FLEET MODERNIZATION PROGRAM (FMP) POLICY IMPLEMENTATION CONFERENCE

26-28 JANUARY 1999

CONFERENCE MINUTES

The following is a synopsis of the discussions from the FMP Policy Implementation Conference held at the Crystal City Holiday Inn 26-28 January 1999.  The first section summarizes the FMP Conference discussions held during the first morning.  The next sections address the individual subcommittee discussions starting with the Executive Steering Committee (ESC).  The final section summarizes the comments made to the FMP Conference attendees during the wrap-up session of the final afternoon.

26 January 1999 - FMP Policy Implementation Conference Discussions

a. Ms. Barbara Thomas, NAVSEA 04M31, opened the conference welcoming approximately 175 FMP participants from 42 activities to the second FMP Policy Implementation Conference.  She gave the administrative details of the conference and meeting logistics.

b. Mr. Patrick Haney, Maintenance and Modernization Process Division, NAVSEA 04M3, restated the purpose of the joint OPNAV N43/NAVSEA 04 FMP Policy Implementation Conference as:  Identify FMP customer requirements, improve FMP processes and practices, and standardize FMP Policy Implementation for all FMP users.   Mr. Haney also noted that the FMP will work to identify ways that the Navy’s information infrastructure can be combined and standardized to provide ease of use to a wide variety of customers while concurrently utilizing synergies to save Information Technology (IT) and Database Management costs to the Government.

c. RADM Klemm, Director Industrial Capability Maintenance Policy and Acquisition Logistics Division,  described the major issues affecting Fleet Modernization that should be considered in future actions and planning: Technology Acceleration, Battlegroup (BG) Interoperability, Total Cost of Ownership, and Competition for Resources. 
      Technology Acceleration

· Revolution in the Concept of Operations






New Hardware



New Possibilities

· Slow Planning, Programming and Budgeting System (PPBS)






Rapid Obsolescence






Interface Problems (Systems Integration and Platforms)






Circumvention of Normal Processes






Fielding of Unsupported Equipment

BG Interoperability

· Linkage to PPBS



Upgrade BGs versus Upgrade Platforms so that Systems are integrated for the Mission





Stabilize BG Composition




RADM Klemm stated that we “must all work on the same sheet of paper.” 

· Realistic Requirements Determination



NAVSEA Manages the Process

OPNAV N43 wants Results



Products will be Acceptable and Useful

· Consider Systems Support

New Systems must be able to be served by support systems (e.g. HVAC, Water, Power,  etc.)

Note:  Everything we do now is based on Platforms.  We must have systems to integrate the Platforms.  Installation priorities for K and D Ship Alterations  (ShipAlts) need to be by BG versus Platform to ensure smooth Operability of the BG.  PPBS needs to change to permit us to deal with the problem at hand.  There is enough money to ensure Operability of the BG, but not enough for Fleet Modernization at this juncture.

Total Cost of Ownership (Life Cycle Management)

· Design Determines Cost



        Condition Based Maintenance (CBM)

Must detect degradation before it occurs by use of Diagnostics and Predictive     



    Maintenance (versus Time Based Maintenance)


     Reliability

· Configuration Control also Determines Cost

Component Inventory

Warehousing of Parts, Tools, Documents

Breadth of Skill Base

Note:  We must all find the means of interchanging systems for simplicity, minimizing inventory cost, and minimizing cost of waste due to obsolescence and aging.  Future Configuration Control to be used as a means to reduce infrastructure.

Competition for Resources

· Consider Platform Life Extension

· Modernization Process must maintain Configuration of Systems and Components (e.g. the Design Basis)

· Many people in the Government know the PPBS Process. The likelihood of changing the PPBS Process is low.  New initiatives must not displace the current PPBS Process, but complement it.

· NAVSEA 05 is “Re-Engineering” Processes to better support BG Interoperability.

d.   Mr. Dan Jensen, NAVSEALOGCTR Detachment Pacific,  presented the Fleet Modernization Program Management Information System (FMPMIS) Re-host Initiative.  He presented the current client connectivity and the current server configuration.  The proposed architecture consists of an Oracle 7.3.3/Sun5500 Database with a Web Server – Interserve 8000; Silverstream; NAVSEA Hq Certificates with a Secure Socket Layer and a Client IE 4.0/NET Scape 4.0 with a J-Runner (Silverstream).  He stated that FMPMIS has been Y2K self certified; however, NSLC Pacific will conduct an independent Y2K test for Level I certification.  The test is scheduled for February 1999.  




