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Introduction

1.1 Purpose

The purpose of this plan is to assess the processes and procedures used by In-Service Engineering Agents (ISEA) in executing their responsibility for Configuration Management (CM) with regard to ship configuration. Additionally, it provides a vehicle for the standardization and continuous improvement of ISEA (CM) processes/procedures through the implementation of self-assessments and formal assessments. 

The plan outlines the process for self-assessment and formal assessment of the ISEA’s performance of the CM processes described in reference (a).  It describes the process for assessment, including requirements for planning, processes, procedures, training, and appropriate documentation.  In addition, it describes the process to identify “best practices”, to minimize corrective actions, and foster an environment conducive to continuous process improvement and results in implementation of effective and efficient processes.

1.2 Scope

This plan describes the self and formal assessment process associated with ISEA CM functions delineated in appendix A and references (a).  The primary differences between self and formal assessments are self-assessments are done voluntarily with assistance from the ISEA Assessment Team and formal assessments are requested officially by NAVSEA, conducted by the ISEA Assessment Team, and reported accordingly.  The assessment process is the same.

1.3 Objectives

Currently, the ISEA function is performed by both government and contractor activities with sites often performing their role quite differently.  With the cancellation of reference (b), many processes will probably become less standardized.  A need for establishing, sharing, and implementing best practices, as well as establishing metrics for determining quality and overall performance is recognized. 

The ISEA CM assessment process objective is to encourage, facilitate, implement, and aid in defining the standards, processes, procedures, methods, and guidelines that demonstrate a best practice.  The assessment is a non-judgmental approach to assess the CM capability of an activity.  NAVSEA 04L5 will facilitate the formalization of “best practice” through a determination process via the CDM/ISEA Standardization Working Group.

Specific objectives to this plan are as follows:

· Define roles and responsibilities associated with the ISEA CM assessment process.

· Define the approach for assessment of the ISEA CM processes, procedures, and practices.  

· Define requirements for selection and training of assessment teams.

· Define assessment criteria and procedures.

· Determine “As-Is” ISEA CM practices.

1.4 References

(a) NAVSEA Technical Specification 9090-700 series, Ship Configuration and Logistics Support System

(b) Military Standard 973 – Configuration Management, Cancellation Notice 4 dated 22 September 2000. 

(c) Software Engineering Institute’s Capability Maturity Model (SEI CMM)

1.5 Background

The Fleet has serious issues with unsupported installations.  The Fleet recognizes the impact of funding shortfalls and failure to enforce existing Integrated Logistics Support (ILS) policy.  The perception is that the CM process is broken.  The evidence offered is:

· Lack of planning data for AIT scheduled installs

· Partial AIT installs not being completed

· Technical Manuals/PMS not provided

· TDMIS not being updated on a regular basis by ISEAs

· Contractor noncompliance with NAVSEA Standard Item 009-19

· Configuration reporting unsatisfactory by all parties involved

· Lack of waterfront ILS policy and procedure enforcement 

· Lack of A-15 ILS Certifications identifying ILS associated with alt installs

· Lack of communication

· Lack of metrics

Preliminary analysis indicates that there are many processes and each activity follows it’s own.  Some activities have more than one process developed around project lines.  The bottom line is that there are probably too many different and/or disparate processes and each one produces different and/or disparate results.

2.0 Policy

2.1 Policy Statement

SEA 04L5 shall facilitate an assessment process for all ISEAs. This process shall assess an activity’s capability to perform CM.  NAVSEA 04L5 shall develop basic criteria for CM activities.  Upon completion of self-assessment, a report in accordance with appendix A will be provided to the activity’s Commanding Officer or other designated agent and used internally within NAVSEA 04L5 for metrics and corporate process reporting.  Upon completion of a formal assessment, a report in accordance with appendix A will be provided to the activity’s Commanding Officer and NAVSEA 04L.  In addition, NAVSEA 04L5 will make resources available for the assessment process.  Follow on assessments will include the evaluation of CM performance based on implementation of standardized procedures and the execution of continuous process improvement efforts.  NAVSEA 04L5 will host an ISEA CM Forum in conjunction with the biannual CDM/ISEA Working Group Conference to facilitate the sharing of “Best Practices” and enhance communication within the CM community.

2.2 General Requirements

Assessment criteria shall be established relative to the CM process with criteria similar to reference (c).  NAVSEA 04L5 shall select assessment team members with appropriate skills and expertise and shall recommend team training as required for performing assessments.  

