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Manpower, Personnel and Training: An Overview

 

Manpower, Personnel and Training (MPT) plays a critical role in the functioning of the Navy (more on the Navy and the role of MPT). 
MPT can be seen as a process beginning with an overall national military strategy. This is translated into a Naval military strategy. 
The Naval military strategy constitutes the key input to MPT processes. The primary output of the MPT process is the degree of "Readiness" attained for deterring threats and/or winning wars. The process requires the creation of documents and the use of information systems. 

MPT: A System Perspective 
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The MPT process is driven by guidelines laid down in OPNAVINST 1000.16J. 

The key aspect of MPT is Manpower Management. According to OPNAVINST 1000.16J (page 6), manpower management is the methodical process of determining, validating, & using manpower requirements as a basis for:
· Budget decisions 

· Determining manpower authorization priorities based on available funding and personnel inventory, and 

· Linking all these factors together 

  

The MPT Function: A Perspective on Size

The table below conveys a sense of the size of the MPT function.
	Total Numbers
	 
	Active Duty Personnel

	Manpower Personnel Navy (MPN)
	$18 Billion 
	 
	Officers
	53,350

	Ships
	316
	 
	Enlisted
	314,450

	Aircraft 
	4,108
	 
	Midshipmen 
	4,000

	Personnel (AD) 
	371,800
	 
	Total: End strength
	371,800

	Personnel (TAR) 
	15,010
	 
	 
	 

	Personnel (SELRES) 
	74,124
	 
	 
	 

	Uniformed Personnel 
	460,934
	 
	 
	 

	Civilian Personnel 
	186,008
	 
	 
	 

	Total Personnel 
	646,942
	 
	Accessions
	57,370


 

 

 

 

 

 

 

 

 

If the portion of the OPNAV staff that executes the 18 Billion dollar Military Personnel Navy (MPN) account is viewed as an organization, where would it place as one of the fortune 500 companies?
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The MPT Organization
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Where in this graph is your organization? 

MPT is for everyone 
As the table below shows, MPT involves everyone in the Navy.
	Role
	Organization

	Manpower programming, personnel and policy
	DCNO (M&P) - N12, N13

	Distribution and assignment
	Navy Personnel Command
Claimants
Sailors

	Recruiting 
	Commander, Navy Recruiting Command (CNRC)
DCNO (M&P) - N13 

	Selection and classification
	DCN (M&P) - N13
Commander, Navy Recruiting Command (CNRC) 
Commander, Naval Education & Training (CNET) 

	Training Management 
	DCNO(M&P) - N13 Commander, Naval Education & Training (CNET) 

	Caring for sailors
	Navy Personnel Command


 

 

While active duty personnel constitute the bulk of the numbers, the role of others, such as civilians and reservists, is critical. In times of high turnover, they provide continuity and stability. 
The Role of Manpower Personnel and Training in the Navy

 

The Modern Navy 

The modern Navy is a dynamic, evolving organization that plays multiple roles and deals with multiple challenges.
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Managing a complex organization 
At any point of time, the Navy has presence spanning the globe. Imagine the communication and logistics entailed!
Manpower, Personnel and Training in the military does not occur in isolation. It occurs in a larger military environment of multiple missions and acquisitions, in a still larger context of national priorities, and an international setting as well. 
Each of these environments is changing and the future is uncertain. Many of the elements of change are familiar headlines. Each of these affects the number and types of people the services will need, the number and quality they will be able to attract and retain, the jobs they will be asked to perform, and the ways in which they will be trained. 

Manpower Requirements

 

Managing Manpower Requirements
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The legal and policy basis for activities in the MPT processes is provided by the OPNAVINST 1000.16J. 
In understanding the Manpower Requirements process, it is important to remember that:
· Fiscal constraints restrict the Navy from authorizing (buying) all the manpower requirements specified 

· Resource Sponsors (N4, N85-88...) must choose amount of mission/workload to fund 

· Claimants (CPF/CLF...) must choose which requirements to authorize (by skill and pay grade). 

 

Manpower Requirements: Sub-processes, Players, Documents and Information Systems 

The overall process of requirements can be described as a combination of sub-processes, players, documents, and information systems.
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Manpower Requirements: Sequence of Tasks

The requirements process starts when resource sponsors for ships, submarines, aviation, etc. (N86, N87, N88…) translate national strategic objectives, Required Operational Capabilities and Projected Operational Environments into unconstrained manpower needs.
The diagram below shows 
The sequence of tasks by which the general mission gets translated into readiness 

The transition from Manpower to Personnel, and 

The role of Manpower Requirements in the entire MPT process 
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Manpower Requirements: Sub-Processes

 

Overview of the Manpower Requirements Process

The requirements process has two sub-processes: determination and authorization.
The manpower determination process conducted by NAVMAC results in a document known as the SMD, FMD, or SQMD, or SMR. The Resource sponsor then provides funding within specific programs for jobs (or RQMTs). 
The next step in the process coordinates the efforts of NAVMAC and TYCOMs, who apply the funding to individual jobs (RQMTs), better known as Manpower Authorizations. The process culminates with the development of Activity Manpower Documents (AMD).
 

MPT Requirements: Players

 

The principal players in the Manpower Requirements process are: NAVMAC, Resource Sponsors, and Claimants.
 

Requirements Documents

 

The Requirements process results in the creation of several documents: 
Activity Manpower Document (AMD) 

Fleet, Ship/Squadron Manpower Document (FMD, SMD, SQMD) 

OPNAVINST 1000.16J (Manual of Navy Total Force Manpower Policies and Procedures) 

Mission, Function and Tasks Statement (MFT) 

Required Operational Capability/Projected Operational Environment (ROC/POE) 
Statement of Requirements (SMR) 

 

Generating Manpower Requirements Documents for the Fleet: A Sequence Perspective
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These documents are created in close interaction with the information systems used for supporting the Requirements process. 

