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Background

The Fleet Modernization Program (FMP) Manual assigns responsibility to the NSA for site validating all configuration changes accomplished during an availability and reporting them to the Configuration Data Manager (CDM)/Integrated Logistics Overhaul (ILO)/Fleet Technical Support Center (FTSC) team within 30 working days of installation/permanent removal.  In addition, the FMP Manual also requires the NSA to ensure that all Integrated Logistics Support (ILS) required by the ship for support of newly installed equipment is onboard by End of Availability (EOA).

COMNAVSURFLANT (CNSL) message DTG 172130Z Dec 99 expressed Type Commander (TYCOM) concerns regarding incomplete configuration change reporting by Supervisor of Shipbuilding, Jacksonville, Detachment Ingleside (SSJAXDI) for MCM and MHC Class ships.   Specifically, CNSL reported that for the USS DEFENDER (MCM 2), only 111 of the 266 planned changes reported in the Configuration Overhaul Planning (COP) process for the ship’s FY99 availability had been validated as installed/uninstalled and provided to the CDM three months after completion of the availability. COMNAVSURFPAC (CNSP) message DTG 010057Z Nov 99 expressed TYCOM concerns regarding incomplete configuration change reporting by Supervisor of Shipbuilding (SUPSHIP) Puget Sound for CNSP AOE Class ships.  Specifically, CNSP reported only 232 of 1025 USS BRIDGE FY 99 PSA planned changes and 118 of 297 USS CAMDEN planned changes had been provided to the CDM.  NAVSEA was also advised of an unsupported alteration installed on five LPD-4 Class ships during availabilities executed under the cognizance of SUPSHIP San Diego.  

NAVSEA 04L took the lead and committed to ensuring the correction of the specific deficiencies in configuration change reporting and logistics support identified in the TYCOM message traffic cited above in the short term and any systemic issues identified as contributing factors in the long term.  To that end, NAVSEA 04L appointed a LRT to assess and resolve the immediate issues in Ingleside and San Diego, and established an Integrated Process Team (IPT) to assess and resolve systemic issues on a community-wide basis. In support of this effort, the LRT visited all Navy regions in CONUS.  Appendix A contains individual trip reports for all regions visited.

Scope and Objective

To assess the logistics functions and processes currently being performed by the SUPSHIP in its role as NSA in support of ships undergoing availabilities.  In addition, the review team focused on systemic issues affecting the configuration accuracy and logistics support of ships in ports visited. 

References

References used to determine assigned logistics responsibilities and cognizant activities included:

(a) Fleet Modernization Program (FMP) Management and Operations Manual, SL720-AA-MAN-010, Volume 1, Section 8, Subj: Configuration and Logistics Management

(b) Fleet Modernization Program (FMP) Manual, SL720-AA-MAN-010, Volume 2, Appendix F, Subj: ILS Actions and Milestones

(c) COMNAVSURFLANT/COMNAVSURFPACINST 4400.1H, Subj: Surface Force Supply Procedures

(d) NAVSEA Technical Specification 9090-700C (Draft), Subj:  Ship Configuration and Logistics Support Information System (SCLSIS) Process

(e) ILO Policies and Procedures Manual, SL105-AA-PRO

(f) NAVSEA Technical Specification 9090-310C, Alterations to Ships by Alteration Installation Teams dtd 26 June 2000

Results

A.  MANNING/ORGANIZATION

1.  Finding: SUPSHIP is not adequately staffed to perform full NSA ILS FMP responsibilities nor to monitor the performance of Alteration Installation Team (AIT) installations as relates to the delivery of logistics products.  Each site has a mixture of SUPSHIP, ILO/Fleet Technical Support Center (FTSC) and Program Executive Office (PEO) funded assets that cover the preponderance of NSA responsibilities.  This type of support has evolved based on past PEO/Ship Program Manager (SPM) decisions and actions to relieve SUPSHIP of portions of their NSA responsibilities. However, some ship classes have not had the augmented PEO funded support to compensate for inadequate NSA manning or functional knowledge at the regional sites (Amphibious, Auxiliary, and Mine Warfare classes).  Appendix B shows a Manning Matrix by region and ship class.  The LRT found that the ILO/FTSCs are performing logistics reviews/analyses in the areas of Planned Maintenance System (PMS), Technical Manuals and configuration accounting during availabilities, as well as conducting Post Availability Logistics (PALs) reviews ninety days after availabilities. The CDM On-site Representative (OSR)/Carrier Integrated Logistics Review (ILR) Teams are covering all configuration-related tasks and End of Availability (EOA) certifications. SUPSHIP NSAs typically perform initial Provisioning Technical Documentation (PTD) associated functions and contract administration for deliverables under NAVSEA Standard Items.