3.0 ORGANIZATION AND Responsibilities

3.1 ORGANIZATIONAL STRUCTURE 


3.2 RESPONSIBILITIES

3.2.1 NAVSEA 04L5 

SEA 04L5 is responsible for program management and implementation of CM within NAVSEA and its subordinate activities.  This includes developing policies, technologies and resources to ensure comprehensive and integrated execution of CM requirements, concurrent with ships and weapons systems introduction/acquisition and throughout the life cycle.  NAVSEA 04L5 assesses Configuration and Readiness support for ships and weapons systems in support of Fleet readiness and mission performance requirements.  NAVSEA 04L5 develops and implements CM information systems and applications to help program and functional managers and supporting activities in executing logistics responsibilities.  Additionally NAVSEA 04L5 is the Program Manager for the Ships Configuration and Logistics Support Information (SCLSI) policy and processes.  Specifically, NAVSEA 04L5 will:

a. Utilize the CM Forum as the Executive Steering Committee (ESC) for approval of CM process improvement recommendations

b. Facilitate the assessment of the performance of ISEAs

c. Communicate with the activities to be assessed

d. Select team members to support assessments and facilitate their training and actual assessment conduct

e. Oversee budget planning, recommend funding priorities, and monitor budget execution and tasking

f. Provide a collaborative Web-based environment to support the sharing of data sources, samples, forms, standards, processes, procedures, practices etc.

3.2.2 CONFIGURATION MANAGEMENT FORUM

The NAVSEA CM Forum is comprised of the most senior configuration managers from NAVSEA 04, NAVSEA 05 and each PEO or Program Management Offices representing the Command’s major Acquisition/Life Cycle programs.  NAVSEA 04L5 serves as the Forum Chair and brings decision-makers together who are empowered to chart the configuration management course within their individual organizations.  The CM Forum provides a consensus-building environment that fosters development of common solutions and a conduit for new ideas and concepts.  As such, the CM Forum will act as approval authority for determining standardized ‘best practice’ ISEA processes for future CM policy implementation.

3.2.3 CDM/ISEA STANDARDIZATION WORKING GROUP

The CDM/ISEA Standardization Working is comprised of CDM, ISEA, FTSC/ILO, Fleet, and NAVSEA 04L5 representatives.  The working group chaired by NAVSEA 04L5 was established to outline major issues, improve CDMD-OA data accuracy through CDM/ISEA teaming, and develop recommended best practice solutions for approval and implementation by the CM Forum.

3.2.4 ISEA CM Forum

The ISEA CM Forum is comprised of ISEA, FTSC/ILO, Fleet, and NAVSEA 04L5 representatives.  The working group, chaired by NAVSEA 04L5, was established to outline major issues, improve communications, and develop best practice recommendation for approval and implementation by the NAVSEA CM Forum.

3.2.5 ASSESSMENT TEAM

The Assessment Team, comprised of representatives from different disciplines of the CM process, will assess the capabilities ISEA organizations have in place to conduct CM functions and responsibilities.  In addition, the team will compile existing CM “best-practice” processes for future standardization efforts. Subsequent assessment visits will evaluate the ISEA’s implementation of standardized processes; continuous process improvement efforts; and progress towards level five of the CM-CAM.

4.0 Assessment Criteria

Appendix A is a detailed explanation of the assessment criteria.  The following is a high level summary.

4.1 Key Process Areas

The specific objectives of the assessment are to 1) determine capability maturity, 2) obtain “as-is” procedures utilized to execute the requirements of references (a) and (b) for identification of “best-practices”, and 3) assess implementation of standardized processes. The general areas to be assessed are as follows:

a. Process Management

· Process Change Management 

· Improving Process Effectiveness

· Quantitative Process Management

· Organization Process Focus

· Organization Process Definition 

· Performing To The Standard Process 

· Change Management

· Technology Change Management

b. Performance Management

· Objectively Managing Performance

· Tracking Performance 

· Planning Performance

· Disciplined Performance

· Verifying Performance

c. Quality Management

· Quality Assurance 

· Defect Prevention

· Establishing Measurable Quality Goals

d. Integrated Management

· Improving Organizational Capability

· Tools

· Training Program

· Product Engineering

· Intergroup Coordination

· Peer Reviews

e. Project Management

· Requirements Management

· Project Planning

· Project Tracking And Oversight

· Subcontract Management

4.2 General Capability descriptions

4.2.1 Level One

Basic practices are performed, however; the performance is NOT planned, documented, or tracked. Performance depends on individual knowledge, effort, and discipline.

4.2.2 Level Two

Level one plus basic practices are performed and the performance is planned, documented, and tracked.  Performance is verified against documented processes.  Products conform to specification and requirements.  The organization manages the activities involved.

4.2.3 Level Three

Levels one and two plus basic practices are performed to well defined, documented standards, processes, and procedures.  The standards, processes, and procedures are under configuration control at the organization level.   The organization plans and manages the processes resulting in consistent products.

4.2.4 Level Four

Levels one, two, and three plus detailed metrics are collected and analyzed.  Performance is objectively managed and the quality of products can be described quantitatively.  The processes are known, understood, and controlled.

4.2.5 Level Five

Levels one, two, three, and four plus established performance goals for effectiveness and efficiency based on business goals; the ability to continuously improve the processes and minimize corrective action; and understand the business impact of maintaining level five maturity.

5.0 Assessment Process

5.1 Types of Assessments

There are two types of assessments: Self-Assessment and Formal Assessment.

