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PURPOSE OF THE MANPOWER TRAINING PLAN OUTLINE

The purpose of this outline is to provide the content and format for a Manpower Training Plan (MTP).


In any new acquisition, there is a potential impact on the manpower and operator and maintainer training necessary to support the fielded system.  A Manpower & Training Analysis (M&TA) is performed to determine those manpower and training impacts and must identify the most effective and efficient means to provide training for the new system.  The M&TA should be performed as an “Independent” analysis based on factual information.  Funding, political, or personal issues should not drive solutions to the manpower and training questions.  The result of the M&TA is the Manpower Training Plan.


There may be limited information available prior to Milestone A of the acquisition.  For that reason, documentation such as the Initial Capabilities Document (ICD), Capstone Requirements Document (CRD), other acquisition documents along with Baseline Comparison System (BCS) documentation are available to provide a basis for manpower and training estimates.  A Chartered Integrated Product Team (IPT) is established to  analyze, review and provide guidance on the manpower and training recommendations to support the New Principle End Item (PEI).  As more data becomes available on the New PEI for the analysis, the solutions for manpower and training become more valid.  Changes to the New PEI can occur at any time during the acquisition process so, in essence, the MTP is a living document that changes throughout the life of the acquisition of the New PEI.


The MTP must provide answers to several basic questions.  Why the analysis is being conducted?  What type and how much manpower is needed to support the fielding of the New PEI?  How much training and what kind of training must be provided? Who develops the required training? What are the Life Cycle Costs Estimates (LCCE) involved with the development of the training?  Where and when is training going to be conducted?  What are the facilities and equipment densities needed to support the training?  What is the impact on instructor loading at the various Formal Schools?  

EXECUTIVE SUMMARY

INTRODUCTION


This section will contain information relevant to the overall Manpower & Training Analysis (M&TA).  It will also highlight any difficulties encountered during the analysis. Much of this information, if not all of it, will be extracted from the approved Plan of Action and Milestones (POA&M) Introduction.
MANPOWER RECOMMENDATIONS


This section will provide the recommended Total Force Structure (manpower), operators and maintainers, needed to fully utilize and train the fielded systems.  T/Os will be appended in the body of the analysis in order to support the manpower adjustments required for the New PEI.

TRAINING RECOMMENDATIONS


This section will contain all the recommended courses of action for training the new system as well as the required resources for each recommendation.  Each course of action must address the full spectrum of training required to support a specific program, such as Testing, Instructor and Key Personnel Training (I&KPT), New Equipment Training (NET), Formal Schools, and Unit training (formal and PME).  

Manpower &Training IPT Participants


This page will show the members of the M&T IPT.  The IPT should have a charter and the members should not only be able to speak for their respective organization but should have sufficient time on station to track the progress.  Turnover files need to be established by the member in order to facilitate turnover and provide corporate memory.  Membership needs to include the advocate, requirements, TECOM, and TFSD especially if there is an impact on manpower and equipment.  Funding also needs to be established by the program office for required IPT meetings and conferences. 
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1 INTRODUCTION


This section will contain information relevant to the overall Manpower & Training Analysis (M&TA).  Much of this information, if not all of it, will be extracted from existing program documentation.

1.1 Background


This section will contain information that is essential to a full understanding of the performance of the M&TA.  This section will include any previous related research or administrative actions and decisions that provide the setting for the analysis.  Data to be included in this section:

· Introduction to the Weapon System by name,

· Justification to perform the M&TA,

· UNS/ICD number and approval date,

· ORD/CDD number and approval date,

· Start and completion times of the M&TA.

1.2 Scope


This section will define how “broad” or “limiting” the M&TA will be treated.  The Scope will state such items as; what actions will be taken, the range of data to be collected, and the bounds to be set to the analysis.
1.3 Purpose


This section will contain a brief discussion of the need for the M&TA.  The majority of the information should come from the Plan of Action and Milestones (POA&M) that initiated the MT&A.