The Maintenance/Logistics Data Flow will Change CSMP configuration.  Systems for consideration are:  CDMD-OA (SCLSIS); AIPS; FMPMIS; NWPS; NAVICP/Parts/Material and NMDB.


The schedule to Re-Host is as follows:




FMPMIS Database Review 

Dec 98 – Feb 99




Program Module 



Feb 99 - May 99




Execution Module


May 99 – July 99




Logistics Module



Aug 99 – Sept 99

The FMPMIS Re-Host will reduce software support, integrate with NAVSEA Data Environment (NDE), improve supply support for alterations,  and improve Battlegroup configuration management.   An alteration will always be installed with configuration and supply support, common architecture and lower system support cost. 

e.  Planning Subcommittee Action Item Review/Status:   


Mr. Andy Estock & Mr. William Thomas, SUPSHIP Portsmouth, presented the status of Action Item 8/98-P-20, The D-30/FMP Process Reconciliation Working Group. They presented a graphical representation of the two process timelines overlaid on the D-30 BGI certification process and recommended that the FMP milestones associated with each timeline be adopted to support the BGI certification process.    Based on the working group discussions,  with representatives from SEA 013, it was concluded that the processes are supportable by the budgeting process.  The working group further concluded that the efficiency of this support is significantly  enhanced when certain conditions are met.  These conditions were recommended, which if adopted,  will significantly enhance the supportability of the FMP and BGI processes by the budget process. 


Mr. Christ Christensen, FTSCLANT, presented the status of Action Item 8/98-P-17 -  The AIT Process/Policy Working Group.  The AIT Working Group task is as follows:
“AIT Working Group review the current AIT policy guidance - determine problems and develop a POA&M to solve them by 1 Nov 98.  Further review AIT documentation by 1 Jan 99.  Provide a draft AIT policy document by 1 April 99.  Ensure policy is uniformly applied across the SYSCOMS and define AIT technical installations qualifications, who should have AIT contracts and reporting requirements.”

The AIT Working Group met four times to discuss and work-on this action item.  The team composition included over 40 participants from a variety of organizations including:  RSG/Ingleside, NSLC N51, C-HET Norfolk, FTSCLANT, FTSCPAC, NAVAIR PMA, Bath Iron Works, PMS 400, PMS 444, SPAWAR, NAVSEA 392, PEO TSC, NAVSEA 91K4, SEA 02, PEO MIW PMS 303, Ingalls Planning Yard, SUPSHIP San Diego, SUPSHIP Bath, NSWC Port Hueneme, CNSL &  NAVSSES. 

AIT Process/Policy Committee Status:


a.  Conducted review of current AIT policy guidance.   Developed POA&M prior to 1 Nov 98.

b.  In the process of updating various documents to be provided to ESC for review.

     c.  Committee recommends that a “new” AIT Policy is not needed if current AIT Policy Documents are updated and enforced.

f. Automated Information Systems (AIS) Subcommittee Action Item Review/Status:  Mr. George Brush, NCTS-W, presented the status of each action item from the previous conference.

g. Logistics Subcommittee Action Item Review/Status:  Ms. Patricia Schwarz, NAVICP-Mech, presented the status of each action item from the previous conference.

h.   RADM Combs, Deputy Commander, Logistics, Maintenance & Industrial Operations Directorate, challenged the FMP Conference Attendees to identify what must be done to fix the broken FMP Process?  Specifically, RADM Combs challenged the FMP Conference Attendees, the ESC and the Subcommittees to:

Take Ownership for making the FMP Process better for the benefit of the Navy and the Public.

Directed that the FMP Team identify elements of the Process that need fixing, and to identify improvement opportunities.

