensure that the "to-be-delivered" software or documentation is the same software or documentation that has been shown (through QT&E) to meet the requirements.  It is the responsibility of the Configuration Manager.

4.0  In the event a project is in sustainment and some critical life cycle documents were not produced or maintained the PM should do a cost-benefit analysis of the effort needed to create the missing or out-of-date documentation.  If he or she determines that it is not reasonable to create this documentation, he or she documents this decision in the tailoring rationale as well as in Risk Radar - along with the possible impacts on the project.  For example, a legacy system may not have the Software Requirements Specification (SRS) document for the entire project, and the PM may determine that it would not be cost-effective to create one.  The PM would then document this decision in the tailoring worksheet and Risk Radar and describe the impact of this decision.

4.1  Projects are still expected, however, to comply with SEP documentation requirements for any additional work, whether the work is based on new functionality or fixing defects documented on DRs.  Thus, in the example above, an SRS is needed for the new work.

5.0  Use of alternative documentation

It is possible that some project documentation will be combined or that some projects will have some documents which use different formats than those prescribed in the SEP.  This is permitted by the SEP, but PMs must ensure that all the intended content prescribed by the SEP is addressed by the alternative formats.  For example, a project may decide to use an Excel spreadsheet in place of the RTM.  Or, they may decide to place the information contained in an Interface Requirements Agreement (IRA) into appropriate sections of the DD and SRS. 

6.0  Notes

You are cautioned that tailoring out tasks, procedures or documents may affect other tasks, procedures or documents in the SEP.  As an example: the Test Descriptions for the Function and System Test rely upon the SRS.  If you don’t have an SRS it would be almost impossible to create the Test Descriptions and conduct a meaningful Function and System Test.  You should address any impacts of tailoring in your risk analysis documented in Risk Radar.

More Tailoring Hints

Whenever possible or practical, documents should be updated, not re-written.

Required for each release:

Proposal/Sustainment System Cost Estimate (SSCE) [SW1PR001A]
Updated Risk Radar
Software Requirements Specifications (RS) [SWTM022]
Design Description (DD)

Database Specifications (DS) [SWTM008]
Implementation Plan (IP)

Test Reports (unit and integration, function and system, QT&E I)

Release Request Letter [SWFM012]
System Security Authorization Agreement (SSAA)

Security Certification & Accreditation Package (C&A)

Required for each project:

Concept of Operations (could be same as Operational Concepts Document)

Software Development Plan (SDP) [SWTM002]
Project Training Plan (PTP) (MIS Training Module may suffice) [SWTM003]
Configuration Management Plan (CMP) [CMTM001]
Test and Evaluation Master Plan (TEMP) [SWTM020]
Updated Risk Radar
System/Subsystem Specifications Plan (SSS) [SWTM023]
Requirements Traceability Matrix created in Dynamic Object-Oriented Requirements System (DOORS)
Test Plan (TP) [SWTM025]
Test Scripts (unit and integration, function and system)

Operator Manual (OM) 
User Manual (UM)

Interface Requirements Agreement (IRA) [SWTM005]
Process Assurance Plan (PAP) (needed only if project imposes more stringent standards than the SPAP)

Required for each system:

Operational Safety, Suitability and Effectiveness Implementation Plan
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