Master Chiefs and CCC's, 
     This is the Head ECM update for 03 May 2004.  Not too long ago, we talked a little bit about End Strength and the requirement to meet that by-law number.  Well, I am going to go a step further this week, and give you the 30,000ft view of "Manpower, Personnel, and Training Process" or MPT as it is known.  Why MPT?  Because it is critical that each enlisted leader have a basic grasp of how those Sailors in your division actually get there, and why there may be a gap or two at your ship, squadron, submarine or station.  
Opening thoughts on the MPT process?   Some years ago, I reported to BUPERS for duty as an LDO-CWO Detailer.  When I went up to check in with PERS-4 (the "Head Detailer" - at that time RADM Jay Johnson), there was a carved plaque over his office door that said "NO BILLET - NO BODY".   Since he was in the Personnel Distribution business, that plaque said it all as the Head Detailer.  If I was going to carve the same plaque for all of MPT, it would say:  "NO REQUIREMENT - NO BILLET......NO BILLET - NO BODY!"    That is what it all comes down to:  you must have a valid requirement to create a billet, which in turn will permit assignment of a Sailor to fill that billet.
What is the reference for the MPT Process?  OPNAVINST 1000.16J (Manual of Navy Total Force Manpower Policies and Procedures) is the primary document on the subject.  There is a great two-day MPT course given in various locations - catch it if you can.  Also, if you go to www.persnet.navy.mil, along the lefthand column of links is one entitled MANPOWER TUTORIAL.  It is a terrific overview of the subject.  I believe that this is a subject that should be presented (at least on a broad overview level) at the Senior Enlisted Academy, LDO/CWO Indoc and the basic Division Officer Courses.   It will better prepare you to understand the manning situation aboard your unit.  
So, what's the difference between Manpower and Personnel...seems like two terms for the same thing to me?  Manpower means a "space" (or a billet), and Personnel means just that, a person or a "face".  The ultimate goal is to match a properly trained "face" with a "space" at your command.
What then is Manpower?  Manpower is nothing more than a demand signal to Personnel Planners.....it specifies by number (quantity) and type (rank, rate, NEC), the personnel needed in the Navy and at a certain location (i.e. your ship).
What is my Top Line Manpower requirement?  When you look at your command EDVR, you may see a number shown as "M+1".  That is your wartime requirement (how many Sailors you need 1 month AFTER Mobilization, or "M+1").  Your M+1 requirement is found in your Ships Manning Document (SMD), your Squadron Manning Document (SQMD) or your Fleet Manning Document (FMD).   But given fiscal realities, we cannot keep our warfighting units manned to M+1.  So, "Resource Sponsors" determine how much of the requirement to fund.  This becomes Billets Authorized or BA.  Invariably, BA will be less than M+1.   Your BA is found in an Activity Manpower Document (AMD).  BA is the number of billets paid for, and that you SHOULD see a person in.
So, NPC will always man me to BA?  Probably not.  Even though you have BA, there may not be enough of a certain flavor of Sailor to fill the requirements.  So, the Manpower Claimants will set a "fair share" number called Navy Manning Plan (NMP).  NMP spreads the pain fairly in the case of personnel shortages.  In many cases, NMP is less than BA, which in turn is less than M+1.   Where we have an excess of certain Sailors, you may have NMP set ABOVE your BA.  We have seen that recently with junior FC's for example.   The Manpower Claimants will normally try to have operational commands' NMP set as closely as possible to BA.  So, the shortages are felt most on the shore side.  
Who actually determines my M+1 requirement?  For Fleet-based activities (typically Type-2 or 4 duty) the Navy Manpower and Analysis Center (NAVMAC) conducts the requirements study.  Interesting that, in conducting their study, NAVMAC uses 67 hours as the standard for "productive work" (maintenance and watchstanding).  That 67 hours does not include time used for training.   For shore-based units (typically Type-1, 3 or 6 duty), the shore claimants conduct their own validation of requirement.
It would seem like the shore side would want to give themselves UNLIMITED requirements wouldn't it?  Just remember, for every valid billet you create, you must supply the $$$$ funding to pay for that billet.  The more $$$$ you opt to devote to Manpower, the LESS you have to keep the lights on, to perform maintenance on infrastructure, etc.  There is no free lunch.   The shore side is always looking for efficiencies to keep their manpower costs down.   
Okay, so my M+1 number (wartime requirement) for a particular type of Sailor is 10, my BA (the billets the resource sponsor actually paid for) is 9, my NMP (fair share due to shortages) is 7 - why do I only have 6 of them aboard?   The Personnel and Training sides of the MPT process work together to deliver a trained Sailor to fill your NMP need.  But because of various circumstances, the ability to match a face to a space often lags the requirement.  Anything from an unplanned loss, to an inability to meet a new system training requirement often means your Current On Board (COB) count is behind your NMP.  One culprit is an under-funded Individual's Account (or "IA").  
What is the Individuals Account (IA)?  In a perfect world, if we had billets (actual requirements) for, say, 500 GM's, we would only need to have exactly 500 GM's in the Navy.  We would have one Sailor for each billet and every command would be happy.  Except that, no GM would ever be able to transfer, get sick, go to the brig or go to a "C" School.  The IA was created as a surge tank to allow for the fact that not every Sailor will be in a valid billet all the same.  So, if we have operational billets for that 500 GM's, we may need an IA of perhaps 35 additional GM's (based on known averages), for a grand total of 535.  These numbers are just for illustrative purposes.