Recommendation: Realign policy and mission to adequately reflect the organization that has assumed specific NSA responsibilities.  Applicable policy documentation and the mission statements of SUPSHIPs should be revised to only require the performance of contract administration necessary to ensure the receipt of ILS contractual deliverables.  Policy revisions required include the FMP Manual, Section 8; SUPSHIP Operations Manual (SOM) and SUPSHIP Mission and Task Instruction.  

AIT enforcement requirements recently assigned to SUPSHIPs by NAVSEA Tech Spec 9090-310C should be reevaluated based on findings of this NSA LRT. 

SEA 04L liaison/coordinate with SPMs to extend coverage to ship classes whose SPMs lack sufficient resources to adequately fund CDM OSRs in each region.  This coverage may require shared resources or additional funding.

Develop a regional logistics solution, vice specific ship class SPM-funded solutions.  For example, the regional logistics solution should evolve to include a Regional Home Port Engineering Team, a regional CDM OSR and a Port Logistician.  The Port Logistician, preferably a NAVSEA 04 designated representative, would coordinate regional logistics infrastructures and ensure adherence to established policy both inside and outside of availabilities.

2.  Finding:  There are varying degrees of functional knowledge and tools within the logistics organizations that support each region. There is no established SUPSHIP ILS training.  In addition, the established standardized tools, such as Configuration Data Managers’ Database-Open Architecture (CDMD-OA), Interactive Computer Aided Provisioning System (ICAPs), Alteration Installation Planning System (AIPS), Fleet Modernization Program Management Information System (FMPMIS), Technical Data Management Information System (TDMIS) and various Allowance Parts List (APL) research tools, are not being fully utilized. 

Recommendation:  Establish a regional ILS forum to promote communications among the local organizations, provide training on the operations/processes of each organization, eliminate duplications of effort and focus the region on attainment of logistics requirements for all ships.

Promote regional waterfront ILS organization attendance at established national ILS forums and conferences such as the CDM/ISEA Working Group, NAVSEA Fleet Logistics Support Improvement Conference (FLSIC), and Provisioning Center of Excellence (PCOE) to further facilitate communications, process improvement, and ensure knowledge and support of evolving changes in policy.

Establish a NSA forum to review and discuss contract specifications for new construction and standard items for modernization and repair.  This forum should also encourage vigorous enforcement of existing contractual requirements.

Develop a regional ILS desktop guide to document local processes, resources and data flow. The desktop guide should be a complete reference guide identifying all tools, instructions and processes for managing/performing waterfront ILS.  The desktop guide should also document the feedback mechanism for CDM OSRs to report inadequacies of data received from ship repair contractors.  A training plan to support the implementation of the regional ILS desktop guide should also be promulgated.

3.  Finding:  There is no designated logistics representation indicated for the new waterfront RMMCO organizations.
Recommendation:  Ensure that waterfront RMMCO organizations have adequate logistics representation or agreements with logistics organizations to provide that technical support within each region. 

4.  Finding: TYCOM/SPM funded contractors are performing some AIT gatekeeping functions.  Combatant Homeport Engineering Team (CHET) performs AIT gatekeeping functions for Surface Combatants outside of availabilities.  There is no comprehensive gatekeeping organization, policy or process for all ship classes.

Recommendation: Ensure AIT gatekeeping efforts of all sponsoring activities are included under the RMMCO umbrella. 

B.  POLICY

1.  Finding:  No CNO approved ILS waivers are provided to any ILS waterfront personnel.  In addition, there is no central repository or organization responsible for tracking and resolving ILS waivers and TYCOM overrides.

Recommendation:  Revise FMP policy to assign ILS waiver approval authority to the PEO level, with NAVSEA 04L acting as central tracking organization for all waivers until closure. 

Recommend that all approved ILS waivers be disseminated to regional waterfront organizations until the NAVSEA Data Environment (NDE) Alteration Management Planning (AMP) module is deployed.

Ensure ILS waiver visibility and tracking capability is included in NDE and available to all cognizant organizations.

