PROCESS FOR IMPLEMENTING

A PLANNING BOARD FOR READINESS
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Process.  The overall process for PBFR is diagrammed below. In the preparatory phase, various requirements (both newly defined and deferred) are consolidated to produce a preliminary integrated schedule. This preliminary schedule is then examined in detail by the PBFR during its weekly meeting. During the meeting, decisions are made to resolve scheduling conflicts and to produce an Integrated Readiness Plan. The PBFR also decides when it is necessary to defer requirements that cannot be incorporated, and identifies any needed schedule change requests.

OVERALL PROCESS FOR

PLANNING BOARD FOR READINESS

a. Application. A key ingredient to the success of a PBFR is a regular, repetitive schedule for feedback, inputs, preparation, and review. For the discussion below, the default recommendations are for Friday of each week to be the deadline for departmental inputs, with follow-on promulgation of a preliminary integrated schedule by the following Monday. This approach allows sufficient time for departments to examine the preliminary schedule in preparation for PBFR meetings on Wednesdays of each week.

b. Sliding Schedule Window.  PBFR works by examining the ship’s needs within a “sliding” schedule window. Each weekly meeting addresses the following week’s detailed schedule needs as well as working on advance planning for significant events during the next month. The PBFR is always examining a minimum of a one month period. Publishing a sliding “30 day” schedule helps maintain awareness of longer-term planning needs.

2. Preparatory Phase.. Each department head consolidates divisional inputs for the Ship’s Office (or other administrative team). The Ship’s Office, in turn, consolidates those inputs with others as directed by the Executive Officer and publishes a Preliminary Integrated Schedule. The preparatory phase of PBFR is detailed below:
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PREPARATIONS FOR

PLANNING BOARD FOR READINESS

a. Feedback and Inputs. On a regular basis, each department submits feedback and input information specified by the PBFR to the Ship’s Office. This information includes previously deferred maintenance items, significant planned maintenance, and any other maintenance information which warrants PBFR review. Information of a ship-wide nature is submitted by the cognizant department head or responsible officer. For example, the ship’s employment schedule is usually administered by the Operations Officer; major training requirements submitted by the Training Officer; ship-wide medical availabilities identified by the Medical Representative etc. Inputs should include pertinent information in the following categories:

(1) Ship’s Employment Schedule. The designated individual (usually the Operations Officer) enters all applicable employment schedule changes into the ship’s employment schedule. The resultant updated schedule serves as the framework for integration of other shipboard requirements. In addition to key items in the employment schedule, inputs should include other events that would have a significant effect on the ship’s planning, such as:

· Special Evolutions (Ammo onload/offload, Fueling, Stores)

· Berth shifts

· Breasting out 

· Emission Control (EMCON) restrictions

· Guardship assignments

· Senior Officer Present  Afloat (SOPA) responsibilities 

(2) Training Requirements. Previously deferred training requirements are combined with upcoming training evolutions. The ship’s Training Officer should input required exercises from the Training Manual, needs for Crew Certification, and Ship-wide training needs. Each Department Head should input consolidated Departmental, and Divisional training requirements. The Training Officer should also input the requirements for any port-wide or other significant training evolutions, including base-wide security drills, competitive exercises etc.

(3) Maintenance Requirements. Each division should note significant deferred maintenance requirements, and identify any required maintenance that would affect personnel in other work centers, divisions, or departments in the ship. Of particular note, any maintenance that would make multi-system services unavailable should be included. Typical areas of concern are:

· Loss of or brief interruptions to ship’s or shore power

· Partial or full loss of firemain

· Ship’s Service Low Pressure (LP) Air and Steam

· Air Conditioning Plants

· Chilled Cooling Water

· Dry Air

· 400HZ power

· IC system data 

(4) Personnel Readiness Requirements. Personnel Readiness Requirements are frequently under the Executive Officer’s (XO) cognizance. The XO will probably designate other shipboard managers to input and manage information for:

· Medical or Dental availabilities and screening

· Innoculations

· Random Drug Testing

· Physical Readiness Training (PRT)

(5) Significant Deferred Requirements.  Specific attention should be focused on identifying any significant repeatedly-deferred or rescheduled items.  Although it is unlikely, it is possible that a maintenance (or other) requirement has been presented for inclusion at PBFR and has not been scheduled because of various conflicts.  When discovering a requirement has been repeatedly rescheduled, the PBFR needs to consider it very carefully. By the very nature of rescheduling an item, that item tends to become increasingly critical as it approaches a deadline of some sort. Such impending criticality should act as a warning to managers – crisis management is rarely as effective as sound advance planning.  On the other hand, careful analysis by the PBFR may, in fact, reveal such a rescheduled requirement to be unrealistic, no longer applicable, or otherwise unnecessary.

b. Consolidate Input Information.  The Ship’s Office or other designated administrative team consolidates all the divisional and departmental inputs described above. The items should be put in order for the XO’s review as needed.

c. Preliminary Integrated Schedule. The XO or designated individual reviews the consolidated PBFR inputs and produces a Preliminary Integrated Schedule. The preliminary schedule will naturally contain some conflicts. This practice recommends that a cover sheet highlighting significant areas of schedule conflict be promulgated with the preliminary schedule. The preliminary schedule should be available to the membership of PBFR by the close of business on Monday of each week. Through informal lines of communications between divisions and departments, PBFR should prepare proposed solutions for the schedule conflicts identified in the preliminary integrated schedule.
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Meeting Phase. On Tuesday or Wednesday of each week the PBFR holds its formal meeting. The decision process for PBFR is diagrammed and discussed below.

