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Executive Summary

Issue

The Navy Warfighters have identified a requirement for approximately $1.8 billion of War Reserve Material (WRM), but only $200 million (11%) is currently funded and in stock.  Some requirements are a holdover from Cold War scenarios and have not been updated to reflect current Secretary of Defense’s Planning Guidance (DPG).  With these facts, the efficiency and effectiveness of the WRM program is in doubt.  

Background

The Navy WRM program is comprised of 78 Chief of Naval Operations approved WRM projects that are designed to provide a pre-hostility or wartime capability that would not otherwise be available.  Navy Combatant Commanders, the warfighters, identify the need for development of the WRM projects.  With the identified WRM projects, the Program Manager, working with the Program Sponsor, serves as the lead systems command for the procurement of the identified material.

Discussion

A program that is 11% supported (stocked or funded) cannot be expected to be effective support for the warfighter during combat.  It indicates that the program has lost its credibility and validity from the standpoint of the Navy.  Streamlining requirements to meet new global threats, especially relatively small littoral threats, would improve the effectiveness of the WRM program.

There are two areas for improvement.  First, the Program Managers need to revalidate the WRM projects with the warfighters to ensure they are meeting anticipated operational requirements.  Second, once the correct requirements are identified, then analysis can be conducted to determine how to meet the requirements.  By examining industrial capabilities, either the requirements can be met with a just-in-time delivery philosophy or stored in WRM inventory.

Recommendations

· Streamline WRM to meet current DPG via recommended validation process

· Minimize WRM inventory using Just-In-Time delivery

· Implement an automated WRM inventory system
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Issue
The Navy Warfighters have identified a requirement for approximately $1.8 billion of WRM, but only $200 million (11%) is currently funded and in stock
.  Some requirements are a holdover from Cold War scenarios and have not been updated to reflect current Secretary of Defense’s Planning Guidance (DPG).  With these facts, the efficiency and effectiveness of the WRM is in doubt.  

Background

As part of the deliberate planning process, DOD WRM policy directs the acquisition of WRM sufficient to attain operational objectives to meet the DPG.  The Navy WRM program is comprised of a group of Chief of Naval Operations (CNO) approved (WRM) projects that are designed to provide a pre-hostility or wartime capability that would not otherwise be available.  Navy Combatant Commanders identify the need for WRM projects.  Other stakeholders, such as user units/organizations, System Commands, and Fleet Commanders also nominate programs deemed necessary to support the forces during conflicts.  Reserve Unit equipment that deploy during contingencies are also assigned a project.

Each WRM project is assigned a CNO resource sponsor who is responsible for project approval and funding.  A WRM Project Manager, assigned from the appropriate echelon command, is then responsible for acquisition, life cycle management, positioning, design and maintenance of allowance configuration.

CNO (N412D) writes WRM policy, guidance, and direction; in addition to funding WRM deficiencies via the Program Objective Memorandum (POM) process.  N412D also coordinates the establishment of additional programs, validation, and biennial reviews of existing programs with the originators for accuracy.  CNO then approves or disapproves requests for establishment, modifications to, or deletions of WRM projects.

Naval Supply Systems Command (NAVSUP) serves as the lead Systems Command (SYSCOM) for WRM inventory management and reporting.  NAVSUP establishes and maintains procedures for management of WRM in the Navy Supply System.  The Inventory Managers provide item management, including availability and industrial base assessment during establishment of projects and biennial reviews.  

Naval Facilities Engineering Command (NAVFAC) establishes and maintains procedures for management of Navy Civil Engineering Support Equipment (CESE) held as WRM.  NAVFAC plans for these CESE equipment purchases and provides oversight/management to ensure their materiel is in ready-for-issue condition and available for rapid deployment.

Discussion

The purpose of WRM is to provide pre-hostility and wartime capability for immediate in theater distribution as directed by the DPG to meet contingencies and Operational Plans (OPLANS).  The equipment end items, consumable supplies, and repair parts are to be of sufficient quantity to meet wartime requirements until the industrial base production is able to meet consumption.  In addition, availability from Host Nation Support (HNS) and other commercial sources needs to be assessed to identify requirements that can be deferred procurement until actual hostilities start.