2.  Finding:ILS Certifications for alterations are not being provided to waterfront logistics personnel.
Recommendation:  Recommend that all sponsoring activities (PEO or Fleet) adhere to ILS Certification requirements for all installations and that appropriate policy be developed and promulgated to affect this recommendation.  Policy should specify ILS Certification dissemination requirements to all cognizant waterfront activities.

Ensure that ILS Certifications are included in NDE and available to all cognizant organizations.

Recommend  all ILS Certifications be manually distributed to regional waterfront activities until the NDE module is deployed. 

Recommend NAVSEA 04L act as central tracking organization for all ILS Certifications.

3.  Finding: Conflicting logistics-related guidance exists between the FMP Manual, SCLSI Technical Specification 9090-700 series, 3M Manual, and SOM. 

Recommendation:  FMP Manual, SCLSI Tech Spec, 3M Manual and SOM should be mapped and aligned to remove any inconsistencies between the documented logistics guidance.  

4.  Finding:  Within the ILS community, the interpretation of ILS policy relating to COTS equipment is not clearly defined or understood.  

Recommendation:  NAVSEA 00 signed out COTS policy in July 2000 promulgated by the COTS Steering Board.

Continue to educate all sponsoring activities (PEOs/SPMs, PARMs, TYCOMs, and SYSCOMs) that use of COTS does not preclude development/procurement of ILS to support the maintenance/operation of COTS installed equipment. 

Clearly define COTS ILS Policy in other ILS guidance documents (FMP Manual, SCLSI Tech Spec, etc…) to ensure supportability of COTS installed equipment.

5.  Finding:  Multiple SUPSHIP ILS organizations recommended returning to separate PTD, Configuration and Logistics Support Requirements NAVSEA Standard Items (009-19 and 009-21) because of confusion by installing activities of having both requirements under one NAVSEA Standard Item.  SUPSHIP also recommended cancellation of Alteration Verification Checklist NAVSEA Standard Item (009-102).  It is felt that this requirement is too cumbersome for contracting activities to fill out and not a valid contractor requirement.

Recommendation:  At the recent Standard Specification for Ship Repair and Alteration Program (SSRAC) meeting in September, NAVSEA 04L representatives successfully presented and gained SSRAC approval of a revised NAVSEA Standard Item 009-19 for PTD and new Standard Item 009-21 for Configuration and Logistics Requirements.

Obtain consensus among SUPSHIP ILS organizations on whether to recommend cancellation of Standard Item 009-102 and propose at the next SSRAC meeting.

6.  Finding: All IMAs and FMAs while actively involved in maintenance and modernization are not reporting any configuration changes, such as Alterations Equivalent to Repair (AERs) and Planning Yard Work Items, to the cognizant CDM.

Recommendation:  Clarify and invoke standard configuration change reporting on IMAs.  Modify FMP Manual and Tech Spec 9090-310C to specify applicability toall IMA/FMA accomplished work.

7.  Finding:   Contractors are not provided incentives to procure standard Navy equipment.

Recommendation:  NAVSEA 04L11 is developing contractual language to encourage contractor procurement of standard Navy equipment for Contractor Furnished Material (CFM).  In addition, NAVSEA 04L11 is taking action to reconcile laws governing standardization and open competition for Government Furnished Material (GFM).

8.  Finding:   Submarines are exempt from NAVSEA Standard Item requirements.

Recommendation:  NAVSEA 04L investigate how ILS requirements are invoked for Submarine installations during availabilities in the private sector.

9.  Finding:  Current policy does not require electronic transmission of logistics data between  waterfront ILS organizations.

Recommendation:  Revise FMP Manual to require electronic transmission via standard AIS tools for all logistics data and updates.

C.  AIS TOOLS
1.  Finding:   TDMIS  is not being updated in a timely manner by the ISEAs.  
Recommendation:  NAVSEA 04L3 investigate the cause and resolve to ensure timely update of TDMIS.

2. Finding:   Each  SUPSHIP organization maintains a separate database to track ILS requirements for the work package.

Recommendation:  Roll required ILS tracking functionality into NDE.

D.  METRICS

1.  Finding:  There are no comprehensive ILS metrics collected by any waterfront organization.  There are no Fleet-wide metrics available to assess the impact of unsupported alterations on Fleet readiness.

Recommendation:  Establish a standard set of metrics that all waterfront organizations can report on based upon their roles and responsibilities.  Determine the monitoring authority that will evaluate the metrics for trend analysis and process improvement.  

