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Zero Based Review of Fleet Modernization 

Program (FMP) [Readiness vice Capability]

Purpose:  The purpose of this effort is for OPNAV N43 to conduct a zero based review of the FY 01 & 02 FMP with the intent of improving current readiness vice capability.  Review is to be completed by 29 September 2000.  [Tasking states “Conduct a zero-based review of the Fleet Modernization Program.  (N4 assist by N8) - 29 Sep”]
Background:  The FMP mission is to provide a disciplined process to deliver operational & technical modifications to the Fleet in the most operationally effective & cost efficient way. It defines a standard methodology to plan, budget, engineer, & install timely, effective, & affordable shipboard improvements while maintaining configuration management & supportability. It is the means by which we leverage technology & innovation to:
· Keep the war-fighting edge 

· Fix systematic & safety problems 

· Improve platform reliability & maintainability 

· Reduce the burden on the Sailor
· Incorporate Congressionally directed changes (women at sea, environmental, etc.)
As the Navy has increased efforts to provide the Fleet with new technology upgrades the configurations & complexity of hardware & computer program baselines have significantly multiplied.  Each baseline has unique functional capabilities, which require close management in order to produce fully interoperable fighting units within a battle group.  To facilitate this issue, the Vice-Chief of Naval Operations assigned NAVSEA central responsibility to address BMC4ISR/Combat Systems interoperability problems & to coordinate resolution with the Fleet.

The FMP must always accommodate changing operational requirements, the emergence of new threats, & the necessary program inefficiencies that these will incur. However, if late changes can be confined to only those that are truly urgent, the process can approach optimum efficiency.  In any case of change, the full depth of program impact in the current & out-years must be recognized & evaluated against the immediate benefits to be gained.

Readiness:  State of preparedness of forces or weapon system or systems to meet a mission or to warfight.  Based on adequate and trained personnel, material condition, supplies/reserves of support system and ammunition, numbers of units available, etc. 

C1  Readiness rating - Can meet all demands (in a mission category)

C2  Readiness rating - Can meet substantially all demands with minor difficulty

C3  Readiness rating - Can only marginally meet demands with major difficulty

C4  Readiness rating - Can not meet demands 

Readiness Drivers:  Those system characteristics, which have the largest effect on operational characteristics.

Capability:  A measure of the systems’ ability to achieve mission objectives, given the system condition during the mission.

FY 01 Ships by Class:
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Ship Class
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FY 01

Total Active










Approved
in FMPMIS

SSBN


18





0

0

SSN


55





51

356



Sub Total

73
Submarines



51

356

CV


3
1 Reserve



11

366

CVN


9





324

2625



Sub Total

12
Carriers



335

2991

CG


27





247

734

DD


21





164

1101

DDG


33





417

447

FFG


35
8 Reserve



214

635



Sub Total

116
Surface Combatants

1042

2917

LHA


5





198

665


LHD


7





56

508

LPD


11





126

503

LSD


15





222

1016

LST


2
2 Reserve



0

0



Sub Total

40
Amphibious Warfare

602

2692

TAE


7
MSC




0

0

TAFS


6
MSC




0

0

TAO


13
MSC




0

0

AOE


8





59

464



Sub Total

34
Combat Logistics


59

464

MCM


14
4 Reserve



155

393

MHC


12
2 Reserve



265

332

MCS


1
1 Reserve



0

0



Sub Total

27
Mine Warfare


420

725

AS


2





0

0



Sub Total

2
Mobile Logistic 


0

0

ARS


4





23

155

ATF


7
MSC




0

0

AGF


2





21

354

TAGO


8
MSC




0

0

LCC


2





12

131



Sub Total 

23
Support



56

640

PC


13





0

0



Sub Total

13
Coastal Patrol


0

0

Total 
350*





2565**
10785

Active Ships

All Other Ships***






0

4025



Grand Total Active Alterations




2565

14810

* Should be around 316 - Difference is 41 MSCs that probably shouldn’t be counted, leaving total of 309, not sure of remaining difference 

** 
934

D Alts


1197

AERs


432

K Alts


2

F Alts

*** Recently inactivated ships, Coast Guard or ships under construction not yet    commissioned

Alteration Types:

K
Most complex, FMP funded (SYSCOM)

P
Packaged K alt, FMP funded

D
Type Commander funded installation, FMP funded design, depot installation

F
Type Commander funded installation, FMP design funded, IMA/SF installation

E
Alteration equivalent to  repair (AER), Type Commander funded, no design req’d

Proposed Alteration Scheduling Goals [tied in with Navy Battle Force Alignment (NBFA) initiative (D-30)]:

D-30/A-14 

SHIPALT tasking & funding

D-29-27/A-13-11
Shipcheck window

D-28/A-12

Ship assessment milestone

D-27/A-11

SHIPALT Record (SAR) approval

D-25/A-9

SHIPALT Installation Drawings (SIDs) initiated

D-21/A-4

Work Package Integration Conference (WPIC)

D-17 to D-9

Single ship availability window

D-9


FLTCINC Target Configuration Date (TCD)

D = Deployment

D-(number) = Number of months prior to deployment

A = Start of Availability

A-(number) = Number of months prior to start of availability

FMP Readiness Review Approach:

· Develop list of assumptions for the review.  Proposed assumptions follow:

· Intent of review is to help improve current readiness vice capability.

· Intent of review is to help improve FMP process & procedures.

· Review covers FY 01 & 02 FMP.  (May not be able to have much impact on FY 01 because of near term schedule, see Impact of accelerating SHIPALT installations below.)  Thus may want to include FY 03 also.)

· Develop POA&M for overall review.

· Schedule meeting with resource sponsors (RSs) to determine:

· How the RSs select & prioritize the alterations they choose to fund and,

· The tracking of funded alterations by the RSs to execution.

· Obtain listing of all FY 01, 02 & 03 in-service ships (active) - Source SASDT  

· Obtain accurate listing of all existing SHIPALTS - Source FMPMIS

· Review list & delete all SHIPALTS for ships no longer in-service (recently decommissioned, etc.)

· Refine SHIPALT list by active ship class - Source FMPMIS

· Refine SHIPALT list by  currently assigned priorities - Source FMPMIS

· Obtain description of clear priority definitions 

· Obtain description of existing process by which priorities are assigned

· Obtain understanding of rationale for existing priority assignments

· Meet with resource sponsors to obtain understanding of how their priorities are set

· Meet with Fleet representatives on their priority assignment process

· Meet with SPMs on priority process

· Obtain detailed description of all active SHIPALTS (SHIPALT Records) applicable to in-service ships - Source PEOs/SPMs

· Obtain status of all applicable SHIPALTS, i.e. are they sufficiently complete to implement?

· Obtain up to date cost estimates for all SHIPALTS.

· Obtain listing and schedule of all ship availabilities in FY 01 & 02 -  Source FMPMIS

· Obtain current SHIPALT implementation schedule

· Review all applicable SHIPALTS & assign revised priorities in accordance with CNO desires to implement SHIPALTS impacting current readiness vice capability

· Compare revised priority listing with SHIPALT implementation schedule & availability schedules for feasibility of implementation

Questions/Issues:

· What should the product of this review be?  A revised list of SHIPALTS based on revised priorities?  Recommendations for improving the FMP process?

· Are there better definitions of readiness & capability available that would help to better define this effort?

· One of problems with FMP process is that priority setting process & budget process aren’t in alignment & as a result budget doesn’t match priorities & churn results.

· SASDT listing of ships shows total of 341 vice the 316 number.  What ships should be in the 316 number (or deleted from SASDT listing)?

· Should the review include MACHALTS, ORDALTS, etc.? (Understand there aren’t any MACHALTS currently approved in FY 01.)

· Should (can) anyone else other than OPNAV N43 be involved in the review?

· Can the schedule be extended (past 30 September)?

· FMPMIS not user friendly, will need assistance setting up special FMPMIS runs to get necessary data.

· How does this review fit in with the Navy Battle Force Alignment initiative (D-30) that requires all changes to be installed by D-6?

SHIPALT Categories:

1.  Safety & mandatory - Alterations required to provide a ship which is safe, mobile & capable of supporting future modernization.  Also includes those mandatory requirements imposed upon the Navy by outside agencies.

2.  Reliability & maintainability primary mission areas - Alterations which provide significant increases in reliability & maintainability of installed primary mission area systems/equipment.

3.  Primary mission system modernization - Alterations which provide increased capability in combat mission(combatant ships), primary mission (non-combatant ships), ship survivability  & self protection areas.

4.  Reliability & maintainability secondary mission areas - Alterations which provide significant increases in reliability & maintainability of installed secondary mission area systems/equipment.

5.  Secondary mission area modernization - Alterations which provide increased capability in secondary mission areas.

6.  Mission support - Alterations which are required to provide support to primary & secondary mission areas & are not included in the above categories.

