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Introduction
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The Program Executive Office for Manpower, Logistics and Business Solutions’ (PEO MLB) Marine Corps Manpower Information Technology Systems Modernization (MITSM) portfolio uses an innovative acquisition approach incorporating agile, user-centered design, existing enterprise services, and Other Transaction Authorities (OTA) to develop complex technology prototypes that mature to become programs of record to support warfighters at the speed of relevance. MITSM’s complex prototypes achieve Minimum Viable Product (MVP) and transition to Minimum Viable Capability Release (MVCR) within two years. MITSM’s innovative approach, titled the Prototype to Program (P2P) Process, involves accelerating requirements development, reducing procurement time, allocating resources based on learning, increasing customer satisfaction, and paralleling Information Technology (IT) transformation planning. Using the Software Acquisition Pathway, MITSM’s P2P Process incorporates design thinking and agile user-centered design and uses the flexibility of OTA prototype agreements and existing enterprise services to accelerate the delivery of software prototypes to achieve large-scale enterprise results.The Program Executive Office for Manpower, Logistics and Business Solutions’ (PEO MLB) Marine Corps Manpower Information Technology Systems Modernization (MITSM) Portfolio was established by the Assistant Secretary of the Navy for Research, Development, and Acquisition (ASN (RD&A)) in February 2023 to operationalize Talent Management 2030 — the Commandant of the Marine Corps’ (CMC) vision to modernize the Marine Corps’ manpower Information Technology (IT) systems. Talent Management 2030 enables a transparent, commander-focused collaborative system and aligns the individual abilities, skills, and aspirations of our Marines to our warfighting needs by digitally modernizing our Human Resource Development Process (HRDP) systems and IT environments. To meet the timeline of Talent Management 2030, MITSM had to bridge the “valley of death” by implementing industry-acknowledged best practices in IT acquisition to ensure that successful results would be demonstrated within the first two years of standing up the MITSM Portfolio. MITSM accomplished this by using faster acquisition processes like the Software Acquisition Pathway (SWP) and Other Transaction Agreements (OTA). The MITSM Prototype to Program (P2P) Process combines these acquisition processes with innovative development methods that take ideas to programs in a short amount of time. The Marine Corps’ HRDP is a cornerstone of force readiness, but outdated systems, fragmented data, and inefficient workflows have long hindered its ability to effectively manage personnel. Rigid legacy infrastructure, manual processes, and disconnected databases have led to delays in decision-making, inefficiencies in manpower allocation, and limitations in talent management. To maintain operational effectiveness, the Marine Corps must transition to a modern, integrated, and data-driven HRDP ecosystem capable of supporting the evolving needs of the force. This is aligned with Force Design 2030, which calls for modernization efforts to ensure the Marine Corps remains effective in contemporary and future warfare scenarios Recognizing these challenges, MITSM, and HQMC M&RA have partnered to modernize HRDP through a comprehensive digital transformation initiative. This effort focuses on consolidating disparate legacy systems, automating personnel workflows, and enabling data-driven decision-making. The solution is not just about upgrading technology but fundamentally restructuring how HRDP data is processed and utilized to create a more agile, efficient, and responsive manpower management framework.  	This paper examines MITSM’s first two efforts that used the MITSM P2P Process to transform the HRDP. The first effort is the Total Force Retention System (TFRS) 2.0, which uses an OTA agreement. The second is Models Modernization’s first initiative, USMC Staffing Goal (SGM), which uses existing enterprise services within the DoD Chief Digital and Artificial Intelligence Office (CDAO) Advana Platform.
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Overview

Total Force Retention System (TFRS 2.0)

 Other Transaction Authority (OTA) 
through Information Warfare Research 
Project (IWRP) Consortium.

 Software as a Service (SaaS) solution 
with existing Defense Information 
Systems Agency (DISA) Provisional 
Authorities.

Models Modernization Staffing Goal 
Model (SGM)

 Leverages enterprise services 
provided by DoD Chief Digital and 
Artificial Intelligence Office (CDAO) 
Advana Platform.

 SaaS solution with existing Authority to 
Operate (ATO) by CDAO.

MITSM’s Prototype to Program (P2P) Process involves accelerating requirements 
development, reducing procurement time, increasing customer satisfaction, and 
allocating resources based on learning. 

MITSM’s first two efforts that used the P2P Process are as follows:
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Background

 The Defense Business System (DBS) 
pathway requires a program to complete 
three phases, Capability Need, Solution 
Analysis, and Functional Requirements, 
and Acquisition Planning, before a 
contract is awarded to initiate program 
execution. 