Directed the FMP Team to check how the current FMP Process aligns with the D-30 Process regarding scheduling of ShipAlts in support of the BGs and appropriate Configuration Control.

i. Systems Engineering Approach to FMP – Mr. Jim McDonnell, NAVSEA 05H

The Goal of Systems Engineering Approach to FMP, is to develop a process that balances cost, schedule

and performance requirements at the Battle Force (BF) and Warfare Area levels. The BF is the Sum of the individual BGs. Too many ShipAlts introduce peripheral operational problems in Platform Systems and equipment.   He noted that the Acquisition Community is currently Product Focused while the Customers (Fleets) are Mission Focused. Guiding Principle – make CINCs happy.

j.  Integrated Warfare Architecture (IWAR) – CDR Alan Moser, OPNAV N81, presented the overview and status of the IWAR Initiative.  The IWAR is an accelerated Long Range Planning Objective, which will focus on capabilities vice systems and platforms.  Earlier “up-front” program guidance adds program stability, enhances sponsor/vendor cooperation and strengthens linkage between strategy, capabilities, and resources. 

· Strategy (N51) / Programming (N80) / Planning (N81) / Budgeting (N82)

· Provide Services P&OM Guidance
Top Down PO&M Development

Early FLTCINC Involvement

Integrated Across Warfare / Support Areas

Link Capabilities with Resources

Identify Cost / Capability Tradeoffs




-PPBS: Low Hanging Fruit / Horizontal Cuts to Meet Target.




-PPBS: Maintain Advantages / Long Term Perspective
· Determines What Capability is Enough in Terms of Application and Cost
Warfare Areas

Maritime Dominance


Deterrence (Strategic/Forward Presence)


Power Projection (Strike/Littoral Warfare)

Air Dominance (Air Superiority / Missile Defense)
Framework for Measurement


R = f (r, c) where:





r = readiness (Operational Capability, People, Maintenance, Supply, Training





c = capabilities (CVBGs, CVWs, ARGs, MAGTFs)


Issue:   N8/N81 are not sure if IWAR Guidance will identify needed ShipAlts

This concluded the agenda for the first day’s open session portion of the Conference.

26 January 1999 – Executive Steering Committee (ESC)  - Briefs

The following briefs were provided to the Executive Steering Committee (ESC) during the afternoon session on 26 January.

a.   CAPT Wetter , CINCLANTFLT, addressed the following to the ESC:

· Standardizing Databases

AIS Subcommittee to standardize and assign “Owners” for the Databases

NAVSEA 04 to be responsible for this, and to identify synergies by consolidating databases






-Too many different databases now in use

- Consolidating and standardizing databases will allow good Configuration          






   Control and allow good return on  dollars spent






-Need single Maintenance Database Policy with multiple feeders

-Database locally maintained by appropriate links using a standardized     program (like Excel)

· Impact of Limited Resources on Availabilities




   CNSL Availabilities that are being cancelled or descoped are increasing substantially




  3 in FY 95  26 in FY98 (approaching ½ of total availabilities)

· Beginning to affect fleet readiness and systems reliability.  Impact of missed SRAs is becoming acute. “Bow wave of  non-completed Availabilities exists.”

· Solution: Zero Sum Game - Must balance Maintenance with Modernization






Strict Gatekeeping Required






Teaming - Fleets and Systems Commands






Restore Maintenance Funds






Do more incremental Alterations






Partial installs versus repairs

b.  ShipAlt Churn and Cycle Time Reduction – Mr. Al Lee,  PEO TSC/PMS 400F

During the NAVSEA Initiative #3, the target was to cut Cycle Time Reduction to 50%.  Cycle Time has been cut from A-36 to A-24, and then to A-18.  The shorter cycle time which gets design completed much sooner ensures more alterations in which design is started is actually installed; however ShipAlt Churn continues to be a major cost item.  Churn has been reduced but not eliminated.

27 January 1999 – Executive Steering Committee (ESC) Briefs/Discussions

a.  Joint Calibrations and Logistics Support (JCALS) Mr. Dan Cross-Cole, NAVSEA 04L &

Mr. Shown Magill , NAVSUP 

· Focus on support on infrastructure capabilities

Defense Information Infrastructure Common Operating Environment

· Capability to manage data between NAVSEA users

· Working to standardize on Web Based System (Non-Classified only at this juncture): www.navy.jcals.com
b.  Navy Battleforce Alignment (NBFA) Initiative – Mr. Abbas Razavian, NAVSEA Process Analysis 


Improvement Group (PAIG)

The goal of the NBFA Initiative is  to align activities to ensure delivery of fully functional Navy BF where needed at an affordable cost.  