· Self-Assessments are used to appraise an activity’s capability with help from other, similar activities.  It identifies the current capability with the focus on what needs to be done to obtain the next higher level of capability.
· Formal Assessments are used to appraise an activity’s capability by other, similar activities and called for by headquarters.  It identifies the current capability with the focus on the effective implementation of “Best Practices” and improvement efforts.
· Both types of assessments follow the same assessment process.
5.0 Cabability Level/ Key Process Matrix

The assessment will be conducted in accordance with paragraph 5 and appendix A. The assessment report documents the results of the assessment.  This report will be provided to the commanding officer or designated agent.  In the event that an activity does not meet Level One requirements, NAVSEA 04L5 will facilitate or provide the technical assistance necessary to achieve Level One.

	Level
	Plain English Description
	Capability Description
	Key Process Areas

	5
	Expert
	Optimizing
	· Defect Prevention

· Technology Change Management

· Process Change Management 

· Improving organizational capability

· Improving process effectiveness

	4
	Proficient
	Managed
	· Quantitative Process Management

· Quality Management 

· Establishing measurable quality goals

· Objectively managing performance

	3
	Competent
	Well Defined
	· Organization Process Focus

· Organization Process Definition 

· Performing to the standard process

· Tools

· Training Program

· Integrated Management

· Product Engineering

· Intergroup Coordination

· Peer Reviews

	2
	Advanced Beginner
	Planned and Tracked/ Repeatable
	· Requirements Management

· Project Planning

· Project Tracking and Oversight

· Subcontract Management

· Quality Assurance 

· Planning performance

· Disciplined performance

· Verifying performance

· Tracking performance

	1
	Beginner
	Performed Informally
	· Basic practices performed


5.0 Initial Process ASSESSMENT

The initial process assessment will be a review of existing CM processes utilizing appendix A.  A secondary purpose of this review is to identify/document the “As-Is” processes to be used by the CDM/ISEA Standardization Working Group in the development of best practice recommendations.

5.4 periodic Assessment

The periodic assessments will measure the ISEA’s improvements with regard to the approved standardized best practice procedures resulting from the CDM/ISEA Standardization Working Group recommendations and the activity’s ongoing process improvement efforts. Periodic assessments need to be conducted on a regular cycle. 

5.4.1 Assessment phases

5.4.1.1 Preparation

During preparation, an organization’s management is briefed on the assessment process, agrees to participate, assigns activity points of contact, and commits to take action on findings and recommendations.

5.4.1.2 Assessment

During assessment, the assessment team conducts an on-site review.  Preliminary findings will be provided to the ISEA organization during the out-brief.

5.4.1.3 Recommendations 

A final report with findings and recommendations will be provided to the ISEA organization within thirty days of the assessment out-brief.  If an organization has not achieved Level One, a re-assessment will be scheduled based on the recommendations of the assessment team.  NAVSEA 04L5 will use the results of self-assessments in reporting the improvement progress of the NAVSEA Corporation. 

5.5 Assessment Principles

A good assessment requires a competent assessment team, sound leadership, and a cooperative organization.  Because the ISEA processes are human-intensive some special considerations should be kept in mind.  They are:

· The need for standardized processes as the basis of the assessment
· The requirement for confidentiality 
· Senior management involvement
· An attitude of respect for views of the people in the organization being assessed
5.0 Assessment Team Selection


The first step in the assessment process is to establish a schedule and identify the team to conduct the assessment. NAVSEA 04L5 will coordinate assessment team selection and training.

 Team Leader.  One of the two Co-chairs will serve as team leader.

 Team Members.  Team composition will consist of members representative of the CM discipline.  Assessment team members must agree to participate fully during training, on-site reviews, and wrap-up meetings. The activity being assessed will provide a team member for the conduct of the assessment. A contractor from a different ISEA will not act as an assessment team member when reviewing another ISEA. Team members will be required to hold a current certification in CM.  NAVSEA 04L5 will promulgate a list of recognized certifications.

5.0 Team Training

SEA 04L5 will recommend appropriate training for the assessment team.

5.0 Assessment Report

The final assessment team action is the presentation of a written report and recommendations to the commanding officer or designated agent.    Suggested report outline is as follows:

· Summary and Conclusions - An executive summary of the findings and recommendations

· Assessment - The assessment background and a description of the assessment process

· Site Status - A summary description of the site status

· Key Findings - A brief description of each finding

· Recommendations - A description of each of the recommendations

5.0 Action Plan

If necessary, a Plan of Action and Milestones will be prepared by the activity assessed to implement the recommendations of the assessment team. 

5.0 Re-assessment

If necessary, follow-up visits will be conducted based on the POA&M developed by the assessed activity.

6.0  Implementation 

6.0 Staffing Plan

SEA 04L5 will staff to accomplish the objectives of this plan.  
6.0 Budget

The funding required to staff this project will be independently funded by NAVSEA 04L5.

6.0 Assessment Schedule

The assessment schedule will be developed and promulgated by NAVSEA 04L5.

Appendix A
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