 The streamlined Software Acquisition 
Pathway (SWP) includes just two 
phases, a Planning Phase and an 
Execution Phase — removing the DBS 
pathway’s multiple phases and barriers 
leading to program execution. 

Accelerate program initiation to
 achieve speed in acquisition!

Adaptive Acquisition Framework
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Historically, software programs that follow the Defense Business System (DBS) Business Capability Acquisition Cycle (BCAC) process fail to deliver capability to warfighters at the speed of relevance. The BCAC process is not aligned to modern software development methodologies because it requires lengthy requirements analysis and documentation up front. Additionally, the BCAC process includes burdensome administrative bureaucracy due to the multiple phases and decision points required before new capabilities can be developed and deployed.
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Research Questions

1. Do opportunities exist for collaboration between defense, industry, and academia that will create an 
environment to rapidly develop, test, and transition ideas and solutions into practical applications?

2. Innovation by nature starts small, and current innovation efforts are happening in pockets across the DoD 
on a small scale. How can we build on this momentum to achieve more large-scale results? Is it possible 
to scale these efforts up across the DoD? Or is there another way to promulgate innovation while 
preserving the efficiency and creativity of small teams?

3. How do we collaborate with our industry partners, small and large, throughout the processes of 
development, testing, production, and sustainment to generate innovative technology and solutions? What 
does this collaboration look like from different roles in the acquisition community, such as contracting 
officers, program managers, senior leaders, engineers, and others?

4. How can changes to the Request for Proposal (RFP) process (e.g., length restrictions, demonstration 
requirements, contract structure) ensure that awarded contracts are mission-oriented and outcome-driven 
to drive competition and innovation opportunities, maximize utility of the product or system to the end user, 
and mitigate risk to the DoD?
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YES! A core element of this collaborative approach is the use of OTA agreements and existing enterprise services, which enable faster prototyping, iterative development, and continuous engagement with warfighters. Unlike traditional defense contracts, OTAs provide a streamlined path for non-traditional vendors, startups, and research institutions to contribute to mission-critical projects without being hindered by excessive bureaucracy. MITSM leveraged OTAs to rapidly develop and test manpower applications for the HRDP. Industry’s view is clear: reducing procurement friction through OTAs creates an environment where commercial solutions can be quickly adapted and deployed for defense applications. YES! This is happening on the CDAO Advana Platform. We selected the C3 AI technology because it was already available on the platform. This is an example of scaling up a pocket of innovation.  The defense sector faces growing challenges in adopting innovative digital solutions due to bureaucratic acquisition processes, siloed research efforts, and slow technology transitions. Traditional procurement models often fail to bridge the gap between cutting-edge industry solutions, academic research, and operational defense needs, limiting the ability to rapidly integrate new capabilities into mission-critical environments. From an industry perspective, a more agile and collaborative ecosystem is necessary — one that fosters real-time innovation, rapid prototyping, and seamless technology adoption. Example is what we did with C3 AI on the Advana Platform.During testing and evaluation, close coordination between program managers, engineers, users, and industry developers allows for real-world validation of capabilities, ensuring interoperability with existing defense infrastructure. Production efforts benefit from a well-defined transition strategy, where contracting officers and logistics teams collaborate with industry to streamline software development, integration, and deployment. Sustainment is equally critical, as long-term partnerships with industry enable continuous upgrades, cybersecurity enhancements, and feature enhancements to keep systems operationally effective. Collaboration with industry partners, both small and large, is essential for accelerating the development, testing, production, and sustainment of innovative technology solutions that meet evolving defense needs. Effective collaboration requires an agile and adaptive approach that fosters continuous engagement between government stakeholders, commercial innovators, and operational users. This iterative development process ensures that new technologies are not only cutting-edge but also mission-ready and scalable for large-scale deployment. A key improvement in MITSM’s P2P Process is the emphasis on modular contracting and phased capability rollouts, allowing vendors to prove feasibility through real-world testing before full-scale implementation. This minimizes the risk of failed procurements and ensures that solutions deliver measurable value to the DoD. For example:For TFRS 2.0, the OTA agreement includes agile contracting mechanisms using monthly milestone deliveries following the sprint schedules. In addition, the MITSM OTA approach encourages participation from non-traditional defense vendors and commercial technology leaders, broadening the competitive landscape and injecting cutting-edge innovations into defense systems. For the Models Modernization SGM, MITSM task orders require inspection of the delivery of the product at the midpoint and end of each six-month phase. This allows stakeholders to ensure that all deliverables satisfy requirements, while enabling maximum flexibility to incorporate the latest innovations by industry. The MITSM software acquisition pathway serves as a prime example of how the RFP process can be improved to be more mission-oriented, outcome-driven, and innovation-focused. Unlike the traditional BCAC, which often includes lengthy timelines, rigid documentation requirements, and bureaucratic hurdles, MITSM’s P2P Process streamlines acquisition by focusing on rapid prototyping, iterative development, and early end user engagement. By reducing RFP length restrictions, incorporating clear demonstration requirements, and adopting more flexible contract structures, the acquisition process can better ensure that awarded contracts align with operational needs, foster competition, and accelerate technology deployment. 
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MITSM’s P2P Process:
Accelerate Requirements Development