Graphic: Interaction of Requirements Documents and Information Systems
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· NMRS: Navy Manpower Requirements System 
· SQMRS: Squadron Manpower Requirements System 

· TFMMS: Total Force Manpower Management System 

· TMMCA: TFMMS Micro Manpower Change Application 
Activity Manpower Document (AMD)

The Activity Manpower Document (AMD) is the qualitative & quantitative expression of manpower requirements and authorizations allocated to a Naval activity to perform the assigned ROC/POE or MFT statement. AMD is the single official statement of funded & un-funded requirements (manpower authorizations or B/A) for each UIC.
  

Fleet Manpower Document (FMD), Ship Manpower Document (SMD), and Squadron Manpower Document (SQMD)

These documents record Fleet requirements. These are created by NAVMAC. The documents are generated as a result of the Fleet Requirements determination process from scenarios specified in ROC/POE. 
Fleet requirements are documented to standards of 
· Minimum skill 

· Minimum pay grade, and 

· Minimum number of people required to accomplish 100% of a mission in a defined scenario (ROC/POE). 

Mission, Function and Task Statement (MFT)

Missions are concise, unclassified general statements of what the activity is to accomplish. Functions are workload derived from the main elements of an activity’s mission. Tasks are workload accomplished in connection with existing program policy directives or written tasking assignments. 
This is the shore equivalent of ROC/POE. However, unlike ROC/POE (which are developed in association with NAVMAC), each shore command writes and signs its own MFT statement. Shore claimants conduct their own determination/validation of requirements using the MFT statements of individual commands. 
 

OPNAVINST 1000.16J (Manual Of Navy Total Force Manpower Policies and Procedures)

External link: Electronic copy of the document 
(Caution: large file - may take long to download)
The Manual provides policy guidance and procedures to determine, validate, authorize, approve and implement total force manpower requirements and authorizations for Naval activities.
According to OPNAVINST 1000.16J (page 6), Manpower (requirements) management is the methodical process of: 
· Determining, validating, & using manpower requirements as a basis for budget decisions 
· Determining manpower authorization priorities based on available funding and personnel inventory and Linking all these factors together 

 

Statement of Requirements (SMR)

The validated requirements for shore-based activities are displayed in the Statement of Manpower Requirements (SMR). Each claimant is responsible for managing its process of determination based on MFT. Claimants validate and approve quantitative and qualitative manpower requirements for a shore activity. The SMR is the shore equivalent of FMD, SMD, SQMD.
 
Required Operational Capability and Projected Operational Environment (ROC/POE) 

  

Projected Operational Environment (POE)
The Projected Operational Environment is the environment in which the ship or squadron is expected to operate, including the military climate (e.g., at sea, Wartime, capable of 60 days continuous operations at readiness Conditions I & III) 
Required Operational Capability (ROC)
These are constituted by statements prepared by Mission & Warfare sponsors which detail the capabilities required of ships & squadrons in various operational situations. The level of detail sets forth which weapons will be ready at varying degrees of readiness (e.g., perform anti-air warfare with full capability condition of readiness I (24hrs, GQ); partial capability in readiness condition III, (60 days, 8 hrs watch/day). 
Calculating ROC: Two examples 
For the purpose of determining/validating requirements, warfare sponsors ask NAVMAC to use two factors:
· Readiness conditions I and III, and 

· Design capability of systems and equipment installed on board and aircraft or ship 
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· In this illustration, DDG-51 ROC element CCC 6.2, visual communication requires a limited (L) capability at Readiness Condition III 

· This equates to a requirement of one signal team of one operator & one recorder 

· For three Condition III watch sections, we require 6 Signalmen 

· When in-port, use off-watch Signalmen to work one contact 

· Bottom line: the task has a requirement of six Signalmen. In monetary terms, this amounts to $228,000 annually 
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Now, consider a second situation: CCC 6.2(U) Maintain visual communication, with full design (F) capability at Readiness Condition III 
· This equates to a requirement of one supervisor and two signal teams of one operator & one recorder. That is, five watch standers per section 

· For three Condition III watch sections, we require 15 Signalmen. Maintain "Full Design" capability in all Conditions (i.e., also when in port) 

· Bottom line: the task has a requirement of 15 Signalmen. In monetary terms, this amounts to $570,000 annually 

Impact of ROC/POE 
What is the impact of changing Capability from "L" to "F"? 
	Metric Type 
	Number

	Billet difference/skill 
	9

	Ships in the Class (authorized) 
	37

	Life Expectancy/Ship Yrs 
	40

	2000 MPN End Strength Rate
	$38,000

	Life Cycle Cost
	560,160,000


 

 

 

 

 

 

 

· If full capability for visual signaling was mandated for a DDG, the life cycle cost, using 2000 MPN End Strength, would be more than 500 million dollars for an "F" instead of an "L" additional billet 

· As can be seen from this example, care must be taken when writing ROC Elements 
Specifying ROC/POE for a mission can often be a laborious process. It requires extensive communication among warfare and manpower experts. However, the impact of an ROC/POE assessment can be extremely significant. Therefore, if a mission is to optimize manpower, the ROC/POE process needs to be conducted with patience and accuracy. 

Manpower Requirements Determination 

 

A core aspect of the requirements process is the task of determining workload for various activities (e.g., watch stations, maintenance, own unit support). The workload (measured in hours) is converted into requirements by rate/rating. The responsibility for conducting determination is primarily vested in NAVMAC. 

