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Welcoming remarks made by VADM Norb Ryan, Chief of Naval Personnel.  Points made included:

· Three years ago Navy missed its recruiting goal by 7000 personnel, had the lowest first term retention in 20 years, was experiencing 40% attrition by first termers, and had 5000 gapped billets at sea

· Now that’s been turned around – 

· Recruiting goal is being made and they are ahead of goal – all 31 districts have made goal for the past two months

· Navy re-enlistment rate is the best of all services – 51%

· Attrition has been reduced to single digits and gaps at sea have been reduced

· Operational units are now manned at 97 – 98%

· USS THEODORE ROOSEVELT will be on station over 140 continuous days – a record breaker

· CVBGs are getting their manpower 6 to 10 months before deployment and can deploy two months early if necessary

· Navy has only implemented stop loss on about 2000 personnel, and that will be reduced to about 1000 shortly.

· Reserves have responded well to mobilization

· Major thrust areas:  

· Developing, Shaping, and Aligning the Future Force to Meet Mission Requirements

· End-to-End Transformation of Recruiting and Military Distribution Systems

· Achieving a Sailor-Centric System Design through Transformational Acquisition Reform Initiatives  

· Providing Meaningful, Positive Navy Experience to Sailors and their Families

· Achieving a Technology-based Human Resource System 

· Fully Aligning the Military Manpower and Personnel Strategy into an Effective Navy Human Resources (HR) Strategy

· Strategy questions to address:

· How do we meet recruiting needs as we transition to new environment with higher threatcon and AT/FP requirements?

· How do we balance Active/Reserve mix/workload?

· How do we shape our inventory profiles to stay up with the 21st Century?  (We don’t want to have to depend on any other country.)

· How do we grow a more experienced and technical workforce?

· How do we provide meaningful work for our Sailors?

Mr. William Navas, Assistant Secretary of the Navy (Manpower & Reserve Affairs).
· Need new ideas and techniques from the R&D side, especially for war against terrorism

· $7B aircraft carrier is worthless without the quality people necessary to operate it

· 60% of Navy dollars go to personnel programs

· People are critical force multiplier for readiness and capability

· Some requirements (like high school diploma) need review – Disney hires lots of non-grads who are bright and motivated, but bored with the education system

· Success rests on developing a solid knowledge of the MPT process and the ability to do good analysis of what works and what doesn’t

· Quality equates to customer satisfaction – we need to keep our Sailors satisfied; QOL and QOS matter

· Six key issues for DoN:

· Need to effectively us the Total Force -- require fewer people and make better acquisition/design decisions with people in mind

· Reserve component roles and missions

· Balance automation and people

· Restructure work to use people more effectively

· Shore establishment requirements 

· HSI tools and modern classification schemes

· Interface with personnel process

· Job performance attributes

· Work center organization and command models

· Improve our ability to recruit and retain the right people for the right jobs

· Recruit to retain

· Expand selection criteria

· More flexible career management

· Streamline the recruiting process

· Broaden the recruiting market

· Better understand reasons for joining and leaving

· Improve ROI from our training investment -- look at embedded training, simulators, etc.

· Strengthen recruiter – RTC assignment process

· Execute the “training revolution” technology (Task Force EXCEL)

· Re-examine front-loaded  training

· Strengthen job skill-training linkages

· New system acquisition training

· Outsource training opportunities

· Leadership training

· Civilian training investments 

· Improve force management -- we will have more problems before it gets better as we overcome recent fleet schedule changes and the perturbations to the MPT system they created

· Maximize useful workyears

· Integrated supply chain

· Lengthen tours/reduce PCS

· Manage deployments and I-tempo

· More force shaping tools

· Customer-centered processes

· Alternative career lengths and patterns

· More creative shore assignments 

· Optimize compensation and benefits -- review what is being offered against what will be important to future Sailors – are the right things being offered?  Is pay the best incentive?  We need analysis on the value of portable retirement and healthcare plans.

· Develop and advocate Navy/USMC-unique requirements

· Flexibility in retirement

· Maximize use of discretionary compensation

· Better understand the value of “soft” benefits

· Maximize Sailor choice

· Enhance QOL to effectively meet needs 

· Solve organizational issues that limit our ability to plan and mange effectively.

· Sense of urgency

· Measure performance of people and systems

· Single voice for DoN HR -- better integration and coordination

· Eliminate overlap and duplication

· Plan for the future

· Outcome focused metrics

· Activity-based costing

· HR as a change agent

· How do we proceed?

