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· THANK YOU FOR THAT KIND INTRODUCTION.  GOOD MORNING AND WELCOME TO THIS FLEET MODERNIZATION PROGRAM POLICY IMPLEMENTATION CONFERENCE.  TODAY WILL BE FILLED WITH IMPORTANT DISCUSSION, AND IT'S A PLEASURE FOR ME TO BE GIVEN THIS OPPORTUNITY TO PROVIDE OPENING REMARKS.  YOU HAVE A ROBUST AGENDA SPANNING THE NEXT THREE DAYS, AND ITS IMPACT WILL REVERBERATE INTO THE NEXT CENTURY.
· WINSTON CHURCHILL ONCE SAID THAT: "IF YOU HAVE AN IMPORTANT POINT TO MAKE, DON'T TRY TO BE SUBTLE OR CLEVER.  USE THE PILE DRIVER.  HIT THE POINT ONCE.  THEN COME BACK AND HIT IT AGAIN.  THEN HIT IT A THIRD TIME; A TREMENDOUS WHACK." 
· INITIALLY, I THOUGHT THAT I MIGHT NOT BE THE BEST PERSON TO KICK-OFF THIS CONFERENCE.  THEN I LOOKED AT YOUR CHARTER AND ACTION ITEMS FROM THE LAST CONFERENCE, AND THOUGHT THAT AS AN END USER, AS AN EMPLOYER OF THE CAPABILITIES WE ARE PROVIDED, I WAS PERHAPS JUST THE RIGHT PERSON; ALTHOUGH YOU MAY NOT AGREE ONCE YOU HEAR WHAT I HAVE TO SAY.
· SO, I HAVE COME HERE TODAY TO "WHACK" MY POINT.  TO PROVIDE MY END USER'S VIEW.  THERE IS MUCH AT STAKE.  FUTURE READINESS IS LINKED DIRECTLY TO OUR ABILITY TO TAKE FULL ADVANTAGE OF THE TECHNOLOGICAL REVOLUTION THAT HAS ENGULFED OUR SOCIETY, AND WE HAVE ASSEMBLED HERE TODAY MANY OF THE KEY PARTICIPANTS IN THIS EFFORT.
· I HAVE BEEN ALLOTTED AN HOUR, BUT THESE REMARKS WILL TAKE MUCH LESS TIME THAN THAT, WHICH SHOULD PROVIDE AMPLE OPPORTUNITY FOR A ROBUST QUESTION AND ANSWER PERIOD.
· LET ME BEGIN WITH SOME SOBERING OBSERVATIONS, THE CONSEQUENCES OF WHICH DO NOT REQUIRE THE WIZARDRY OF NOSTRADAMUS TO PREDICT.  IN APPROXIMATELY 15 YEARS, WE WILL HAVE MORE PEOPLE EXITING THAN WE HAVE ENTERING THE WORKFORCE.  IN TERMS OF THE MILITARY, WITH BABY BOOMERS REPRESENTING THOSE BETWEEN THE AGES OF 35 AND 53, WE HAVE ALREADY EXPERIENCED THE EFFECTS OF THIS DEMOGRAPHIC BUBBLE.  OUR RANKS ARE ALREADY SEEING THE EXODUS OF THE LEADING EDGE OF THIS POPULATION GROUP, MEANING THAT OUR POOL OF NEW RECRUITS HAS BEEN AND WILL CONTINUE TO BE SMALLER THAN DURING THE TIME PERIOD SPANNING MOST OF THE COLD WAR ERA.
· ADDITIONALLY, RECENT STUDIES DONE FOR RECRUITING INDICATE THAT THERE IS A DISINCLINATION AMONG AMERICA'S YOUTH TO CONSIDER MILITARY OR GOVERNMENT SERVICE AS A SKILLS LEARNING EXPERIENCE, MUCH LESS A CAREER.
· WE MUST ALSO RECOGNIZE THAT THE PAY GAP IS NOT GOING AWAY.  EVEN WITH THE NEW ROUND OF PAY INCREASES, THE PAY DISPARITY BETWEEN SIMILAR DEMOGRAPHIC GROUPS WITHIN THE MILITARY AND PRIVATE SECTOR WILL BE REDUCED BY ABOUT HALF (UNLESS YOU PREDICT ZERO INCOME GROWTH OUTSIDE OF DOD OVER THE SAME TIME PERIOD - HISTORIC AVERAGE IS ABOUT 3 PERCENT).  
· IN SHORT, OUR PROBLEMS WILL NOT BE SOLVED BY MONEY, AND THEY WILL NOT BE SOLVED BY A NEW ERA OF HIGH UNEMPLOYMENT IN THE CIVILIAN POPULACE.  NOR WILL THEY BE SOLVED BY A SUDDEN WAVE OF AWARENESS AMONG OUR YOUTH OF THE VALUE OF NATIONAL SERVICE.  FISCAL AUSTERITY, SOCIAL TRENDS, AND DEMOGRAPHICS HAVE PUT US BETWEEN A ROCK AND A HARD PLACE, THE IMPACT OF WHICH IS ALREADY BEING FELT.  AT SURFPAC ALONE, WE ARE SHORT OVER 2600 PEOPLE TO FILL VALID BILLETS IN SHIPS, WITH NAVY-WIDE SHORTFALLS EXCEEDING 14,000.
· IF YOU ASSUME THAT THE AVERAGE CREW SIZE IN A SURFACE SHIP IS AROUND 350 PEOPLE, THAT’S EIGHT TO NINE SHIPS OUT OF THE 83 I CURRENTLY HAVE IN PACFLT THAT (USING AN OVERLY SIMPLISTIC MODEL), I COULD DE-CREW TO FILL IN THE BLANK SPACES.  EVEN THEN, I WOULD ONLY TEMPORARILY RETURN TO MANNING LEVELS OF THREE YEARS AGO, IF THAT WAS THE ONLY ACTION TAKEN.   