"We’re making sure we build the right thing right, as 
opposed to building the wrong thing right. By putting our 
end users, mission owners and product owners at the 
center of our agile teams, we optimized our ability to 
make sure we built the correct application or capability 
that best met the end users’ desires and fulfilled mission 
value objectives.” – Col. Robert Bailey, previous 
MITSM Portfolio Director

Sample Design Thinking Workshop Agenda

Distribution Statement A: Approved for public release. Distribution unlimited. (30 April 2025)MLB-2025-A-024

Presenter
Presentation Notes
The MITSM P2P Process uses SWP, replacing the initial three DBS pathway phases with Design Thinking Workshops that incorporate warfighter feedback to rapidly identify their pain points and prioritize their use cases to produce OTA Prototype Agreements. 
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MITSM’s P2P Process:
Reduce Procurement Time

 Essential to have industry engagement 
throughout the Other Transaction Authorities 
(OTA) RFP process for the government 
evaluation team to learn and understand the 
latest technological advancements and 
innovative solutions and how to leverage them. 

 Collaboration with industry leaders during one-
on-one meetings and white paper evaluations 
enabled MITSM to tap into a wider range of 
expertise to update the RFP package, leading 
to better, more cost-effective outcomes. 

This timeline is aggressive and requires commitment 
from the government evaluation team. 

OTA RFP Schedule
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MITSM uses the Information Warfare Research Project (IWRP) Consortium for OTAs. The benefit of using an established consortium is to take advantage of a pool of vetted non-traditional companies, which streamlines execution and RFP evaluation, simplifying documentation. This figure illustrates the OTA RFP timeline TFRS 2.0 followed from industry day to contract award. This timeline is aggressive and requires commitment from the government evaluation team. It was critical that the government evaluation team included representatives from the HQMC M&RA Product Owner to ensure buy-in from the very beginning. In addition, the OTA RFP process provides an ability to conduct market research through the white paper and industry demonstrations.Regular engagement with industry also allows for the incorporation of best practices in software development and delivery, ensuring that the solutions implemented are scalable, sustainable, and adaptable to changing requirements. Through ongoing dialogue with industry partners, the Marine Corps can stay ahead of the curve in integrating cutting-edge technologies into its manpower systems.To accelerate implementation in Models Modernization SGM, MITSM used existing enterprise services provided by the CDAO Advana platform to access C3 AI technology, which enabled rapid prototyping, iterative development, and direct engagement with end users. CDAO’s existing contract vehicles allowed the HRDP modernization effort to move forward without the delays typical of traditional acquisition processes. This ensured capabilities could be developed, tested, and refined in stride with HQMC M&RA requirements.  Both the TFRS 2.0 OTA with Metrostar and the Models Modernization SGM with C3 AI use milestone deliveries with a Firm Fixed Price (FFP) modular contracting approach. By establishing the MVP/MVCR use cases up front in the OTA/OTP award and enterprise service task order, the Statements of Work (SOW) establish clear milestone deliveries via the agile sprint cadence. This helps ensure the government understands the total cost required to achieve the business value being delivered with the MVP/MVCR. This modular contracting using FFP controls cost overruns because using agile, we understand the industry partner’s sprint velocity and have the flexibility to shift priorities to achieve our outcomes.  
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MITSM’s P2P Process:
Increase Customer Satisfaction

 The MITSM P2P Process employs a user-
centered design and agile methodology 
involving warfighters in the acquisition 
process. 

 Ahead of each development sprint, warfighter 
feedback is gathered and incorporated into the 
software configuration plans.

 On the right is an example of a customer 
satisfaction metric we use to capture the 
Marine end users experience, while testing the 
breadth of the newly developed TFRS 2.0 
functionality during each agile sprint.