1.4 Objective(s)


This section will state the tasks to be performed by the M&TA.  The majority of the information should come from the POA&M that initiated the MT&A.

1.5 Assumptions


This section will provide a listing of “Assumptions” under which the MTA was conducted.  Assumptions are defined as those items that are taken for granted or assumed to be true for the purposes of performing the analysis.  Assumptions could be items such as the following:

· Changes to New PEI design, fielding strategy, maintenance concepts, etc which will affect the performance of the M&TA.

· Access to technical information will be granted,

· Subject matter experts will be available for consultation,

· Access to facilities necessary for the conduct of the analysis will be granted.

1.6 Constraints


This section will provide a listing of “Constraints” under which the MTA was conducted.  Constraints are defined as those items that may restrict the performance of the M&TA, usually resources.  Constraints could be items such as the following:

· Time,

· Funds such as travel funds,

· Information that may not be available at this time.

1.7 Methodology


This section will explain the process to be used in performance of the M&TA.  Typically, this section will explain the data collection process, analysis of the data, collection of manpower requirements, and training alternatives to include life cycle cost estimates, and recommendations.

2 NEW PRINCIPAL END ITEM (PEI) TO BASELINE COMPARISON SYSTEM (BCS) COMPARISON

This section will describe the differences between the New PEI and an identified Baseline Comparison System (BCS) or similar system.  This comparison of the New PEI with an existing system provides an initial rough estimate on manpower and training deficiencies early in the New PEI acquisition.  If sufficient data does not exist on the New PEI during this initial comparison this section must be continuously updated to ensure all manpower and training deficiencies are addressed and resolved.


NOTE:  Caution is advised against considering that the BCS comparison estimates are totally reliable.  The New PEI may have substantially more or less manpower needs or have substantially different training requirements along with different staff support and facilities.

2.1 New PEI Equipment/Subsystem/System (E/S/S) Data


This section will provide a detailed description of the New PEI to include the following:

· System description data - System description data is usually the name, nomenclature, function, mark and mod numbers, purpose, physical description, etc.

· Proposed fielding data - Proposed fielding data indicates what units are to receive the E/S/S, how many E/S/S each unit is to receive and the dates they will be delivered.  This information is necessary to predict the Manpower needed to operate and maintain the E/S/S at each fielding site.  The analysis should validate the quantities allocated for training, in particular those designated for formal schools, and if the legacy system will remain in place.

· Concept of Employment data - Concept of Employment indicates the manner in which the E/S/S will be deployed and employed.  The description should include who will use the system (e.g., Military Occupational Specialty (MOS), unit(s)) and how its use fits into the Marine Corps operational concept.
· Capabilities data - Capabilities indicate the E/S/S’s attributes which are considered to be strengths.  For example, how fast it can go, how far it can shoot, how long it can operate, where it can go, etc.

· Limitations data - Limitations indicate the E/S/S’s attributes which are considered to be weaknesses.  For example, breaks down often, limited range, weighs a lot, needs a lot of people to operate, etc.

2.2 BCS Equipment/Subsystem/System Data


This section will provide a detailed description of a system that is either the predecessor of the New PEI or a system that has similar characteristics to the New PEI.  A BCS is necessary due to the high probability that information for the New PEI will not be available early in the acquisition process.  For comparison purposes this section should mirror the New PEI discussion item for item.  

· System description data,

· Fielding data,

· Concept of Employment data,

· Capabilities data,

· Limitations data.

2.3 New PEI to BCS Comparison


This section will provide a detailed comparison of the New PEI and BCS to determine their differences with respect to system functions, characteristics, limitations, constraints, methods of employment, differences in T/O allowances, etc.

3 MANPOWER estimates


This section describes the manpower (also may be referred to as Total Force Structure) needed to support the operation, maintenance and training of the New PEI.  The Marine Corps is not authorized any increases in end strength and all manpower requirements must be met by using existing Marine Corps manpower.


All MOS’s required to support the instruction, operation and maintenance of the weapon system must be discussed in this section.  All operator, maintainer, and support MOS’s must be identified.