Can you tell me more about the IA?  The IA is divided into two parts:  The Students account (Sailors in training between duty stations), and TPP&H (Transients, Prisoners, Patients and Holdees).   If you are in "C" School en route to "USS XXXXXX", you are part of the Student IA.  If you have been PCS'd off your ship to the hospital, you are now in the TPP&H  IA.   The problem with the IA comes if, you know that you need X number of funded billets in the IA, and you only pay for X minus some numer.  In our GM example above, we purchased 35 GM billets in the IA, but if we know we normally have 40 GM's between the Student IA and the TPP&H IA.  So, what we have done is create a known readiness gap of 5 GM's somewhere in the Navy.   For All-Navy, we have an actual authorized IA of about 39,000 billets.  That says that about 12% of our Sailors SHOULD be serving in other than an operational requirement at any one time.  But as of the date of this column, there are over 42,000 Sailors actually IN the Individuals Account.  That 3,000+ Sailors is the true measure of the "readiness gap" by not fully funding the IA.  What it means is, somewhere, there are about 3,000 gapped billets at sea or ashore.
Summary thoughts on MPT?  Shipmates, I have only brushed the surface of this complex subject.  I strongly urge each leader to review the Manpower tutorial on the PERSNET Web Page and to become familiar with the OPNAVINST 1000.16J.  Also, become an expert an understanding all the component pieces of your command's Enlisted Distribution Validation Report (EDVR).  The EDVR is the BEST tool you have to manage your unit's personnel.  It does not simply allow you to just see gains and losses...with it you can see upcoming change to your BA and/or NMP, it gives warnings of Sailors approaching a career decision point such as EAOS or those near HYT, etc.   While this document is of primary use by the Personnel Officer or ADMINO, every khaki should access it on a monthly basis for their piece of the pie.   Thorough knowledge of the EDVR coupled with a broad understanding of the MPT Process will ensure you have the greatest chance of being manned to 100% of NMP!
Head ECM RED ALERT Item of the Week!  Had to go to GQ over the issue of a young Sailor being separated for High Year Tenure.  It saddens us all when a shipmate has to go,  But in this case, the Sailor was a NAVET and was being incorrectly told he DID NOT RATE INVOLUNTARY SEPARATION PAY (ISP)  because his 6 yrs of qualifying service were not continuous.    I was engaged on this issue, and quickly pointed out in SECNAVINST 1900.7G where it specifically states that for enlisted personnel, the service "does not have to be continuous".  Bottom line was the Sailor got his full ISP.  This is not the first case I have had like this.  In each one, it turns out the Sailor got their full entitlement.  As we approach 31 August, when we may lose up to 2,000 PO3's, we must ensure that they fully understand their entitlements and help them with the admin side of this.  Chiefs, if you have any of these PO3's in your division, take the time to sit down with them and ask the tough questions about ISP, their move to Home Of Selection (not just Home Of Record), etc.   And if you think something is not right, give us a call...we can do the research and give you the correct gouge.
End Strength - Just to update you on how we are doing with Active Duty End Strength, we started FY04 at 382,235 Officers and Enlisted personnel on active duty.  We must get down to 373,800 by 30 Sep.  As of Friday, we were at 377,431.  So, we have 3,631 to go.  Remember that the "summer surge" of new recruits and fresh Ensigns is racing at us.   So, our plus's and minus's must cancel each other out, AND we need to come down an additional 3,631 to meet the by-law requirement.  If you are working as a Separations or Retirement clerk in a PSA, PSD, CSD, Ship's Office or Personnel Office, I ask that you do all you can to rapidly and accurately process your losses for the month.  Senior leadership makes significant decisions based on how our End Strength numbers are looking.   Your work will allow us to provide them the truest possible picture of where we are End Strength-wise.  Thanks for your assistance.
Head ECM Final thoughts - Reading in today's paper about the outrageous conduct of a few Soldiers against Iraqi prisoners.  Then I see in the recent Navy Times of 20+ Sailors busted in WESTPAC for a drug ring.   Actions such as this are beneath contempt: if proven true, these few rogues are not worthy to wear the cloth of our Country and of our respective Services.   It angers me that the stupidity of a few dolts casts a shadow on the Armed Forces of the greatest country on earth.  But, I have to step back and remember the vast number of great Sailors, Soldiers, Marines, Airmen and Coast Guardsmen out there with their honor clean.   Just last week, BM1 Mike Pernaselli and SM2 Chris Watts, both serving in USS THUNDERBOLT, were killed in action.  Along with Coast Guardsman PO3 Nathan Bruckenthal, they exemplified what honor, courage and commitment are all about, to the absolute fullest measure.    As we approach Memorial Day, please put the real reason for the day front and center in your thoughts and say a prayer for "Boats", "Sigs" and our "Coastie" cousin too!  Keep up the great work out there and I'll see you by the "waist cats".....CDR Wisniewski
CDR Matthew Wisniewski 
Head, Navy Enlisted Plans & Policies 
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"The only thing necessary for the triumph of evil, is for good men to do nothing!"...Edmund Burke 