· OUR ABILITY TO RE-ENGINEER OUR SHIPS TO MEET THE GROWING MANNING CHALLENGE WILL SOON BECOME OUR GREATEST READINESS ISSUE.  WE MUST RE-FOCUS OUR FLEET MODERNIZATION PROCESS TO MEET THE FOLLOWING BROAD CRITERIA: FORCE MODERNIZATION MUST REDUCE MAINTENANCE REQUIREMENTS AND ASSOCIATED COSTS;  IT MUST INCREASE THE RELIABILITY OF EQUIPMENT;  IT MUST BRING SHIPS INTO THE INFORMATION AGE;  IT MUST IMPROVE READINESS AND COMBAT CAPABILITIES;  AND IT MUST ENSURE ADHERENCE TO FEDERAL AND LOCAL LAWS.  ONE OR MORE OF THESE CRITERIA MUST BE MET FOR ANY FMP PROJECT TO SUCCEED. 

· THE FLEET MODERNIZATION PROGRAM MUST DO MORE TO ADDRESS REAL PROBLEMS THAT EXIST TODAY, AS WELL AS PROMOTE THE FLEXIBILITY NEEDED TO ADAPT TO A CHANGING TOMORROW.  "SMART SHIP" INITIATIVES HAVE BEEN A STEP IN THE RIGHT DIRECTION; HOWEVER, WE HAVE TO DO A BETTER JOB OF INTEGRATING NEW TECHNOLOGY INTO OUR SHIPS.  WE MUST DO MORE TO REDUCE THE WORKLOAD OF OUR SAILORS THROUGH INCREASED AUTOMATION AND THE REPLACEMENT AND MODERNIZATION OF MAINTENANCE INTENSIVE EQUIPMENT.  WE CANNOT DELAY ANY LONGER.

· LET ME NOW ADDRESS FOUR PERCEPTIONS MANY OF US IN THE FLEET HAVE TOWARDS THE ENTIRE PROCESS OF FLEET MODERNIZATION: THE FIRST IS THAT SHIP ALTS ARE NOT WELL PRIORITIZED BY FLEET NEEDS; THE SECOND IS THAT MODERNIZATION, LIKE MAINTENANCE, IS OFTEN USED AS A BILL PAYER; THE THIRD IS THAT THE CURRENT AUSTERE BUDGET PICTURE IS OFTEN USED AS AN EXCUSE NOT TO PLAN; AND THE FOURTH IS THAT THERE ARE TOO MANY STEPS INVOLVED IN THE PROCESS. 
· THE FIRST PERCEPTION, THAT OUR SHIP ALTS ARE NOT WELL PRIORITIZED BY FLEET NEEDS OR DESIRES, IS IMMEDIATELY RE-ENFORCED BY DEFICIENCIES WITHIN THE DDG-51 CLASS VAPOR COMPRESSOR DISTILLERS (VCD'S), AND THE DDG-963 ALL ELECTRIC ALTS.  BOTH OF THESE ALTS HAVE BEEN SORELY NEEDED FOR SOME TIME, AND WITHOUT QUESTION, WOULD RANK AS A TOP CONCERN FOR ANY SKIPPER OR CHIEF ENGINEER SERVING ON THESE PLATFORMS.  WHILE THERE IS CURRENT UNCERTAINTY AS TO HOW MANY AND HOW LONG THE DD-963 CLASS WILL BE AROUND, THIS MUST NOT BE USED AS A REASON NOT TO PLAN.  THE PROGRAM MANAGER(S) MUST CLEARLY RE-FOCUS SOME OF THEIR MODERNIZATION EFFORTS TO RESOLVE THESE AND OTHER INITIAL DESIGN PROBLEMS ON MANY OF OUR SHIPS.  USE OF THE FMP PROCESS FOR THIS PURPOSE IS ENTIRELY CORRECT.