3.1 Operator Manpower


This section will identify BCS authorized operator manpower and whether the New PEI causes an increase or decrease in manpower or it remains the same.  Operator manpower requirements for each organization receiving the New PEI (to included the supporting establishment) must be identified.
3.1.1 BCS T/Os


This section will provide the T/O for each site that has the BCS.  It must include the operating forces and the supporting establishment.

3.1.2 BCS Operator Manpower Data


This section will provide data from the T/O that is pertinent to the BCS manpower issue.

3.1.3 Actual BCS Operator Manpower data


This section will describe the actual BCS operator manpower to determine whether a deficit exists between the BCS authorized manpower (T/O) and the BCS actual manpower.

3.1.4 New PEI Operator Manpower Estimate


This section will provide an estimate of the New PEI manpower requirements. This section must be supported by the results of the Job Task Analysis (JTA’s) in order to be valid.  The JTA’s can be done through a separate contractual effort. A JTA is a comparison between BCS operator/maintainer task and PEI operator/maintainer task.  This comparison is used to determine accurate manpower requirements for the PEI.   

3.1.4.1 New PEI MOS(s) Description


This section will describe the proposed MOS(s) for operating personnel.  It is possible that the New PEI will require a new or different MOS than the BCS operator MOS(s).  The MOS Manual describes the process for establishing new MOS’s.

3.1.4.2 Proposed T/O(s) by site


This section will provide recommended changes to T/O(s) and rationale for all changes must be included.  This could have an impact on student throughput and number of courses taught.

3.1.5 BCS and Estimated New PEI Operator Manpower Comparison


This section will provide the comparison between the existing authorized BCS Operator Manpower and the estimated New PEI operator manpower.  The comparison will show proposed changes to the T/O.  Any increases, decreases, or status quo numbers will be shown.  Since the Marine Corps is not authorized any end strength increase, all recommended increases must be shown as offsets to existing structure.

3.1.6 New PEI Operator Manpower Recommendations


This section will provide the recommended Operator Manpower authorized to fully utilize the fielded systems at each site.  A proposed Table of Organization/Equipment Change Request (T/O/ECR(s)) will show the recommended Operator manpower to include MOS(s) for each site.

3.2 Organizational “O” Level Maintenance Manpower


This section will identify BCS authorized “O” level maintenance manpower and New PEI estimated manpower requirements.  Since manpower increases are not authorized recommended offsets must be included in this section.

3.2.1 BCS “O” Level Maintenance Manpower


This section will show the manpower resources authorized for each site where the BCS is fielded.  Tables of Organization (T/O) will be collected/analyzed for each site that has a fielded BCS.

3.2.1.1 BCS MOS(s) description


This section will provide a description of MOS(s) responsible for maintaining the BCS.  If a change to the MOS Manual is required, identify who and when the submission will be made and what the impact will be if the submission is not completed in accordance with the timeline.

3.2.1.2 T/O by Site


This section will provide the T/O for each site that has the BCS or maintains the PEI as is the case with the FSSG’s.  The operating forces and supporting establishment must also be included.

3.2.2 New PEI Maintenance Manpower Estimate


This section will provide an estimate of the New PEI structure requirements. This section must be supported by the results of the Job Task Analysis (JTA’s) in order to be valid.  The JTA’s can be done through a separate contractual effort.  The analysis must include the JTA’s or Level of Repair (LORA) that drove the manpower estimate.  Recommended TOECR’s and submission timeline should also be included. TFSD will modify T/O(s) as necessary to reflect the new requirement.  

3.2.2.1 New PEI MOS(s) Description


This section will provide a description of the proposed MOS(s) for maintenance personnel.  It is possible that the New PEI will require a new or different MOS than the BCS maintenance MOS(s).

3.2.2.2 Proposed T/O(s) by site


This section will provide recommended changes to T/O(s) and the rationale for all changes must be included.  This could have an impact on student throughput and number of courses taught.