For Fleet-based activities, the determination process begins when Resource Sponsors direct NAVMAC to determine and/or validate requirements using the ROC/POE. Fleet requirements are determined and written to standards of minimum skill, minimum pay grade, and minimum number of people required to accomplish 100% of a mission in a defined scenario (ROC/POE). 

For shore-based activities, shore claimants conduct their own determination/ validation of requirements using the Mission, Function and Tasks Statements (MFT) of individual commands. 
Note that:
· Fleet and shore requirements are determined and validated every two years or as needed 

· Requirements are determined in accordance with the design capabilities of systems and equipment installed on board and aircraft or ship 

· Requirement determination is a "zero based" activity. Existing requirements are not taken into consideration in determining new requirements 

· Requirements validation examines existing requirements, and confirms or changes them as appropriate 

Fleet Requirements Determination Process 
Fleet Requirements: A System View
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Acronyms
· AMD - Activity Manpower Document 
· FMD - Fleet Manpower Document 
· NAVMAC - Navy Manpower Analysis Center 

· NMRS - Navy Manpower Requirements System 
· POE - Required Operational Environment 

· ROC - Required Operational Capability 
· SQMD - Squadron Manpower Document 
· SMD - Ship Manpower Document 
· TFMMS - Total Force Manpower Management System 
 

The determination process for Fleet Requirements entails the creation of the ROC/POE document (brief description of how a ROC/POE document is created). The task is conducted by NAVMAC. 

One of the CNO factors used in the production of manpower requirements, is the Standard Navy Workweek Afloat. This standard accounts for all 168 hours in a week. It is broken down into three broad categories: off time, non-productive work, and productive work. Off time includes personal, messing, Sunday free, and sleep time. Non-productive work includes Service Diversion and Training. That leaves 67 hours available for productive work, such as watch standing and maintenance. 

In a Condition III environment, watch standers are on watch 56 hours a week and can assume 11 hours of other work while non-watch standers perform 67 hours of work. 
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For Fleet-based activities, the requirements determined are displayed in Ship Manpower Documents (SMD), Squadron Manpower Documents (SQMD) or Fleet Manpower Documents (FMD).
 

Shore Requirements Determination Process 

Manpower Shore Requirements Determination Process: A System View
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Acronyms
· AMD - Activity Manpower Document 
· CLF - CINCLANFLT 
· CMAT - CINCLANTFLT Manpower Analysis Team 
· CMFO - CINCPACFLT Manpower Field Office 
· CPF - CINCPACFLT 
· NAVMAC - Navy Manpower Analysis Center 
· PWS - Performance Work Statement 
· SMR - Statement of Manpower Requirements 
· SMRDP - Shore Manpower Requirements Determination Program (Efficiency Reviews) 
· TMMCA - TFFMS Micro Manpower Change Application 
· TFMMS - Total Force Manpower Manpower System 
The shore requirement process is decentralized. Each claimant is responsible for managing its process of determination. Claimants validate and approve quantitative and qualitative manpower requirements for a shore activity. The validated requirements are displayed in the Statement of Manpower Requirements (SMR).

Unlike the fleet, shore requirements are based on peacetime workload. 

In order to determine requirements, shore commands develop Mission, Function and Task (MFT) statements. These statements are the shore equivalent of ROC/POE statements. However, unlike ROC/POE (which are developed in association with NAVMAC), each shore command writes and signs its own MFT statement. 
 

Manpower Requirements: Information Systems
Several information systems play a key role in the Manpower Requirements Process. The following diagram shows how they interact:
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Acronyms
· NMRS: Navy Manpower Requirements System
· SQMRS: Squadron Manpower Requirements System
· TFMMS: Total Force Manpower Management System 
· TMMCA: TFMMS Micro Manpower Change Application
Total Force Manpower Management System (TFMMS) 

 

TFFMS is the single, authoritative repository for 
· Total force manpower requirements
· Active duty Manpower Personnel 
· Navy/Reserve Personnel 
· Navy manpower authorizations, and 
· End strength
TFMMS provides capabilities for storage and retrieval of historical, current, budget, and out-year manpower data. It also provides access to current manpower data for resource sponsors, claimant, etc. 
TFMMS maintains the billet file, as well as SMD, SQMD, FMD, and AMDs.
Manpower Programming

Manpower Programming: An Overall Perspective

Manpower programming is the process by which Manpower Requirements get translated into budgets. The objectives of Programming are the following:
· Match available resources against validated requirements 

· Convert planned requirements into resources needed 

· Develop a balanced Navy Program (POM/PR) for submission to the Office of the Secretary of Defense 

· Defend POM through program and budget reviews 

The process of Programming has a horizon of 5-6 years. It takes several factors into account in formulating the Program Objectives Memorandum (POM):
· From the perspective of Resource Sponsors, calculate estimated costs of personnel, force structure, steaming days, flight hours, and contingencies 

· Specify warfare capabilities desired as well as fiscal constraints 

The perspective of Claimants is considered in translating estimated costs into actual costs. These are contained in the President's Budget Submission (PRESBUD). 
Manpower Programming: Sequence of Steps
The diagram below shows the sequence of steps entailed in the Programming process.
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The Manpower Requirements provide the Navy with a baseline for Planning, Programming and Budgeting (PPBS) for total forces Manpower resources (Active, Reserve Military, Civilians, and Contractors) for supporting the Fleets and Shore establishments under conditions of war and peace. 
 