· Conferences

· Force Management Oversight Council (Co-Chairs: ASN(M&RA), CNP, CMC(M&RA)

· Will include all DoN HR leaders

· Database to share research findings

· Performance measures and leading indicators

· DoN research agenda to focus resources on critical research that gives most leverage

· Take-away:  Strong relationship between HR leaders and researcher is key component of success

RADM Joe Henry (N13).
· Need to develop, shape, educate, and align the force

· End-to-end transformation, from recruiting through distribution needed (Pers 4 forac)

· Sailor-centric system design through transformational acquisition reforms -- HSI and manpower KPP important here; seen as being behind the power curve on this

· Need meaningful positive Navy experience for Sailors and their families

· Need a tech-based HR info system to help manage more efficiently (web-based with intelligent agents)

· Military manpower and personnel strategy to an effective Navy HR strategy

· Identified enlisted strength phasing strategy to “fill the bathtub” and supporting policies

· Want the right Sailor at the right place at the right time -- that means trained
· Majority of “bathtub gap” driven by operational spending

· Gap reduced in FY01 by nearly 4100

· Manpower funding often loses in budget battles -- we need to change how we do program funding to fill at beginning so we can get through the FMAM recruiting dip

· Goal is higher retention to lessen need for more recruits

· Achieved 70.7% reenlistment rate in Jan 02

· Challenge:  retrain Sailors to do other jobs (rates)

· Lateral conversions -- need technology to help display and track, need ROI analysis to see benefits of conversions

· Pay incentives like distribution incentive pay, location SRBs, career sea pay reform

· On-going analyses and research

· Women at sea model

· Officer community studies

· I-tempo model (cost estimating, forecasting)

· Distribution Incentive Management System 

· ROI analysis (to ensure cost efficient decisions and policies)

· Retention and attrition studies

· RMS/PerSMART - Data warehouse with new retention and attrition measures

· Officer management

· Enlisted endstrength

· Compensation

· Where we need help

· Behavioral analysis (measure feelings, morale, etc. – tough to quantify)

· Recruiting, retention, distribution behavior

· Understand/quantify factors affecting behavior

· ROI analysis

· Evaluate/justify cost-effectiveness of programs and policies

· Quantify readiness impacts and QOL factors

· Need more resources devoted to research, analysis, and IT support:  

· Fewer people in house, increased demand for analysis, shortage of funding for quick turn-around studies

· Need Comparative analytical model that combines behavioral and ROI analyses into a model and enables tradeoffs between competing programs, policies, etc.

RADL John Harvey (N12).  Brief was entitled “Achieving Sailor-Centric System Design Through Transformational Acquisition Reform Initiatives” and focused on his concepts for better defining and designing future manpower and personnel requirements.

· Goals:

· Short term goal is to change manpower from being an afterthought to being the first thought

· Mid term goal is to transition manpower as a first thought to a concept that invades acquisition programs and institutionalizes HFE

· Long term goal is cultural change

· How do we maximize Sailor capabilities while minimizing cost?

· Bottom line is cost -- manpower as a KPP is part of this; N1 has submitted draft language to establish manpower KPP requirement for all major programs

· Must be able to defend what we do – people are performance enablers, and we must emphasize that

· MPT in Acquisition

· Decisions made early in design impact costs that run the entire lifecycle and drive TOC

· Manpower and personnel managers must work in partnership with program sponsors, System Command developers and industry to ensure life cycle costs reflect manpower and training requirements early in program development.  This analysis should be completed before any technology is considered for implementation as part of a DoD or Navy system.

· Crewing concepts, training system plans and manpower requirements must be determined and approved for every acquisition program
· 40 to 60% of TOC stems from MPT costs

· Manpower is not receiving sufficient priority in the acquisition process – implications are not fully identified, addressed, or resourced

· In the past, manpower was considered an unlimited resource

· Culture has fostered “can do” attitude so commands try to do the mission with what they have rather than with what the need

· Need an HSI definition that will work as a KPP

· N1 does not have mandated authority to require manpower to be addressed early in the process

· No compelling requirement or enforcement mechanism exists, therefore there is no incentive to fully plan for manpower implications and Requirements Officers, Resource Sponsors and PMs have little incentive to make manpower a high priority.  
· Executing a program requires trading-off cost, schedule and performance against all operational capabilities.  Technical requirements that are key design drivers or perceived to be mission critical remain stable, while those perceived to be “flexible” are reduced or eliminated.  In addition, program funds and manpower resources are perceived as being separate.  This reinforces the belief that manpower happens after the system.  That manpower is a design consequence rather than a design driver.