3.2.3 BCS and Estimated New PEI “O” Level Maintenance Manpower Comparison


This section will provide the comparison between the existing authorized BCS manpower and the estimated New PEI maintenance manpower.  The comparison will show estimated changes to the T/O.  The fielding of the New PEI can affect changes to each item of the T/O such as the addition/deletion of a billet, changes in rank, changes in MOS, etc.  Changes/additions to the T/O reflecting the fielding of the New PEI will be indicated on the T/O or in separate charts.  It should be noted that the fielding of the New PEI might mean an additional temporary increase in the T/O until the BCS is removed from USMC inventory.

3.2.4 New PEI “O” Level Maintenance Manpower Recommendations


This section will provide the recommended Maintenance Manpower needed to fully utilize the fielded systems.  A proposed Table of Organization/Equipment Change Request (T/O/ECR(s)) will show the recommended Operator manpower to include MOS(s) for each site.

3.3 Intermediate “I” Level Maintenance Manpower


This section will identify BCS authorized “I” level maintenance manpower and New PEI estimated manpower.  The content of the “I” Maintenance Manpower section will resemble the “O” Level Maintenance Manpower section.

3.4 Depot “D” Level Maintenance Manpower


This section will identify BCS authorized “D” level maintenance manpower and New PEI estimated manpower.  The content of the “D” Maintenance Manpower section will resemble the “O” Level Maintenance Manpower Section.

4 Testing, instructor & Key personnel (I&KP), and new equipment training (NET) training analysis of alternatives


This section will describe the training analysis of alternatives and training recommendations to support Testing, Instructor & Key Personnel (I&KP), and New Equipment Training (NET).  Test events may include, Developmental Test (DT), Operational Test and Evaluation (OT&E), Limited User Test (LUT), Logistics Demonstration (Log Demo), etc.  Each event requires specific training based on the goals of each event and the student population.  This section will provide the training recommendations to achieve each training requirement.  Appendixes will discuss the various alternative methods developed and evaluated for training.  This includes the media and delivery methods that can support the training of the various tasks.  Decisions to support the procurement of a particular media and delivery method will be impacted by the need to have these personnel trained early in the acquisition process.


The various testing events are typically contracted for early in the acquisition process.  This typically means that a Manpower & Training Analysis is performed in conjunction with the testing events.  However, if a situation arises where a Manpower & Training Analysis can be accomplished prior to the conduct of the testing events, the process of developing testing, I&KP, and NET recommendation’s are identical to the process for developing Formal School - Operator - training recommendation’s.

5 Formal school training analysis of alternatives


This section will provide a training analysis of alternatives and training recommendations for Operators, Organizational “O” Level Maintenance, Intermediate “I” Level Maintenance and Depot “D” Level Maintenance.  Each analysis will begin with BCS training as the initial estimate of how training may be accomplished for the New PEI operators and maintainers.  Existing BCS training should not be assumed to be the answer to New PEI training.  An analysis of the New PEI manpower requirements and job tasks must be accomplished before the most appropriate training can be recommended.


There may be other job titles that may require a Training Analysis of Alternatives.  For example, C4 equipment sometimes requires a System Administrator or Network Specialist while other equipment may require a Supervisor.

5.1 Formal School - Operator - Training Analysis of Alternatives


This section will provide a master listing of job tasks to be performed by the operators and maintainers of the BCS.  There is a possibility that a BCS does not exist.  Tasks will be collected from Logistics Support Analysis data, job task inventories, technical manuals, Individual Training Standards (ITS), Collective Training Standards (CTS), Plan of Instruction (POI), and Training and Readiness (T&R) Manuals, etc. as available.