FMP Initiatives:

· Established FMP Policy Implementation Conference co-sponsored by OPNAV N43 & NAVSEA 04 to identify FMP customer requirements, improve FMP processes & practices & standardize FMP policy implementation for all FMP users.  Accomplished, in part, through:  

· Identification, discussion &resolution of FMP process/policy deficiencies

· Implementation of improvements to the FMP process through consensus of                FMP process users     

· Identification of proposed changes to FMP policy to OPNAV 43

· Identification, prioritization & implementation of FMP customer identified improvements to the FMPMIS

· Identify, establish &/or revise FMP planning practices & processes through standardization of FMP policy implementation & adoption of more cost effective and efficient measures to plan, schedule & execute the FMP planning process

· Recommending AIS procedures, guidelines & metrics to support process improvements

· Identifying & prioritizing application of AIS advances to standardize, streamline & improve processes agreed to by the FMP Policy Implementation Conference
· Identifying, establishing &/or revising FMP logistics practices & 

    
processes through standardization of FMP policy implementation & 

     
adoption of more cost effective & efficient measures to identify, 

     
procure & manage FMP material & ILS support

· Coordinating the identification, collection & analysis of FMP policy & process metrics

· Teaming to establish procedures to baseline measurements & ascertain the efficiency of the processes & quality of products developed through the FMP Policy Implementation Conference

· Identifying & analyzing best practices from the acquisition & maintenance community.   Making recommendations for their adoption as standard practices via the FMP Policy Implementation Conference

· Recommending policy changes relating to process improvement 

· Develop a process for accomplishing all AIT installations during a single (CNO) availability.

· Develop an exception process for the accomplishment of emergent alterations.

· Integrate FMP/D-30 processes to a single process that supports modernization and Battle Group Interoperability requirements by FY 05.

· Establish Navy Data Environment (NDE) standards for all data in data fields, including associated business rules, by March 00.

· Improve communications with the Fleet.
· Develop and implement FMP training plan by Feb 00.
· Ensure FMP funding is identified and supportable through thorough and justifiable definitions of requirements (show impacts of cuts).
· Establishment of the Alteration Management Planning Office to provide an end to end integrated alteration management …way of life.  One team - One process.  

AMP goals are:

· In partnership with alteration suppliers & customers, generate a single 
authoritative source of information on all alterations, designate those that
are mature & ready for installation, & make that & other relevant
information available to appropriate stakeholders.
· In conjunction with FMP policy, establish & maintain a method for 
implementation of policy & process revision requirements for alteration
planning & installation.
· Develop a highly functional communication & execution process between
the AMP Office & Regional Maintenance & Modernization Coordinating Offices (RMMCOs).
· Analyze & trend alteration planning & installation metrics & feedback for
continuous process improvement.
· Develop & maintain a responsive Communication Process between
the AMP Office, alteration suppliers, & other upper echelon commands.
Impact of Accelerating SHIPALT Installations:

When an alteration is accelerated or moved to the "left" & the planning schedule is compressed, the following may occur:

· Long Lead Time Material (LLTM) requirements may not be met.  Some equipment will not be available at all.  Some material may have to be specially ordered expedited at a higher cost to ensure timely delivery or diverted from another ship.

· Some designs may not be complete in time.

· Some designs may be completed after the usual planning milestones, increasing production risk/costs.

· If moved to an earlier budget FY, funds have not been budgeted for the effort, in which case something previously budgeted must be deferred.

· Lessons learned from previous installations may not be fully implemented.

· Some ILS may not be available at the end of availability (EOA).  In these cases interim support must be put in place at additional cost.

· If one or more of a number of closely related/integrated SHIPALTs within an availability are added or deleted, costly redesign efforts to reintegrate the remaining SHIPALTs & other alterations could be incurred.

· When a SHIPALT is added late in the planning process additional funding must also be made available.  If "new" funds are not added to the program something originally programmed must be deleted as compensation.  

· Much of the funding obligated in previous years in Advance Planning Funding & DSA for the deleted SHIPALT are very likely to be lost ("non-recoverable").  Even if funding is provided, the abbreviated planning "window" is analogous to an acceleration & may at worst result in additional "non-recoverable" costs for an ultimately inexecutable SHIPALT.  

· SHIPALT deletions resulting from other additions also directly affect the FLTCINC/TYCOM repair programs, since they will not have budgeted funds to maintain or repair an equipment or system due for replacement by a SHIPALT.  When the SHIPALT is canceled the FLTCINC/TYCOM must plan & fund the repair of the existing equipment, & incur a increased share of the prorated costs. Since a great deal of SHIPALT material must be ordered 18-24 months in advance of installation, deferral of a SHIPALT within this "window" will incur "non-recoverable" costs.
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