Single Manpower Sponsor
An important development in the way Manpower Programming is conducted is the evolution of the concept of the Single Manpower Sponsor. The concept envisages the Chief of Naval Personnel (CNP) as the single point of responsibility for oversight of resourcing and manning of all Navy manpower, active and reserve, as well as civilian end strength. The Single Manpower Sponsor:
· Ensures that appropriate numbers of personnel are requested during POM and budget preparation to meet specified levels of readiness 

· Ensures that required funding is available to support these personnel, and 
· Works closely with the Deputy CNO for Resources Warfare Requirements and Assessment (N8) to ensure that manpower and manpower funding do not fall below specified levels of readiness 

The Single Manpower Sponsor is further tasked with assuming a more robust assessment responsibility through close liaison with Resource Sponsors and Appropriation Sponsors through all phases of the PPBS process. It is expected to function as the "honest broker" throughout the PPBS process by taking an adjudication role between various Resource Sponsors. It also assumes the lead role in executing manpower change requests originating at the Claimant level. 
The responsibility of the Single Manpower Sponsor is vested in the Total Force Programming and Manpower Division is assigned as CNO (N12).
 

Manpower Programming: A Process Perspective

The overall Programming process can be described in terms of a combination of sub-processes, players, documents, and information systems.
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Manpower Requirements: Sub-Processes 

The programming process has two sub-processes: Planning, Programming and Budgeting System (PPBS) and End strength.

Manpower Programming: Players

The key players in Manpower programming are: Total Force Programming, Manpower and Information Resource Management (N12), Resources, Warfare, Requirements and Assessments (N8), Resource Sponsors, and Claimants.
Manpower Programming: Documents

The key documents generated in the Manpower Programming Process are the Enlisted/Officer Programmed Authorizations (EPA/OPA), the Future Years Defense Program (FYDP), and the President's Budget (PRESBUD).
 

Enlisted/Officer Programmed Authorizations (EPA/OPA)

Enlisted/Officer Programmed Authorizations (EPA/OPA) are recurring, published documents projecting planned Enlisted and Officer billets for current and future fiscal years (i.e., budget and program years). The numbers are generated using current TFMMS billet and end strength data. All programming issues are reflected in the end strength controls over a six-year plan (FYDP). 
The model for OPA/EPA uses an algorithm to balance billets and end strength. It takes unqualitized end strength controls and produces targets that are specific to grade and skill. 
EPA/OPA provide guidance to Enlisted and Officer strength planners for determining accessions, training, promotions, plans, and retention. Thus, they determine the shape and distribution of the inventory. 
 

Future Years Defense Program (FYDP)

This is the official program that summarizes Secretary of Defense approved plans and Department of Defense programs. It is published at least annually, and updated regularly to reflect budget decisions and reprogramming actions seven years out. 
The FYDP for the Department of the Navy comprises of the current year, the budget year, plus a horizon of five years into the future. The FYDP of the DoD is slightly different in that it also includes the past year.

Manpower Programming: Information Systems

The key information systems for managing the Manpower Programming process are WINPAT and NHBS. The diagram below shows how these systems interact with the sub-processes, players and documents in the Programming process.
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Acronyms
CPAM: CNO’s Program Analysis Memorandum 

EPA/OPA -Enlisted/Officer Program Authorizations 

NHBS: Navy Headquarters Budgeting System 

POM: Program Objective Memorandum 

PR -Program Review 

PRESBUD -Presidents Budget 

TFMMS -Total Force Manpower Management System 

WINPAT -Windows Process Application Toolkit 
 

Resource Sponsors 

 

A Resource Sponsor is an OPNAV organization responsible for an identifiable aggregation of resources that constitute inputs to warfare and supporting tasks. 

A Resource Sponsor's span of responsibility includes interrelated programs of parts of programs located in several mission areas.
Resource Sponsors: A System View
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Acronyms
· AMD - Active Manpower Document 

· FMD - Fleet Manpower Document 

· IP’s - Issue Papers 

· POE - Projected Operational Environment 

· POM - Program Objective Memorandum 

· PR - Program Review 

· ROC - Required Operational Capability 

· SMD - Ship Manpower Document 

· SMR - Statement of Manpower Requirements 

· SQMD - Squadron Manpower Document 

· TOA - Total Obligated Authority 

· UIC’s - Unit Identification Codes
 

Examples of Resource Sponsors for determination of requirements:

	Sponsor
	Resource

	N4 Logistics 
	People, Naval Stations 

	N6 Staffs 
	People 

	N85 Amphibious 
	People, Ships 

	N86 Surface
	People, Ships

	N87 Subsurface
	People, Submarines

	N88 CV/CVN
	People, Planes, Ships


 

 

 

 

 

 

Manpower resource sponsors provide funding to cover the Manpower needs of Claimants. For example, Resource Sponsor N88 (Aviation Warfare) would provide MPN resources to cover 90% funding for USS Nimitz, which the claimant (CPF/CLF) is responsible for choosing.
 

Personnel Planning

The overall process of planning can be described in terms of a combination of sub-processes, players, documents, and information systems.
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Personnel Planning: Sub-Processes 
The planning process has four sub-processes: strength planning, community management, recruiting, and training. 
 

Personnel Planning: Players
Personnel planning involves multiple players. The key players in the domain are: Chief of Naval Education and Training (CNET), Chief of Naval Recruiting Command (CNRC), and N13.
N13 is primarily involved in Manpower Programming, Personnel, and Policies
In the area of Personnel, its primary responsibilities are in Recruiting and Training management (particularly in formulating A School and C School Plans).
N13: A System Perspective
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Acronyms
· DOPMA: Defense Officer Program Management Act 
· NDAA: National Defense Authorization Act 

· NTRS: Navy Training Reservation System 
· SKIPPER: Skilled Personnel Projection for Enlisted Retention 
· SPAN: Strength Planning Accession Navy 
A and C Schools
 

A and C schools play an important role in the training and career progression of sailors.
 

