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BACKGROUND

The Memorandum for Distribution on the CNO Executive Board (CEB) for Fleet Modernization Program (FMP), dated 6 March 2001, provided several taskings related to improving the FMP.   NAVSEA was designated the lead on the following task:  “Using the concept of operations (CONOPS) approved by the VCNO, provide alternatives and recommendations for  (1) Configuration control management process and (2) “Speed” with respect to the FMP process.” The following issues were identified as areas that could be or have been improved to support the new FMP CONOPS, as well as providing the Configuration Control and speed necessary to support the fast changing requirements for Fleet short term and long term readiness.

DISCUSSION
The issues and recommendations in this Point Paper were prepared, in part, by the FMP Policy Implementation Conference Subcommittees and coordinated by the FMP Executive Steering Committee.  Since 1997, the FMP Conference participants have been working to re-engineer the FMP process.  Conference goals included the need for an improved configuration control management process, as well as decreasing the overall FMP cycle time to provide a more dynamic and flexible process.  The following issues apply.

The Justification/Cost Form (JCF)/SHIPALT Record (SAR) Working Group was chartered to formulate and develop a streamlined process to initiate, develop and finalize the “documents/data” required to authorize ship configuration changes.  In order to ensure a more expedited process and allow more informed decision making up front, the JCF was expanded to provide more information for use at the Configuration Control Board (CCB) and to reduce the need for additional reviews and approvals. The working group concluded that the data required on the existing SAR form is needed but does not require specific signature approvals.  Only the technical description and weight and moment data will be approved, if determined necessary by the SPM at the CCB.  The remaining data will be entered into FMPMIS/NDE Navy Modernization and will be available for use by all FMP users. 

The FMP Cycle Time Reduction Working Group was also tasked to develop a streamlined set of planning milestones that would support the D-30 process, technology insertion and accomplishment of SHIPALTS during a scheduled CNO availability.  Previous guidance required tasking the SHIPALT design development at A-18. which notionally equates to D-34.  The revised milestones require tasking of Ship Alteration Record data at A-14/(D-30 notionally) and tasking of drawing development at A-12/(D-28 notionally).  This cycle reflects the latest acceptable dates to ensure inclusion into a CNO availability.  These new milestones have been approved by the FMP ESC and have been promulgated via NAVSEA letter Ser 04M/057 dated 9 July 2001.  In addition, NAVSEA Tech Spec 310D, which governs AIT installations, has been updated to standardize the process and incorporate the new Alteration Management Planning (AMP) and Regional Maintenance & Modernization Office (RMMCO) functions.

Major impediments to funding flexibility exist, which impact overall process speed, when budgeting and execution are controlled at the equipment level, as is the case with OPN (and WPN and APN, all of which are used in the FMP).  The Financial/Programming Working Group was tasked to explore and recommend alternatives to (1) Improve the process for moving dollars across PEOs; (2) Create an easy method for moving money tied to a procurement; (3) Develop a list of critical DSA items that would benefit from flexible funding from separate DSA accounts.

The Automated Information Systems Subcommittee was tasked to establish NAVSEA Data Environment standards for all data in data fields including associated business rules and to ensure modernization data standards conform to overall NDE data standards.  The integration of NAVSEA and Fleet legacy FMP applications into a single application/database will facilitate the goal of ERP.  

In an effort to improve current configuration control and Integrated Logistics Support (ILS) data and products, the FMP Logistics Subcommittee has developed a standard ILS Certification Plan for use for all alterations.  The ILS Certification Process is predicated upon the timely delivery of a common set of ILS data elements which must be established prior to installation to ensure that all required ILS products are delivered on time and without adverse impact to the Fleet.  The Logistics Subcommittee is developing an NDE-Navy Modernization ILS application that will identify equipment and ship platform alteration impacted ILS products, their development, certification, delivery and follow-up.  This application will improve visibility to the overall supportability status of an alteration to schedulers, the waterfront and the fleet.  Finally, the Logistics Subcommittee has developed and is in process of formalizing a common material management process between DLA, NAVICP, and NAVSEA concerning SHIPALT material support for Navy ships.  The MOA has been signed by DLA Headquarters and is being routed through NAVSEA for signature (first by individual SPMs and then by NAVSEA 04L for final approval). 

The FMP Training Working Group has developed an FMP training plan on the overall FMP process and NDE modifications.  The training plan with multi-level courses is geared for all stakeholders including a specific course for the deck plate sailor.

RECOMMENDATIONS

1.  Incorporate the revised streamlined JCF/SAR electronic document requirements into NDE/ERP.  Agreement on the data elements for each document has been reached.  Business rules need to be developed which will facilitate standardization across the  SPMs/PEOs.

2.  Execute SHIPALT Development using the revised FMP 16 month cycle time Milestones.  The new milestones have just been issued and were developed with the focus on aligning the FMP and D-30 processes as best as possible.  A shorter development cycle will allow quicker turn around and more flexibility; however there will be a small increased risk with design and long lead-time material delivery.   

3.  NAVSEA P-1 Line Structure.  To provide the maximum amount of funding flexibility to meet rapidly changing Fleet and OPNAV requirements, NAVSEA modernization funding should be restructured to the 1-digit OPNAV Sponsor level (N4, N6, and N7).  The current structure of NAVSEA P-1 lines does not support needed funding flexibility due to the extremely narrow scope of individual P-1 lines, the threat of marks from N8 and restrictive BTR rules.  As outlined in the FMP CONOPs, capabilities required for deploying groups would be used to determine the priorities within and across the individual programs.

4.  DSA Standardization. The elements that comprise DSA have been revised to reflect current requirements.  Consequently, the percentage of the installation cost used to estimate the DSA funding requirement needs to be revised.

     
The funding requirement for an alteration installation should reflect the upfront design work, the post-installation configuration management requirements and the industrial cost of the installation.  To reflect this concept, the funding requirements for DSA should be incorporated into the installation sub-head.  The DSA funding line sub-head would then be eliminated.

      
Budgeting for TYCOM Class D and F SHIPALTs should include funding for DSA requirements to reflect the true cost of the modernization.

5.  Provide support for future BAM of the FMP.  The BAM would ensure funding is available for all of the critical alterations and reduce the frequency of cancelled alteration installations do to lack of funding. As such, CINCS, TYCOMS, Numbered Fleet Cdrs should provide input into the prioritization process as proposed in the CONOPS. 

6.  Plan, Budget and Execute the FMP from a single authoritative database, NDE/Navy Modernization, by transitioning from FMPMIS to NDE/NM and incorporating all other “unofficial” modernization databases. Continue developing ILS application that ties fleet modernization to the SCLSIS process.  Continue the planning for the transition of NDE/Navy Modernization into ERP.

7.  Develop, update and provide FMP & NDE Training to FMP participants. With the changes taking place in FMP policy, as proposed in the new CONOPs, and changes in the AIS systems that support modernization, training is of utmost importance.  Course curriculums need to be finalized and instructors identified and trained, facilities secured, schedules developed and advertised, and courses provided.