Purpose is to deliver capabilities (not equipment) to a Navy BF

Ensure fully functional and operable BGs (communications, integration, links)


   

BGs are a subset of a BF

Integrates FMP / PPBS / CM


  

Interoperability needs to be designed into systems


   

Need clear priorities and ownership

Enablers




Budget funding by capabilities versus equipment (e.g. N81 via IWAR)




Technology automated with sole virtual database




Standardized metrics

Composition and timing





Participants are CINCs, OPNAV, PEOs, NAVSEA, NAVAIR, SPAWAR et al





Schedule for consensus and teambuilding: 3/15/99 - 5/1/99





Proposal for comments by Senior Management , Executive Steering Committee

c.
Pilot Program for Proposed ShipAlt Tracking on Surface Ships




Fleet concerned with inadequate ShipAlt Tracking







Cannot identify completed or approved ShipAlts







No method to identify ShipAlts under consideration







Are TMA / TMI problems being fixed?



Limited coordination of ShipAlt plans and ship availability schedules



The Pilot Program for Proposed ShipAlts will:

Purpose is to let Engineers / Program Managers know of design changes being developed or contemplated (K Alts, D Alts, AERs, etc.)

Designate “P” for Proposed ShipAlt.   No advance purchases of materials authorized,    it is only to identify Proposed Alterations affecting various platforms (e.g. BGs)

Communications between LANTFLT, PACFLT, INSURV necessary to agree on  required maintenance and inspections

NAVSEA AER List / TYCOM AER Lists must be equivalent (Configuration Control Problem unless this is done)

Recommendation:  Find a good SHIPALT database that the Fleet can use.

The pilot program is in abeyance pending the results of the PEO EXW Team which is tasked to look at the SHIPALT Process.  The ESC tasked this team to include the pilot program recommendation in their review of the SHIPALT process.

d.
ESC Agreements/Resolutions




1.  The ESC to meet and develop a strategic vision and goals.  Note:  OPNAV N43  to  kick- off strategic vision and goals via ‘e’ mail.



2.   Subcommittees to develop FMP Metrics to measure performance and progress.

3.  Encourage  NAVSEA O3, NAVSEA 05, N6, SUBMEPP et al to have representation on FMP  Subcommittees.

4. Communications with Subcommittee will be streamlined and enhanced to improve efficiency and encourage teamwork.

5. Briefing by ESC and Subcommittees on major initiatives each day of  future FMP Conferences.

6. Subcommittees to formalize Working Groups and develop a  POA&M for initiatives and issues.

7. SEA04M1 noted that the AIS Subcommittee would function as the Change Control Board for future FMPMIS upgrades and changes. FMPMIS Long Term enhancements will need to be routed through the ESC for concurrence.

8. Pilot Program to go to the PEO EXW SHIPALT Process Working Group which is chaired by 

Mr. Joe Sampugnaro.




9.  Work to formalize subcommittee participation i.e., official member participation in each 




     standing subcommittee.

e.   Outstanding Action

1. ESC to provide more active participation in subcommittees

2. PEO EXW, Joe Sampugnaro, include the Pilot Program for Proposed ShipAlts (including

Proposed Pilot Program letter) in the SPM SHIPALT Process Working Group.  The task is to examine the current process to ensure early TYCOM review/input is provided in the SHIPALT Process. The Working Group to include representatives from TYCOM s and SPAWAR. 

27-28 January 1999 – Notes from briefings to the Executive Steering Committee (ESC) from Subcommittee (Action Items defined in Action Item Matrix).

Planning Subcommittee

a.   Conclusions: What’s Broken

FMP Process Needs Improvement / Streamlining




Reduce Process Time




Increase Flexibility




Work Flow Management versus Queue-Time

JCF / SAR Process




Not Timely, Not Standard in Execution




Working Group Established to Review, Streamline, Re-Engineer Process

Process Discipline / Enforcement




AIT Policy Working Group




Metric Subcommittee Proposed

Need to Adapt to BF Concept




D-30 Milestone Reconciliation Working Group Made First Steps

Agreed on Basic Timeline

Added New Milestone for Ship Assessment to Give Visibility









Need to Add Budgetary Milestones

b. Conclusions: What’s Right

Basic Process Sound



Needs Continual Improvement

Getting Work Done Despite Extreme Budget Pressure

Process Can Adapt to BG Concept

High Level Visibility and Commitment Helping to Focus Efforts

Communications and Teamwork Good

IPT Framework Working

c.  Actions:

· Incorporate requirement to report to the Program Managers and SEA04M the non-recoverable costs associated with any ShipAlt that is cancelled in response to an Alteration Change Notification.