"A" Schools (Basic Training)
Frequency: 
· Annual review of future year planning 
· Monthly monitoring of the execution plan 

Data Requirements:
· EPA by paygrade and rating 
· Inventory projections by rating 
· Women in the Navy Goal 
· School capacity, school length 
· Instructor/student ratio, attrition rates 
· Quota allocation by rating 
Model Support: SKIPPER 
Output: "A" School requirements/"A" School plan
 

 

"C" Schools (Advanced Training)
Frequency: 
· Annually 
· Monthly adjustments 

Data Requirements:
· Billets, Inventory, Strength, by NEC, by paygrade 
· Quota Utilization, Attrition by NEC 
· Projected Billet Authorizations by NEC, by rating, by sea/shore 
Output: Unconstrained and constrained "C" School plans
Chief of Naval Education and Training (CNET)
The breath and influence of CNET's activities is immense. All sailors in the Navy are products of CNET training throughout their careers. 
On any given day, CNET is engaged in the training of 43,800 students. While some of the training is delivered on-site or through advanced technologies (such as VTC, CD-ROMs, the internet), much of the training is delivered at CNET sites across the nation. The training is conducted through 169 activities nationwide requiring 29,635 employees (17,854 military, 4,959 civilians, 6,822 contractors). This translates to an offering of more than 3,400 courses.
CNET: A System View 
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Acronyms
· CNP: Chief of Naval Personnel 

· NITRAS II: Navy Integrated Training Resources Administration Systems II 

· NETPDTC: Naval Education and Training Professional Development and Technology Center 

· RTC: Recruit Training Center 

· NTRS - Navy Training Reservation System 

Commander, Navy Recruiting Command (CNRC)
 

The mission of the Command is to recruit quality men and women for active duty. 
The command is located in four areas and 31 Navy recruiting districts. 
How does the recruiting presence of the Navy compare with that of the other services? As of August 1999, the Navy had 1325 recruiting stations. For comparison, (on the same date) the number of recruiting stations for other services were:
· Army: 1656 stations 
· Air Force: 916 stations 
· Marines: 1387 stations 
Navy: 1325 stations

In FY 99, the Navy opened 177 new full time stations, with plans to open another 45-50 stations in FY00. 


Personnel Planning: Documents

The important documents in Personnel Planning are: Accession plan, strength plan, and school plan.

 

Accession plan: see the role of Enlisted Community Managers.

Strength plan: see strength planning.

School plan: see Enlisted Community Managers.

 
Strength Planning and Community Management
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Community Management
Community management for personnel planning entails the following activities:
· Community management from accession to retirement of personnel 

· Filling current community manning needs 

· Shaping future community inventory 

Community management is closely interlinked with another Personnel Planning process: strength planning.

Community management: Enlisted Personnel versus Officers

The process of community management is somewhat different for the Enlisted sailors and Officers. The principal differences between officer and enlisted community management are twofold:
· First, officers use career milestones, whereas enlisted personnel pass advancement exams. 
· Second, the size of the population to manage is different. Enlisted personnel number approximately 318,000. The number of officers is much lower: approximately 54,000. 
Community management for Enlisted Personnel
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Enlisted Community Managers (ECMs) 
For enlisted personnel, the process is managed by Enlisted Community Mangers (ECMs). ECMs monitor and shape each community of sailors, using the following devices: 
· Accession planning: includes review of Enlisted Programs Authorization (EPA), current inventory, retention, recruiting, and projected manpower levels up to five years in advance. The goal of accession planning is to minimize differences between authorizations (EPA) and projected inventory. The accession plan is submitted to CNRC for execution. This is conducted by using information from the SKIPPER model (see next paragraph). 
· Sea/shore rotation: ECMs monitor the sea/shore rotation manning in their respective communities and make adjustments as necessary. Information from the COURTNEY model (see next paragraph) is used to forecast and plan sea/shore rotation. There are several constraints and restrictions to be met, e.g., personnel must have a minimum of 24 months ashore for a maximum 60 of months at sea. Using the EPA as the baseline, advancements are planned every six months for E-4 to E-6 categories, and once a year for E-7 to E-9 personnel. 
· Plans for A schools (basic training) and C schools (advanced training). 
· Advancements 
· Separation 
· Temporary Early Retirement Authority (TERA) 
· Incentives (e.g., bonuses, Selective Retention Bonuses (SRB)) 
· Pay and allowances (career sea pay, Basic Allowance for Housing, Flight pay) 
Models used by ECMs
Tool used most often by ECMs are the MINISTATs. These are pulled down from three databases/Models: ROSCOE Enlisted Master File Enlisted Billet File. A MINISTAT provides monthly summary statistical reports for enlisted ratings and programs for enlisted community management. The information is also used in periodic rating reviews & the monthly CNP Enlisted Readiness.
Other models used the ECMS (referred to above) are:
· SKIPPER: The model enables community managers to forecast community manning/accession requirements under different scenarios. The objective is to minimize differences between authorizations and projected inventory 
· COURTNEY: Forecasts sea/shore rotation Uses authorizations, continuation, sea/shore patterns, and other factors, and forecasts personnel inventories in sea/shore/neutral duty Estimates future inventories by: Type, Duty, Length of Service in years (LOS), Paygrade

Community management for Officers 
Officers in the US Navy are spread over 20 communities. Community management for officers is conducted by Officer Community Managers (OCMs). Their primary responsibilities are:
· Promotions 
· Accessions and Resignations 
· Balance between billets and available personnel 
· Community Structure (pay grade balance in billets & inventory) 
· Career milestones 
· Compensation 