· THE NEXT PERCEPTION CENTERS ON TWO FUNDING ISSUES.  THE FIRST BEING THAT ANYTIME WE EXPERIENCE A BUDGET SHORTFALL, MODERNIZATION FUNDS ARE USUALLY REDIRECTED TO OTHER "MORE IMMEDIATE" NEEDS.  THIS POLICY IS SHORT-TERM WISE AND LONG-TERM FOOLISH.  WE WILL PAY AN INCREASINGLY HIGHER PRICE FOR THIS MINDSET AS THE LONG-TERM COMES HOME TO ROOST; HOWEVER, THE TOTAL COST OF THIS SHELL GAME CANNOT BE MEASURED IN DOLLARS ALONE.  THE BURDEN PLACED ON OUR SAILORS COULD PROVE EVEN MORE COSTLY, ESPECIALLY WITH TODAY'S MANNING SHORTFALLS.

·  THE OTHER FUNDING PERCEPTION IS THAT PROGRAMS OFTEN TAKE ON LIVES OF THEIR OWN, WITH EXISTING PROGRAMS DRIVING OUR DECISIONS AS OPPOSED TO OUR DECISIONS AND NEEDS DRIVING THE PROGRAMS.  SUCCESSFUL PROGRAM MANAGEMENT INVOLVES MORE THAN COMING UP WITH THE FUNDS NEEDED TO SUPPORT EXISTING INITIATIVES, IT INVOLVES TOUGH CHOICES.  IT INVOLVES THE ABILITY TO BRING A PROJECT TO CLOSURE, EVEN IF IT COMES AT THE EXPENSE OF YEARS OF PLANNING AND FIRMLY ESTABLISHED INSTALLATION SCHEDULES.  IT INVOLVES THE ABILITY TO MAKE AN EFFECTIVE COST-BENEFIT ANALYSIS.  AND IT INVOLVES THE REALIZATION THAT SUCH AN ANALYSIS MUST INVOLVE FLEET INPUT. 

· THE THIRD PERCEPTION IS THAT BECAUSE WE LIVE IN AN ERA OF DOWNSIZING AND DECLINING BUDGETS, THERE IS REALLY NO NEED FOR A SERIOUS PLANNING EFFORT.  I TAKE A CONTRARY VIEW.  IN AN ERA OF FISCAL AUSTERITY, PLANNING AND PRIORITIZATION BECOMES EVEN MORE IMPORTANT.  SINCE PLANNING IS ALL ABOUT MAKING CHOICES, A LACK OF IT WILL ONLY ENSURE THAT WE MAKE POOR ONES.  ADDITIONALLY, A LACK OF FLEXIBILITY OR AGILITY TO SHIFT PRIORITIES WHEN IT NO LONGER MAKES SENSE TO STICK WITH THE PLAN MERELY COMPOUNDS THE PROBLEM.  WE MUST MAKE THE MOST WITH THE DOLLARS WE DO HAVE, AND BE FLEXIBLE ENOUGH TO SUPPORT THE HIGHEST FLEET PRIORITIES.

· THE FINAL PERCEPTION WITH OUR FORCE MODERNIZATION PROCESS IS THAT IN MANY WAYS IT STILL EMBODIES THE RIGIDITY OF A STALINIST ERA SHOE FACTORY.  BETWEEN THE SHIPS, THE PORT ENGINEERS, THE TYCOMS, NAVSEA, SPAWAR, RESOURCE SPONSORS, A LITANY OF CONTRACTORS, SUB-CONTRACTORS AND OTHER NODES IN THE CHAIN TOO NUMEROUS TO MENTION, WE HAVE CREATED A PROCESS UNABLE TO CONFORM TO CHANGE OR SURVIVE IN A DYNAMIC ENVIRONMENT.  DECISIONS TAKE TOO LONG TO MAKE, OFTEN CONTRADICT EXISTING AGENDAS, AND ONCE MADE, ARE VIRTUALLY IMPOSSIBLE TO CHANGE.