Automated Information Systems (AIS) Subcommittee

a. Conclusions:

Problem #1:     FMPMIS is the official FMP database – other FMP supporting databases should be incorporated into FMPMIS.

    Action  #1:  Working Group to Identify and Review Existing Data Deficiencies





     Find Appropriate Authoritative Sources of Data





    Define Standards and MOA’s for Data Up Link

Problem #2:  Official FMP System Being Re-Hosted.  User guidance is required in the oversight of this  endeavor.

 Action   #2:  User Liaison Group to be established to monitor progress and ensure that baseline plus user recommended enhancements are present. Will also monitor technical and functional progress to ensure acceptable user standards.

Logistics Subcommittee

a. Conclusions:

ILS


A-15 ILS Information Sheet Inconsistencies


Standardize ILS Information Sheet

Available Electronically

Material


Incorporate Existing IFSG

Navy/DLA ICPs

    Expanded to Include:

Carriers

SPAWAR (AITS)

Submarines


Next Meeting of the IFSG is 2-4 March 1999 at Ingalls Pascagoula

Churn Impact


Biggest Problem Identified at this Juncture


Impacts Every Area of logistics


Cost to the Navy is Probably Significant

Work to Quantify

D-30 Working Group

New Working Group established to Identify how Logistics Procedures can be Improved to be more Efficient.

28 January 1999 – FMP Policy Implementation Conference Closing Discussions

a.
The FMP Policy Implementation Conference closing consisted of a report-out to RADM Combs on  ‘Is the FMP Process Broken?’.  What is working and what needs to be improved.

b.
The Planning Subcommittee reported that the FMP Process is not broken.   The basic process is sound and the work in getting done despite extreme budget pressure.  The process is flexible enough to adapt to the Battlegroup concept.  The high level visibility and commitment is helping to focus the efforts.  Communication and teamwork among the FMP participants is good.

Improvements in the process should be made to reduce process time, increase flexibility and work flow management versus Que time.  The JCF/SAR Process is not timely, and is not standard in execution.  A Working Group was established to review, streamline and re-engineer the JCF/SAR process.   Process discipline and enforcement needs to be improved.  The process needs some changes in order to adapt to the BGI concept.  A metric subcommittee has been proposed.

c.  The Logistics Subcommittee  reported that the FMP process is working.  The improvement which they are working are:  Established three new Working Groups; (1) Material  - expanding the EFSG to include Carriers, SPAWAR (AITs) and Submarine; (2) Churn Impact – impacts every area of Logistics, the cost  to the Navy is probably significant;  (3)  D-30 – working group to identify how logistics processes can be improved to be more efficient and effective.

d.
The Automated Information Systems(AIS)  Subcommittee stated two major problem areas which needs improvements:  (1)  Various Non-Official FMP Databases – they tasked a working group to identify and review existing data deficiencies – to find appropriate authoritative sources of data and to define standards and MOA’s for data uplinks.  (2) TheOfficial FMP Information System is being re-hosted.  Oversight of this activity requries user guidance.  A User Liaison group will be established to monitor progress and ensure that baseline plus user recommended enhancements are present.  The group will also monitor technical and functional progress to ensure acceptable user standards. 

e.
Mr. Patrick Haney provided the closing remarks in which he thanked the FMP participants for their attendance and work in the subcommittees.  He stated that at this conference we have heard Admiral Klemm and Admiral Combs discuss change.  The Navy is undergoing a shift in FMP philosophy – Equipment Centric to Platform Centric to Battleforce Centric to Network Centric.  The last meeting addressed issues related to “fixing” current system/processes to be more efficient and effective; this meeting addressed issues regarding “changing” system/processes to accommodate new initiatives (BGI). He reported that the conference has a unique opportunity to act as the Navy’s agent for change in FMP.   Since the conference is sponsored by OPNAV 043 and NAVSEA 04, we have the authority to act.  The knowledge, experience, and expertise of  the conference membership provides the capability to act.   Since the changes in FMP affect our daily lives, the conference membership has the motiviation to act.  As the Navy’s agent for change in the FMP, the ESC needs a strategic vision and tools, including resources, authority, and direction.

f.   The next conference is scheduled for 8-10 June 1999 at the Naval Amphibious Base, Coronado Club, Coronado, California.
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