PROCESS FOR PLANNING BOARD

FOR READINESS

a. Identify and Resolve Conflicts. Where schedule conflicts exist, the PBFR membership must prioritize the conflicting items, and adjust the preliminary schedule accordingly. Note that a particular item may be “more important” than another item, but still have to be rescheduled to accommodate a “more urgent” need. Identified requirements that “don’t fit” will be considered through the process – if it becomes necessary, the ship’s employment schedule may have to be changed to accommodate some operational, maintenance, or training need.

b. Examine Operational Requirements. Does the “deconflicted” schedule support all operational requirements? If not, can a change be made to the preliminary schedule to include the additional requirement? When necessary, submit an appropriate schedule change request to have the ship’s employment schedule changed to accommodate the operational need.

c. Integrate Training Requirements. Identified training requirements are next integrated into the operational schedule. 

(1) Training Needs. Does the schedule meet all training requirements? Identify all new training requirements. Can the new requirements be accommodated within the schedule? 

(2) Integrate Additional Requirements. If additional requirements can be incorporated into the existing operational schedule, the PBFR adds the additional needs into the integrated plan. 

(3) Determine Criticality. When training requirements cannot be accommodated by the operational schedule, they must be judged for their criticality. Is the training required to enable the ship to get underway or to meet its assigned mission? If so, then the ship must submit a schedule change to accommodate the critical training requirement. 

(4) Defer Training. When it is determined that the training requirement is not of sufficient criticality to warrant a schedule change, then it must be deferred to a later date. PBFR should ensure that the deferred (rescheduled) training requirement is noted as a feedback item for the following week’s PBFR review.

d. Integrate Maintenance Requirements. Identified maintenance requirements are next integrated into the operational schedule. 

(1) Maintenance Needs. Does the schedule support all maintenance requirements? Identify all new maintenance requirements. Can the new requirements be accommodated within the schedule? 

(2) Integrate Additional Requirements. If additional requirements can be incorporated into the existing operational schedule, the PBFR adds the additional needs into the integrated plan.

(3) Determine Criticality. When maintenance requirements cannot be accommodated by the integrated operational and training schedule, they must be judged for their criticality. Is the maintenance required to enable the ship to get underway or to meet its assigned mission? If so, then the ship must submit a schedule change to accommodate the critical maintenance need.

(4) Defer Maintenance. When it is determined that the maintenance requirement is not of sufficient criticality to warrant either a schedule change, or deferment of a training requirement, then it must be rescheduled for a later date. PBFR should ensure that the deferred (rescheduled) maintenance requirement is noted as a feedback item for the following week’s PBFR review.

e. Review and Optimize Schedule. After the maximum number of identified requirements have been integrated into the ship’s preliminary integrated schedule, the PBFR examines the result to further optimize use of time and resources. It may be possible to integrate specific training exercises with maintenance needs such as operational checks. For example, a ship-wide casualty control drill could be combined with maintenance requirements for activating an emergency diesel, exercising electrical bus ties, and casualty alignments of other inter-system services. Similarly, a maintenance requirement can be integrated with the desire for a shipboard exercise. an example would be to integrate a maintenance requirement to activate a ship’s Counter-Measure Washdown System (CMWD) with a General Quarters (GQ) exercise.

4. Integrated Readiness Plan. Resulting plans promulgated by the PBFR include all traditional items, and add in those significant maintenance evolutions included during the integration process.

a. Ship-wide Plans. A ship-wide plan should be published. This can follow formats presently used by the ship. Both long-term and short-term plans can be developed. The sample formats included in this Tab were developed using popular Microsoft software.  The quarterly plan sample is developed in MS Project. The Monthly Plan and Weekly Plan are produced using MS Outlook. Any similar software packages that a ship might be using that are capable of similar formats would be acceptable.

b. Departmental and Divisional Plans. Departmental and Divisional Plans can be developed using the Ship-Wide plan as a baseline.  They are characterized by increased detail in the preparatory efforts needed to support the key events listed in the ship-wide plan.  They also include departmental and divisional evolutions that do not affect others in the ship’s organization (and therefore are not included in the overall integrated plan). 

c. Work Center Plans. Containing the most detail, Work Center Plans can even integrate blocks of time to be dedicated to Ship’s Force Work on items in the CSMP.  Such planning efforts by the Work Center Supervisor (WCS) can help maintain focus on long-term maintenance needs, avoiding a tendency for the WCS to think that “all the work is done” for a given week or month. If a maintenance or training activity is listed in the Work Center’s plans, it stands a much greater chance of being accomplished.

5. Feedback and Inputs. Paragraph 2.a. of this TAB includes a detailed discussion of the information used as inputs for the PBFR process.  For the feedback loop to be effective, any items listed on an integrated plan that do not get accomplished should then become feedback factors for the next PBFR session. 
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