Coordination and communication among users, providers, and stakeholders is the key to effective and efficient WRM inventory management.  In addition, the existing WRM database is maintained by Navy Inventory Control Point Mechanicsburg, Pennsylvania, via Project Manager direct reports from a legacy computer system.  A stratification process is conducted twice a year for items in inventory or held in stock; the results are posted in a subsequent biannual Standard War Reserve Report (SWRR) printed in March and September.  This SWRR is only a snapshot picture; there is no real-time accounting for inventory adjustments between the SWRR cycles.  

 
A program that is 11% supported (stocked or funded) cannot be expected to be effective support for the warfighter during combat.  It indicates that the program has lost its credibility and validity from the standpoint of the Navy.  Streamlining requirements to meet new global threats, especially relatively small littoral threats, would improve the effectiveness of the WRM program.  

Recommendations

There are several methods for improving the WRM process; the main methods consist of validation of the WRM projects and a Web-Based WRM management program to coordinate the acquisition, management and maintenance of WRM.  

WRM Validation.  The key to an effective and credible WRM program is high level of communication among the users, providers, and stakeholders.  To attain that credibility, only long lead times requirements should be nominated and funded.  The following review process should be understood and agreed upon by all stakeholders:

1. The Project Managers need to revalidate from the Component Commanders, Fleet Commanders, SYSCOMS, and users to ensure the WRM projects are consistent with the DPG and support Naval Forces during conflict.  This will result in a validated (new) list of requirements.

2. In collaboration with the Item Managers (IM), the industrial base capability to sustain and re-supply must be assessed.  The lead-time to supply each of the various components, parts, supplies and equipment must be established to complete this review.  If the industrial base can meet the requirements, then no WRM is required.

3. Because some of the material is currently maintained in the Navy Supply inventory, the IM must evaluate the ability of the Navy Supply System to provide for nominated materials during contingencies. 

4. For those items that are not stocked in the Navy Supply System but whose lead times can meet DPG employment requirements, those would be candidates for deferred buys.  These would have to be monitored closely by the user to ensure timely procurement by OPNAV during contingencies.

5. The balance would theoretically be the WRM projects that need funding by the Resource Sponsors.  As a final review, and in collaboration with the Component Commanders, availability of supplies and support from the Operating Areas of Responsibilities must be assessed.  Supplies and services that are available from host countries, or have commercial sources, must be factored into determining what needs to be stocked or deferred.

The above process will result in a list of WRM projects that are required to support the DPG.

Web Based Solution.  A web based information system for WRM would automate the justification and validation process, procurement process, dispensing the items or supplies, and tracking inventory in a database.  When an item is removed from inventory, the system would automatically notify NAVSUP and recommend replenishment.  Benefits include elimination of non-validated stock, real time inventory, critical stock outs, and cost savings.  The automatic inventory and notification would be built through a system of Radio Frequency Identification Device (RFID) real time data collection coding or bar coding as appropriate for pallets and equipment and in accordance with the Automated Information Technology office guidance. 

Use of secure web base application for the WRM would provide an effective method for the operating and using commands to establish war reserve projects and delete obsolete projects, while allowing the  sponsors to review the requirements.  This web site would offer a forum site or chat room for questions between the stakeholders during the designated review and update period eliminating time-consuming letters with data calls and a continuous improvement to the inventory requirements. The requests for new projects would be submitted through the web site via the appropriate chain of command.  To facilitate use, the OPNAVINST 4080.11D, Navy War Reserve Materiel Program would be posted for reference. 

Security is a concern with any web based information system. This can be accomplished with either ID card or biometrics ID. Computer security would insure confidentiality, integrity of the data – only designated users could alter data, and authentication of information.

Naval Facilities Expeditionary Logistics Center has developed a web-based information system to validate the Navy’s operational and WRM CESE requirements.  This web-based solution Table of Allowance Assessment and Reporting System (TOARS) should be expanded to possible include all WRM assets.

Summary

The efficiency and effectiveness of the WRM program is in doubt.  There are $1.8 billion identified WRM requirements of which only $200 million (11%) is currently stocked or funded
.  It is recommended the following be accomplished:

· Streamline WRM to meet current DPG via recommended validation process as described in this paper

· Minimize WRM inventory using Just-In-Time delivery

· Implement an automated WRM inventory system
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