· Professional development requirements 
· Coordinate policies: recruiting, retention, training, Defense Officer Personnel Management Act (DOPMA) 

Strength Planning
 The process of strength planning entails a coordinated set of activities: 
· Predict, plan, and manage the Navy's total gains and losses for a given fiscal year 

· Reach a Congressionally mandated End Strength 

· Stay within budget 

Calculations of strength planning are driven by the following equation: 

Beginning Strength - Losses + Gains = End Strength 

These figures are calculated by pay grade. 
Strength planning is closely connected with community management, another process in Personnel Planning.
Understanding strength planning 
In order to build a plan to attain end strength and stay within budget, a strength planner needs to be able to predict losses and gains with precision. 
Predicting losses
The process of prediction is driven by the key question: How many losses of personnel can we expect by month & pay grade? 
The principal factors underlying losses are: 
· Attrition: failure to complete enlistment contract. This can be caused by a person's inability to graduate RTC or complete EAOS 

· Retention: failure to reenlist 

· Retirement 

Two forecasting models provide assistance in predicting losses. The first is the Annualized Cost of Leaving (ACOL) Model. This model forecasts the impact of compensation and other economic factors on the retention of enlisted personnel. It also analyzes the effect of pay/compensation policies on retention as well as the impact of changes in the civilian economy and retirement systems. 
Parameters supplied by ACOL are fed into the second model, SRB (Selective Retention Bonuses) Forecasting Model. This model projects the number of re-enlistments for different levels of bonuses. It also estimates the cost of various SRB plans. 
Predicting gains
For predicting gains, we need to estimate the following: how many by month & pay grade. The primary driver for gains is accession. Accession can be caused by actions such as transfers from other services, and transfers from USNR. When predicting gains, it is important to monitor the actual numbers and compare them with plans. This results in periodic revisions during a year. 
Strength planning for enlisted personnel and officers
Strength Planning for Enlisted Personnel is conducted by Enlisted Community Managers (ECMs) (see community management for a description of their role).
For officers, the task is carried out by Officer Community Managers (OCMs). 
Personnel Planning: Information Systems

 

Personnel planning entails the use of several information systems. The most important ones are: Navy Integrated Training Resource and Administration System (NITRAS), Navy Training Quota Management System (NTQMS), Navy Training Reservation System (NTRS), Personalized Recruiting for Immediate and Delayed Enlistment (PRIDE) and Strength Planning Accession Navy (SPAN). 
 

The use of Information Systems for Enlisted Strength Planning

A schematic of strength planning for enlisted personnel is shown below.
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SPAN: Strength Planning Enlisted Navy 

Based on statistics and historical show-up rates, NTQMS determines sellable quotas (over-booking levels) and passes this to PRIDE (recruit quotas) and NTRS (fleet quotas) for the recruiters and detailers to book.
The quotas are spread based on gender, and allocated among the fleet, recruits and other services for "A" School seats. 
Detailers (NPC) and Recruiters (CNRC) book students into "A" School seats. This information is batch-fed back to NTQMS and NITRAS several times daily to show booking (used quantities or sold seats). 
If additional seats or quotas are needed, this change is made in NTQMS and sent to both NITRAS and NTRS.
 

Personalized Recruiting for Immediate & Delayed Enlistment (PRIDE)

PRIDE is an information system for accounting & controlling Navy school program accessions. It is used primarily at the CNRC Headquarters / MEPS Classifier.
Classifiers use the PRIDE system to sell ratings and programs as well as to input a prospect’s ASVAB scores, physical limitations, occupational interest and ability to report for training.
 

Training: The Interaction of Players and Information Systems 
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Acronyms
NTRS: Navy Training Reservation System 

NTQMS: Navy Training Quota Management System 

NITRAS: Navy Integrated Training Resource and Administration System 

(PRIDE)Personal Recruiting for Immediate or Delayed Entry 
Personnel Distribution

Personnel Distribution: An Overall Perspective

The overall processes of putting the right person in the right place at the right time is not complete until individual sailors are assigned to jobs that fully utilize their acquired occupational skills. Personnel distribution is the process whereby personnel managers direct the movement of individuals to fill command vacancies. 
Distribution is the most widely known process within BUPERS, and touches every Sailor multiple times throughout his/her career. Distribution is also considered to be the last link of the "food chain" in the MPT arena.
Distribution commences with an identification of sailors projected to rotate to a new assignment nine months out. At any point of time, not all personnel in the current inventory are distributable to specific assignments. The non distributable inventory can be classified into two categories:
Awaiting training 

Transients, Prisoners, Patients and Holdees 

As is shown below, the distributable inventory is allocated to sea and shore duty, with a provision for "fair-sharing" among the four Manning Control Authorities (MCAs): CINCATLANTFLT, CINCPACFLT, BUPERS, and COMNAVRESFOR. 
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The overall process of distribution can be described in terms of a combination of sub-processes, players, documents, and information systems.
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Personnel Distribution: Sub-processes

 

The personnel distribution process consists of three sub-processes, often referred to as the triad of detailing. These are: personnel allocation, placement and assignment. The following diagram shows the sequence in which the three sub-processes are executed.
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Note that there are differences among enlisted personnel and officers in how these sub-processes are executed. The emphasis here is on enlisted personnel. 
Personnel Allocation

 

The task of managing Personnel Allocations is conducted by the Navy Personnel Command (NPC). Pers-45 is responsible for allocation management for both officer and enlisted distribution. 
The goal underlying allocation is to identify the projected distributable inventory and allocate it to the four Manning Control Authorities (MCAs). The objective of the process is to ensure a prioritized balance of distributable personnel inventory to the Fleet. Because the accuracy of projected figures is not always total, allocation is only a guidance mechanism.
Allocation guidance is determined by projecting distributable personnel strength with computer models that use billet information from TFFMS and the Enlisted or Officer Master Files (EMF/OMF).
The following diagram shows the steps entailed in allocation.
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The output of the allocation is the Navy Manning Plan (NMP). The information systems used in allocation activities are TFFMS and EDPROJ (for enlisted personnel). 
Personnel Placement