This section will also identify those job tasks that were deemed to be a training requirement and subsequently identified as tasks that need to be trained.
5.1.1 BCS Formal School - Operator - Master Job Task List


This section will provide a BCS master job task list and indicate which tasks were deemed to be a training requirement.  This is necessary to establish the baseline of the types of tasks to be performed by operators and maintainers.
5.1.2 BCS Logistics Management Information (LMI) data


This section will provide the LMI “Source, Maintenance, and Recoverability (SM&R) codes” (if available) to ensure that the operator/maintainer are taught the correct Preventive Maintenance Checks and Services tasks.  These codes indicate at what level of maintenance the tasks are to be performed and who is to do the maintenance task.  These codes are critical to the determination of what is to be trained, to whom the training will be given, and in the development of the technical manuals.

5.1.3 BCS Formal School - Operator - Teaching Time and Media Delivery Methods


This section will provide a listing of the time to teach the operator tasks taught broken down by classroom time and practical laboratory time (in minutes) where applicable, and the media used in the classroom and the practical laboratory.  This section will show the equipment used to support the training of each task, e.g., simulators, technical training equipment (TTE), Interactive Instructional Media (IIM), mock-ups, or Automated Electronic Classrooms (AECR).

5.1.4 BCS Formal School - Operator - Course Information


This section will identify BCS Formal School - Operator - training information such as:

· Classroom Time,

· Practical Application Time,

· Total Course Length,

· Class Size,

· Course Convenings,

· Annual Throughput,

· Course Location(s).

5.1.4.1 BCS Formal School - Operator - Training Facilities


This section will identify the facilities/ranges/and training areas used to support the course of instruction(s) related to the Formal School in both the classroom / practical application laboratory/ranges/training areas as appropriate.  Dimensions of all facilities will be included.  In addition, it will identify the capacity of existing support facilities, (billeting, messing) and the current percentage of capacity being used.

5.1.4.2 BCS Formal School - Operator - Instructor Manpower


This section will identify the instructor staff at the Formal School by MOS and quantity.  Their workload will also be identified.

5.1.5 New PEI Formal School - Operator - Training Alternatives


This section will identify the various alternatives developed as potential solutions to the training requirement.  Until new PEI operator task data is available, the BCS tasks discussed above will be used as a starting point.  New PEI operator tasks will be collected from Logistics Support Analysis data, job task inventories, technical manuals, Individual Training Standards (ITS), Collective Training Standards (CTS), Program of Instruction (POI), and Training and Readiness (T&R) Manuals, etc. as available.


This section will also identify those job tasks that were deemed to be a training requirement and subsequently identified as tasks that need to be trained at formal schools.

This section will identify a variety of information related to each of the identified New PEI training tasks such as where the task is taught, e.g., Formal School - MOS producing course, unit, etc.

5.1.5.1 New PEI Operator Tasks.


This section will provide a listing of tasks to be performed by the Operator on the new PEI.


This section will also identify those operator job tasks that were deemed to be a training requirement.


This section will identify various alternative media and delivery methods for training the New PEI Operator.  Training to support Development Test, Operational Test, Limited User Test, Instructor & Key Personnel (I&KP), New Equipment Training (NET), Formal Schools (schoolhouse), and Unit will be discussed as well.  For each type of training, information to be developed will include:  training course attributes such as course length, class size, course convening’s, student throughput, classroom time, and practical application laboratory time.


This section will provide estimates of the operator training tasks needed to support each type of operator training.  The discussion will include the source of the training tasks; e.g., JTA, ITS, technical manuals, etc.  It is important to note that the training tasks for the personnel assigned to assist in the testing are the same for many other personnel performing tests and Formal School training.  The issue with the testing training is that personnel selected to participate in the various tests are typically senior Marines who already have the relevant MOS and extensive knowledge with a similar type of equipment.  So they do not need extensive training, they only need training on selected tasks necessary to accomplish the testing.  This will not be the case with formal schools training which requires a more detailed training package.


NOTE:  Some MTPs may require the inclusion of another services’ training program as a training alternative to train Marines.  Training provided by other services will be analyzed the same way as a BCS.