· ONE EXAMPLE IS THE CURRENT FUNDING OF C4I AND IT-21 INSTALLATIONS.  THE INSTALLATION REQUIREMENTS ARE AT ODDS WITH THE SHIPS MAINTENANCE SCHEDULES AS WELL AS WITH THE CNO'S IDTC WORKLOAD REDUCTION STRATEGY.  THE BUDGET AND ACQUISITION PROCESS DON'T MESH VERY WELL WITH THE FLEET'S MAINTENANCE AND TRAINING PLANS.  WE MAY ACCOMMODATE THIS DICHOTOMY IN THE NEAR TERM BY ADOPTING A MIDDLE-GROUND FIX; HOWEVER, WE STILL NEED TO WORK FOR A LONG TERM SOLUTION, ONE WHICH TRULY MEETS FLEET NEEDS.

· THIS CONFERENCE SHOULD RE-GROUP BY EVALUATING THE FUNDAMENTAL REASONS FOR FLEET MODERNIZATION.  WE (NAVY) ARE NO LONGER IN THE BUSINESS OF DOING MORE WITH LESS!!  WHAT WE REQUIRE IS A ROBUST FLEET MODERNIZATION PROGRAM CAPABLE OF THE FOLLOWING: 

· IT MUST ENSURE THE PROCESS SUPPORTS FLEET READINESS.  

· IT MUST NOT BECOME A SCHEDULE DRIVER, IMPACTING OPERATIONS AND TRAINING.

· IT MUST RESPECT POM AND STAND-DOWN PERIODS, AND IMPROVE THEIR INTEGRATION INTO SCHEDULED MAINTENANCE AVAILABILITIES.

· IT MUST SUPPORT OR REPLACE TROUBLED SYSTEMS AND EQUIPMENT.

· IT MUST MAKE INVESTMENTS IN NEW TECHNOLOGY TO MINIMIZE SHIP'S FORCE WORK, IMPROVE HABITABILITY, AND IMPROVE OUR SAILOR'S QUALITY OF LIFE.

· IT MUST GIVE THE FLEET MORE CONTROL OVER THEIR OWN MODERNIZATION PRIORITIES.

· IT MUST TAILOR MODERNIZATION TO THE NEEDS OF THE FLEET AS WELL AS THE CURRENT "THREAT."

· WE RECENTLY EMBARKED ON AN IDTC WORKLOAD REDUCTION INITIATIVE ELIMINATING MANY OF THE ANTIQUATED, REDUNDANT, AND RIGID WAYS IN WHICH WE GROOMED A SHIP THROUGH THE PRE-DEPLOYMENT WORK-UP CYCLE.  THE FUNDAMENTAL PARADIGM SHIFT UNDERLINING ALL THESE REFORMS FOCUSED ON THE NEED TO EMPOWER AND TRUST THOSE CLOSEST TO THE DECK PLATES.  THIS FLEET INSPIRED EFFORT REPRESENTS A SHIFT IN MENTALITY AND A PRACTICAL, PROBLEM SOLVING ORIENTED APPROACH, AWAY FROM THE DESIRE FOR A ZERO DEFECT WORLD, TO A WORLD OF MANAGED RISK. 

· JOHN UPDIKE ONCE SAID THAT: "PERFECTIONISM IS THE ENEMY OF CREATION. . ." 

· I BELIEVE THIS TO BE TRUE, WHICH IS WHY THIS TRANSITION WAS MADE WITH THE UNDERSTANDING THAT ANY ATTEMPT TO CREATE A ZERO DEFECT WORLD WILL NOT ONLY FAIL, BUT WILL ENSURE THE WORST OF ALL OUTCOMES BY STIFLING OUR CREATIVITY, INNOVATION AND DESIRE TO TAKE CALCULATED RISKS.  NOTICE, I AM TALKING ABOUT RISK, NOT CHANCE, WHICH IS AN ENTIRELY DIFFERENT DYNAMIC.  SUCCESS IS AS DEPENDENT UPON PAST FAILURES AS KANSAS PRAIRIE GRASS IS DEPENDENT UPON A GOOD RAINSTORM.  YOU CANNOT ACHIEVE ONE WITHOUT THE OTHER.

· IN OUR EFFORTS TO SOLVE THE SEVERAL PROBLEMS LEFT OVER FROM PREVIOUS CONFERENCES, AS WELL AS THE ONES THAT HAVE SURFACED SINCE LAST JANUARY, THE FLEET MODERNIZATION PROGRAM SHOULD GENERALLY ADHERE TO THIS SAME TRAIN OF THOUGHT AS WE PROCEED TOWARDS THE NEW MILLENIUM.  NOTHING LESS THAN FORCE READINESS IS AT STAKE.

· THANK YOU AGAIN FOR THE OPPORTUNITY TO ADDRESS MY CONCERNS WITH YOU TODAY, I AM NOW OPEN TO ANY QUESTIONS YOU MAY HAVE.
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