 

The placement sub-process focuses on an activity’s requirements. The goals of placement is to equitably "spread" the projected strength across the different activities ("fair share"). 
Placement tries to attain a congruence of the right person, training and time. Much of the work is conducted through telephone and/or Email negotiations. The process is labor intensive. Sometimes, the outcome of a placement exercise can be the existence of gapped billets and less than optimal skill matches. 
EPMAC is the principal agent for the enlisted placement function. The process entails using projection info from EDPROJ and priority algorithms from the MCA’s. The (EPRES) generates requisitions (assignments) for detailers to fill. 
Personnel Assignment

 

An individual becomes assignable when nearing completion of a tour of duty, at projected rotation date, or when s/he has completed some period of temporary assignment such as training or hospitalization. 
The assignment sub-process focuses on putting faces in spaces. In other words, it entails matching sailors and billets. Faces occur as a result of projected rotation or availability. Spaces occur when the projected personnel onboard are less than the NMP. This produces a requisition on an activity’s requirements. The interests of sailors are considered when making assignments. 
As sailors progress through their careers, they have many assignments. Navy counselors provide information about the assignment process and are there to help advise sailors on assignment choices.
The primary factors that drive personnel assignment are shown below.
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Assignment is conducted by assignment officers, who are more commonly known as detailers. Their goal is to match people and billets. Detailers use EPRES and EAIS for lists of "PRD Rollers" and requisitions. 
An individual's detailer plays a central role in assigning that individual. The detailer has a lot of information to consider when making assignments, including eligibility policies associated with the sailor's grade, skills and rotation date as well as the aggregate policies dealing with costs and the priority of the need. The detailer must also consider the sailor's qualifications, the training necessary and available, and the sailor's own preferences (JASS). 
In some communities, a detailer may manage as many as 3,000 sailors. Therefore, from the detailer's perspective, assignment of personnel can be a very complex process indeed. 
Personnel Distribution: Players

 

The key players in the Personnel Distribution process are: the Enlisted Placement Management Center (EPMAC), the Manning Control Authorities (MCAs), and the Navy Personnel Command (NPC).
 

In the enlisted distribution system the MCA is the naval authority who is tasked with determining the quality, quantity and priority for assignment of personnel to all billets within activities for which personnel distribution responsibility has been assigned. This is accomplished by establishing priorities in the requisition system, monitoring excess personnel, and initiating actions to correct manning and personnel deficiencies. The MCAs are NAVPERS, CINCLANTFLT, CINCPACFLT, and COMNAVRESFOR. 
Also see Personnel Allocation.
MCAs: A System Perspective
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Acronyms
ARIS - Active Readiness Info System 

EPMAC - Enlisted Personnel Management Center 

CLF - Commander In-Chief Atlantic Fleet 
CNRF - Commander Naval Reserve Forces 
CPF - Commander In-Chief Pacific Fleet 

EDPROJ - Enlisted Distribution Projections 
EPRES - Enlisted Personnel Requisition System 
LOOMIS - Level of Operation Manning Info System 
NMP(E/O) - Navy Manning Plan (Enlisted/Officer) 
ODPROJ - Officer Distribution Projections 
TFMMS - Total Force Manpower Management System 
UIC - Unit Identification Code (Shores & Fleet) 

Enlisted Placement Management Center (EPMAC)

 

Specific EPMAC Tasks and Functions include: 
· Perform the enlisted personnel placement function for all enlisted personnel to ensure Navy-wide personnel readiness, to include but not limited to, making recommendations on assignments and directing action to fill critical personnel vacancies as MCA agent; validating billet authorizations; prioritizing and projecting unit personnel vacancies to Chief of Naval Personnel (CHNAVPERS) and Naval Reserve personnel Center (NAVRESPERSCEN) via the Enlisted Personnel Requisition System (EPRES) and various on-line systems.
· Analyze information and develop recommendations involving distributable community problem areas, including Navy Enlisted Classification (NEC) data, manning levels and personnel rotational patterns. 
· Develop, maintain, evaluate and revise Navy Manning Plans (NMPs) for each enlisted rating within each activity for the entire Navy per MCAs' policies and directives.
· Provide for the tracking and awarding of NECs to ensure that all training is properly recorded in MAPMIS and Navy Military Personnel Distribution Systems (NMPDS) and provide for the assignment of Distribution NECs (DNECs) to coincide with individual unit manpower authorizations.
· Monitor the movement of officer and enlisted personnel through the Transient, Prisoner, Patient and Holdee (TPP&H) and Student pipelines and conduct assistance and/or inspection visits of transient personnel sites to ensure that the transient pipeline is held to a minimum to provide for the maximum distributable personnel to the Fleet as CHNAVPERS agent.
· Provide centralized distribution and assignment control of all non-designated seaman, fireman and airman (SN, FN and AN) and provide centralized tracking and control of all Naval Reserve Officer training Corp (NCROTC) dropouts. 
· Evaluate the functionality of Automated Information Systems (AISs) employed in personnel accounting as functional manager for personnel accounting and distribution systems for the MCAs. Perform functional personnel analysis, analyze general information requirements and develop detailed specifications for proposed or modifications to existing personnel accounting systems. Provide technical advice on personnel accounting systems to the MCAs, Type Commanders (TYCOMS), functional and group commanders and other Readiness Information System (RIS) users. 
· Manage the automated on-line system to calculate the level of readiness in the event of an emergency situation requiring the augmentation of deployed or deployable activities based on mission areas; identify the personnel to fill shortfalls and generate messages to order necessary personnel to augment the identified activities (Emergency Fleet Augmentation Program (EFAP)). 
· Provide the selection and recommended assignment for the Selected Reserve and pre trained individual manpower to fill valid vacancies based on MCAs priorities during a full, partial or special mobilization. 
Enlisted Placement Management Center (EPMAC): A System View
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Acronyms:
ARIS - Active Readiness Info Systems 
DCNP - Deputy Chief of Navy Personnel 
EDPROJ - Enlisted Distribution Projection System 
EDVR - Enlisted Distribution Verification Report 
EPRES - Enlisted Personnel Requisition Systems 
MCA - Manning Control Authority Requisition - Assessment Between Cmd. Projected Inventory & NMP 
NES - Navy Enlisted System (Enlisted Master File) 
NMP - Navy Manning Plan(data system) 
TFMMS - Total Force Manpower Management System 
Navy Personnel Command: A System Perspective
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Acronyms
PERS: Personnel Command 