“While this process is time and labor-intensive for SMEs, it 
maximizes user input throughout the development lifecycle, 
aligns with modern software development best practices, and 
ensures that critical design decisions are made by the end user, 
enhancing software viability and usability upon delivery.” 
– LtCol Peterson, Headquarters Marine Corps (HQMC) 
Manpower and Reserve Affairs (M&RA)

Customer Satisfaction Metric
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The MITSM P2P Process employs a UCD and agile methodology involving warfighters in the acquisition process. Ahead of each development sprint, warfighter feedback is gathered and incorporated into the software configuration plans. This reduces agile recidivism metrics and increases customer satisfaction in each sprint. Additionally, implementing UCD supports integrating Organizational Change Management (OCM) throughout the system development process ensures much-needed support in the introduction of a new capability to successfully gain initial user acceptance and buy-in.Figure 6 below shows an example of the customer satisfaction metric collected at each agile sprint. This metric is qualitative feedback that captures the Marine end users experience while testing the breadth of the newly developed TFRS 2.0 functionality during each agile sprint. All participant roles are captured so the development team can determine if there are any results with significant variations that could be associated with the user’s role. These findings assist the MITSM team and HQMC M&RA Product Owner in making data-driven decisions about product enhancements and identifying areas of the application that warrant a training focus, where enhancements are reserved for follow-on releases. The MITSM team can also review user sentiment due to the team’s continuous user involvement throughout the development of the MVP and MVCR.
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MITSM’s P2P Process:
Allocate Resources Based on Learning

 The result of these prototypes allows MITSM 
and HQMC M&RA to quickly explore innovative 
technology options and learn whether the 
Minimum Viability Product (MVP) solution has 
enterprise viability, scalability, demonstrated 
business value, and if it will achieve user 
acceptance before making long-term 
investment decisions. 

Success criteria  TFRS Baseline Metric 
(Surveyed based on experience) 

TFRS 2.0 Metrics 
(Surveyed at User Acceptance Test) 

Reduce process time of Reenlistment 
Extension Lateral Move (RELM) 
submission to final execution 

 On average, Career Planners (CPs) and 
Marines say RELM packages take 2-3 
months to complete. 

99% of Marines responded: 
TFRS 2.0 will reduce RELM Process Time. 

Decrease errors in reenlistment process 25% of CPs say they often encounter 
performance issues in TFRS. 

93% of Marines responded: 
TFRS 2.0 will decrease errors in 

reenlistment process. 

Fully digital process that eliminates 
manual paper routing 

93% of CPs don’t have a fully digital 
process to submit RELM packages.  

98% of Marines responded: 
TFRS 2.0 will eliminate manual paper 
routing of the reenlistment package. 

Increase productivity by minimizing 
external system data sources used by the 
Career Planner to prepare the 
reenlistment package 

On average, CP spends 1 hour to prepare 
each reenlistment package. 

97% of Marines responded:  
TFRS 2.0 will eliminate the need to access 

external data sources. 

Ease of use (i.e., System Usability Score) SUS score was not tested for TFRS 1.0. SUS score = 70% 

Increase in customer satisfaction from 
sprint demos to final UAT 

64% of CPs say TFRS allows them to easily 
perform and complete tasks.  

100% of Marines responded with a 
Customer Value Metric of Relative 

Perception: 
Able to achieve more with TFRS 2.0. 

 

“Lean thinking defines value as providing benefit to 
the customer; anything else is waste.” – Eric Ries, 
The Lean Startup

Business Value Metrics
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Based on IT industry best practices, the MITSM P2P Process follows a Lean Startup model by learning fast regardless of whether the prototype MVP meets the innovation success criteriaFigure 5 summarizes the TFRS 2.0 business value metrics used to determine if the prototype would transition to MITSM P2P Process Phase 3 and enter the SWP execution phase to become a program. During Day 2 of the Design Thinking Workshop, users defined measurable success criteria for the To-Be Process Use Case. The MITSM Program determined the baseline metric values by developing a retention process improvement survey to measure the As-Is Process (Enclosure 2). The survey (Enclosure 4) was built using the Department of the Navy (DON) Voice of the Customer Tool and the survey link was advertised on social media and Marine Online. The survey responses from over 1,500 Marines resulted in the baseline metric column. Finally, “the value hypothesis tests whether a product or service really delivers value to customers once they are using it,” (Ries, 2011, p. 70). Using the value hypothesis that the prototype will deliver something better than they have today in the baseline metric, during the TFRS 2.0 MVP prototype UAT, Marine testers were given the survey again and asked to evaluate if the MVP once deployed would deliver the business value defined in the success criteria. 
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Results & Recommendations

Recommendations

 Implement industry best practices by promulgating user-centered design, agile software development, 
and innovative acquisition processes — such as OTA agreements and existing enterprise services — to 
rapidly transition technology.

