ISSUE: How to “socialize” the Fleet Modernization Program (FMP) Baseline Assessment (BAM) process to OPNAV N4.

BACKGROUND:
One of the considerations identified in the pursuit of the FMP Executive Steering Committee objective of strengthening the FMP during the PPBS process, is the concept of the FMP being the subject of a separate Baseline Assessment, like Fleet Maintenance (by N43) during the PPBS cycle. The FMP had been the subject of a Baseline Assessment years ago but that policy has been discontinued.


The Baseline Assessment process complements the pre-POM resource assessments of the Integrated Warfare Architecture Reviews (IWARs). It provides detailed, separate assessments of selected programs, which result in Baseline Assessment Memoranda (BAMs) which together with the results of the twelve IWARs are included annually in the CNO Program Assessment Memorandum (CPAM). The CPAM summarizes all assessments and serves as the baseline for N80’s Program Guidance to all Resource Sponsors, for establishment of the six-year Navy POM or Future Year Defense Plan (FYDP).


The Baseline Assessment process steps include:

· Development of detailed program requirements and costs

· Assessment of the requirements and costs for accuracy and validity

· Development of a Baseline Assessment Memorandum (BAM) summarizing the assessment of requirements and costs

· N80 analysis of the BAM with respect to the risks associated with incomplete funding of the total requirement

· N80 provision of Programming Guidance to Resource Sponsors defining the percentage of resource requirements (consistent with the risk analysis) to be applied to the program in the POM/PR

· Resource Sponsors develop POM/PR within the N80 Programming Guidance



DISCUSSION:

1. VADM Amerault, USN, CNO N4, in his 23 August “all hands” meeting on CNO’s OPNAV reorganization plans, indicated that “requirement setting” will be separated from requirement funding, and that N4 will be the “requirement setter” with a focus on fleet readiness. If Fleet Modernization is considered by N4 to be an element of fleet readiness, as is ship maintenance, then the concept of an FMP BAM by N4 would appear to conform to N4’s new charter.

2. Since N4 does not currently perform this function it is likely to impose a new resource requirement for N4/43.

3. The responsibility for defining the requirements of the FMP is already established by OPNAVINST 5420.108A of 29 September 1997. This document defines the Ships Characteristics Improvement Panel (SCIP) of the Navy Review Board (NRB) as being responsible for “centralized formulation and coordination of the Fleet Modernization Program”. The SCIP composition includes all FMP Resource Sponsors (N6, N85-N88) and is chaired by N86. This panel has not met to perform this function. Imposition of the necessity for a formal requirement definition for an FMP BAM would be a positive forcing function for improved FMP requirement definition/coordination. This would benefit NAVSEA and SPAWAR FMP planning by providing an N6/N8 agreed-upon and jointly prioritized baseline from which to plan their respective programs/budgets.

4. The challenges of rapid technology change/refresh requirements and compressed planning milestones of the Battle Group Interoperability D-30 month planning process have imposed a requirement for increased FMP financial management flexibility on the part of the Resource Sponsors. This flexibility is already constrained by N80 Program Guidance, “fencing” maintenance funds as a result of the ship maintenance BAM. Resource Sponsors are unlikely to easily accept additional constraints resulting from an FMP BAM.

CONCLUSIONS:

1. N4 is likely to be favorably disposed to an FMP BAM since it appears to be consistent with the OPNAV reorganization and new N4 “requirement setting” responsibilities. They may need additional personnel resources to do this, but that may already be recognized in the reorganization plans.

2. The more difficult “sell” will be to the Resource Sponsors (N6, N85-N88) who are already responsible for most of the internal Navy FMP budget perturbation and last-minute FMP priority changes and reprogrammings. They have to be convinced that the value to be gained through protecting the FMP from such perturbation, through N80 direction resulting from the BAM, is greater than that to be lost in the financial management flexibility to accommodate BGI issues and contingencies.

3. A reasonable compromise position might be to define different levels of requirements in the FMP BAM and N80 Program Guidance, resulting in N80 “fencing” only what might be termed “mandatory” FMP requirements. This would still leave a share of  FMP requirements to the discretion of the Resource Sponsors, thus imposing minimally upon their execution flexibility.