MCA: Manning Control Authority 

R4 - Right Person, Skill, Place, Time 

Personnel Distribution: Documents

 

The principal document that is the output of the Personnel Distribution process is the Enlisted Distribution Verification Report (EDVR). 
Enlisted Distribution Verification Report (EDVR)

The Navy Manning Plan. This document is produced monthly, normally on the first Monday after the last Friday of each month. 
The following diagram shows the sequence of steps entailed in creating the plan.
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Personnel Distribution: Information Systems

 

The principal information systems used for Personnel Distribution are: Enlisted Assignment Information System (EAIS), Enlisted Distribution Projection System EDPROJ, Enlisted Master File EMF, Enlisted Personnel Requisition System EPRES, Jobs Advertising Selection System (JASS), and Total Force Manpower Management System (TFFMS). 
 

Enlisted Distribution Projection System (EDPROJ)

Pers 452 uses EDPROJ to generate allocation guidance, which measures current strength versus current billets, and projected strength versus projected billets. The resulting projection info is passed to EPMAC. The overall objective of the exercise is to build the Navy Manning Plan (NMP).
  

Enlisted Personnel Requisition System (EPRES) and Enlisted Assignment Information System (EAIS)

Utilized in the process of Personnel assignment. EPRES generates requisitions (assignments) for detailers to fill through the Assignment process. The requisitions are produced by rating/pay grade, and passed on to the Requisition Posting Module (RPM) of the Enlisted Assignment Information System (EAIS). 
  

Enlisted Master File (EMF)
TARGET-EMF & TARGET-EBF are information delivery systems to enable planners, managers and analysts to query the enlisted master file (EMF) and the enlisted billet file (EBF) data. Access to most recent end-of-month files is available only for ad hoc queries. 

For more on EMF, also see strength planning and information systems for strength planning. 
  

Jobs Advertising Selection System (JASS) 

In the Personnel assignment process, sailors can “apply” for jobs through JASS and negotiate job options with their detailers When all the decisions are made, the detailer uses the Order Posting Module (OPM) – within EAIS – to issue the transfer directive (orders). 
MPT Research
 

Research in manpower, personnel and training occupies a central role in all of the processes discussed. Research in MPT is directed and coordinated by the Navy Personnel Research, Studies and Technology (NPRST), in partnership with Universities and other research laboratories.
 

Navy Personnel Research, Studies and Technology (NPRST)

External link: NPRST Website
The MPT research efforts are conducted by Navy Personnel Research, Studies and Technology (NPRST), also known as PERS-1.
The major thrusts of NPRST's research effort are in three areas.
· Manpower and Personnel Research and Development: Applied research and development for solving operational problems. The objective is to turn creative ideas into useful technologies to improve Navy and Marine Corps personnel processes 

· Studies and Analysis: Address short-term, critical issues 

· Technology Assessment and Business Process Reengineering: Support major personnel reengineering efforts in the MPT arena 

All of NPRST's funding comes from specific research or maintenance projects. In other words, NPRST receives no civilian personnel labor budget and no base operating support funds. NPRST operates like a commercial business, with the exception that it is not required to earn a profit! 
The staff at NPRST is constituted by experts from several areas, e.g.: 
· Personnel Research 
· Psychologists 
· Operations Research Analysts 
· Mathematicians 
· Statisticians 
· Economists 
· Computer Scientists/Specialists 
· Military Subject-matter Experts 
In their work, these researchers use a varied set of technologies, e.g., cognitive and behavioral science, econometrics, operations research, e-commerce, statistics and survey methods.
Research Institutes
Located within NPRST's organizational structure, these are world-class centers of Research and Development. In these institutes, relatively small groups maintain technical and functional areas of expertise. Institutes maintain full-range programs from basic through applied research. The emphasis is on solving operational problems. Each institute has one leader and one management assistant. 
The following is a list of Research Institutes:
· Institute for Personnel Planning and Policy Analysis (PERS-11) 

· Institute for Distribution and Assignment (PERS-12) 
· Institute for Selection and Classification (PERS-13) 

· Institute for Organizational Assessment (PERS-14) 

· Institute for Enabling Technologies (PERS-15) 
This is how NPRST's administrative relationships with the Navy are conducted.
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The diagram below shows the relationship between NPRST and its customers, sponsors, partners and suppliers.
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NPRST and its Customers
The following are NPRST's principal customers.
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To what extent does NPRST make an impact on MPT? Here are some success stories: examples of products/technologies in use (details from NPRST's web site)
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