 Leverage the power of innovative partnerships through collaborative relationships with user 
communities and industry partners to enable rapid digital modernization.

TFRS 2.0 
MITSM P2P Results

 Reenlistment Extension Lateral Move (RELM) 
package processing time is now completed   
2-3 months faster. 

 Resulted in 75% efficiency and a better 
customer experience to the reenlisting Marine. 

Models Modernization SGM 
MITSM P2P Results

 Timeline required to develop, review, and 
publish the Models Modernization SGM takes 
days now compared to the previous months.

 Resulted in 85% efficiency.
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MITSM’s P2P Process successfully implements industry best practices to rapidly transition technology by ensuring organizations promulgate user-centered design, agile software development, and innovative acquisition processes such as OTA agreements and existing enterprise services. The collaboration between MITSM and the user community represented by HQMC M&RA, along with support of our industry partners, demonstrates the power of innovative partnerships and rapid digital modernization in ensuring that the Marine Corps remains ready and adaptive in a rapidly evolving operational landscape in support of Force Design 2030.Answers to the research questionsYES! A core element of this collaborative approach is the use of OTA agreements and existing enterprise services, which enable faster prototyping, iterative development, and continuous engagement with warfighters. Unlike traditional defense contracts, OTAs provide a streamlined path for non-traditional vendors, startups, and research institutions to contribute to mission-critical projects without being hindered by excessive bureaucracy. MITSM leveraged OTAs to rapidly develop and test manpower applications for the HRDP. Industry’s view is clear: reducing procurement friction through OTAs creates an environment where commercial solutions can be quickly adapted and deployed for defense applications. YES! This is happening on the CDAO Advana Platform. We selected the C3 AI technology because it was already available on the platform. This is an example of scaling up a pocket of innovation.  The defense sector faces growing challenges in adopting innovative digital solutions due to bureaucratic acquisition processes, siloed research efforts, and slow technology transitions. Traditional procurement models often fail to bridge the gap between cutting-edge industry solutions, academic research, and operational defense needs, limiting the ability to rapidly integrate new capabilities into mission-critical environments. From an industry perspective, a more agile and collaborative ecosystem is necessary — one that fosters real-time innovation, rapid prototyping, and seamless technology adoption. Example is what we did with C3 AI on the Advana Platform.During testing and evaluation, close coordination between program managers, engineers, users, and industry developers allows for real-world validation of capabilities, ensuring interoperability with existing defense infrastructure. Production efforts benefit from a well-defined transition strategy, where contracting officers and logistics teams collaborate with industry to streamline software development, integration, and deployment. Sustainment is equally critical, as long-term partnerships with industry enable continuous upgrades, cybersecurity enhancements, and feature enhancements to keep systems operationally effective. Collaboration with industry partners, both small and large, is essential for accelerating the development, testing, production, and sustainment of innovative technology solutions that meet evolving defense needs. Effective collaboration requires an agile and adaptive approach that fosters continuous engagement between government stakeholders, commercial innovators, and operational users. This iterative development process ensures that new technologies are not only cutting-edge but also mission-ready and scalable for large-scale deployment. A key improvement in MITSM’s P2P Process is the emphasis on modular contracting and phased capability rollouts, allowing vendors to prove feasibility through real-world testing before full-scale implementation. This minimizes the risk of failed procurements and ensures that solutions deliver measurable value to the DoD. For example:For TFRS 2.0, the OTA agreement includes agile contracting mechanisms using monthly milestone deliveries following the sprint schedules. In addition, the MITSM OTA approach encourages participation from non-traditional defense vendors and commercial technology leaders, broadening the competitive landscape and injecting cutting-edge innovations into defense systems. For the Models Modernization SGM, MITSM task orders require inspection of the delivery of the product at the midpoint and end of each six-month phase. This allows stakeholders to ensure that all deliverables satisfy requirements, while enabling maximum flexibility to incorporate the latest innovations by industry. The MITSM software acquisition pathway serves as a prime example of how the RFP process can be improved to be more mission-oriented, outcome-driven, and innovation-focused. Unlike the traditional BCAC, which often includes lengthy timelines, rigid documentation requirements, and bureaucratic hurdles, MITSM’s P2P Process streamlines acquisition by focusing on rapid prototyping, iterative development, and early end user engagement. By reducing RFP length restrictions, incorporating clear demonstration requirements, and adopting more flexible contract structures, the acquisition process can better ensure that awarded contracts align with operational needs, foster competition, and accelerate technology deployment. 
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