5.1.5.2 New PEI Formal School - Operator - Training Recommendations


This section will provide the training recommendations to achieve New PEI Operator Formal School training.  The various alternative methods developed and evaluated for Formal School - Operator - training will be listed in a separate appendix.  This includes the media and delivery methods that can support the training of the various training tasks.  Decisions to support the procurement of a particular media and delivery method will be impacted by the need to have these personnel trained early in the acquisition process.


Appendices will discuss the various alternative media and delivery methods developed and evaluated for Formal School - Operator - training.  This includes the media and delivery methods that can support the training of the various training tasks.  Decisions to support the procurement of a particular media and delivery method will be impacted by the need to have these personnel trained early in the acquisition process.

5.1.5.2.1 Recommended New PEI Formal School - Operator - Training Teaching Time and Media


This section will provide a recommended estimate of the time needed to train each training tasks identified earlier for each of the media.  This section will show the time to train in the classroom (knowledge), the time needed in the practical application laboratory (skills), and the time needed for ranges and training areas.  The media used in the classroom and the practical laboratory will be determined via the conduct of a media selection analysis process.  A Table of Equipment (T/E) will be created to show the media to be used to train each task, e.g., simulators, technical training equipment (TTE), Interactive Multimedia Instruction (IMI), mock-ups, or Automated Electronic Classrooms (AECR).  This section will also identify the various new PEI operator training information such as course length, class size, course convening’s, and annual throughput.


Since many media and delivery methods require a long lead time to develop, plus the fact New PEI information may not be mature enough to develop the training, a less than optimal method of training may be necessary to meet the Project Officer’s schedule for testing the New PEI.  In the event there are no, incomplete, or inaccurate training tasks, the previously identified BCS tasks will be used.  As the New PEI job tasks become mature, the MTP will be updated to reflect the replacement of the BCS tasks.

5.1.5.2.2 New PEI Formal School - Operator - Training Facilities


This section will discuss the facilities/ranges/training areas needed to support Operator Formal School Training.  Facilities recommendations can range from new construction to refurbishment.

5.1.5.2.3 Advantages


This section will provide a listing of the advantages of using the recommended alternative over the other alternatives.

5.1.5.2.4 Disadvantages


This section will provide a listing of the disadvantages of using the recommended alternative over the other alternatives.

5.1.5.2.5 New PEI Formal School - Operator - Life Cycle Cost Estimates (LCCE)


This section will provide the total life cycle costs for this recommended alternative.  The LCCE needs to be broken down by cost drivers and Fiscal Year (FY).  Management of life cycle cost may shift from the Program Office to the formal school and this shift of funding responsibility needs to be discussed in detail.

5.1.6 Formal School - Maintenance Training Analysis of Alternatives


Organizational “O”, Intermediate “I”, and Depot “D” Level maintainer tasks are identified by the Source, Maintenance, and Recoverability (SM&R) codes.  They include not only Preventive Maintenance Checks and Services (PMCS) tasks but also “O”, “I”, and “D” level maintenance tasks as well.  Tasks will be collected from Logistics Support Analysis data, job task inventories, technical manuals, Individual Training Standards (ITS), Collective Training Standards (CTS), Plan of Instruction (POI), and Training and Readiness (T&R) Manuals, etc. as available.

6 Unit training analysis of alternatives


This section will provide a Unit Training Analysis of Alternatives and training recommendations for Operators, Organizational “O” Level Maintenance, Intermediate “I” Level Maintenance and Depot “D” Level Maintenance.  Each analysis will begin with BCS Unit training as the initial estimate of how training may be accomplished for the New PEI operators and maintainers.  Existing Unit BCS training should not be assumed to be the answer to New PEI Unit training.  An analysis of the New PEI manpower requirements and job tasks must be accomplished before the most appropriate training can be recommended.


The development of Unit Training Analysis of Alternatives uses the same methodology as the Formal School - Operator - methodology.  Because of intrinsic differences between formal school and unit training, training solutions will vary between to the two.


There may be other job titles that may require a Training Analysis of Alternatives.  For example, C4 equipment sometimes requires a System Administrator or Network Specialist while other equipment may require a Supervisor.
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