E.  PROCESS

1.  Finding:   Ships receive multiple logistics in-briefs from various waterfront organizations.

Recommendation:  One comprehensive regional logistics in-brief for ships at Start of Availability (SOA) should be provided with all waterfront logistics organizations represented.

2.  Finding:   Not all SPMs conduct Integrated Logistics Support Management Team (ILSMT) meetings for ships in availability.  ILSMTs are perceived by most waterfront logistics organizations as a valuable communications tool for fostering attainment of ILS objectives.

Recommendation:  All SPMs conduct ILSMTs for ships in availability.

3.  Finding:  Validation redundancies exist for some ship classes in most regional areas.  Little or no validation efforts exist for other ship classes.

Recommendation: Eliminate redundancies in validation efforts by using existing validation flags within CDMD-OA.  Combine resources to ensure 100 percent validation of all work accomplished during periods of availability, to include AIT installations. 
4.  Finding:  There are inconsistencies in COP procedures between Planning Yards and CDMs. 

Recommendation:  CDM/ISEA Working Group develop standard methodology for COP development, content and procedures.  Once standard procedures are developed, revise applicable policy to document these procedural changes.

5.  Finding:   Inconsistencies exist in the handling of non-standard material.

Recommendation:  For non-standard APL worthy material, use advanced RIC vice XRICs.

6.  Finding:  There are inconsistencies in the way Tech Manuals are procured and tracked for equipment installed during availabilities which result in duplications of effort.

Recommendation:  Recommend a regional approach to data sharing for Tech Manual procurement and tracking should be implemented.

7.  Finding:  ILO/FTSC PALs effort is limited to Planned Adds only.

Recommendation: To expand ILO/FTSC PALs effort to include emergent work and AIT installations in the scope of their review.

8.  Finding:  Utilization of general windows of opportunity for scheduling some AIT installations makes it difficult for the gatekeeper to track or follow up on scheduled installations. 

Recommendation: Recommend policy  revision to require the AIT to notify the cognizant gatekeeper one week in advance of arrival and installation when an installation date is not specifically scheduled.

9.  Finding: Contracted ILR support is used for Carrier availabilities vice using the existing ILO/FTSC process.

Recommendation:  NAVSEA/TYCOM/PEO CV/ILO/FTSC meet to evaluate utilization of CDM OSR and ILO/FTSC to support CV availabilities in order to standardize the logistics process and procedures across ship platforms.

10.  Finding:  Deficiencies in configuration reporting accuracy and logistics support on Mine Warfare ships, including USS INCHON, were reported by the Fleet, in addition to TYCOM reported specific unsupported installations on LPD-4 class ships in San Diego. Upon investigation by the LRT, it was discovered that the LPD-4 class reported unsupported installations had been disapproved by the SPM, but were authorized for installation by TYCOM overrides as quality of life improvements. 

Recommendation:  NAVSEA 04L5 has taken action to accomplish critical system validations during November 2000.  SEA 04L5 provided one man-year FTSCLANT effort to provide on-site logistics validation assistance to correct previously unreported configuration changes for Mine Warfare ships in Ingleside, TX.  Pertaining to unsupported installations on LPD-4 class ships, the cognizant ISEA completed delivery of all logistics support  products in February 2000.

11. Finding:  Even with existing AIT policies, the LRT found that AITs are still showing up unannounced at ships’ quarterdecks.  This causes additional workload on Ships Force to resolve who is authorized to come on board and who is not. 

Recommendation:  Investigate the use of Smart Card technology in association with the Smart Card Program Office at NAVSEA.  Establish a remote authorization process with Smart Card readers at the quarterdecks of ships to perform this function, effectively removing the added burden on Ships Force and reducing lost man-hours.

12.  Finding:  Successful attainment of established goals for configuration accuracy for all ships requires extensive resources both ashore and afloat and, to date, has not been unilaterally achieved for all ship classes. 
Recommendation:  Investigate utilization of Radio Frequency Identification (RFID) technology by cognizant ISEAs and installing activities for all newly installed/modified equipment onboard ship to effectively reduce/eliminate external validation team/CDM  resource requirements ashore and simplify configuration change reporting afloat while greatly enhancing configuration accuracy in the Fleet.  Full consideration and utilization of emerging technology solutions to effectively reduce resource requirements, improve processes, and facilitate the attainment of established goals for configuration accuracy should be aggressively pursued where technically validated and economically justified.

Conclusion:  The LRT found that SUPSHIP ILS organizations are not adequately staffed or trained to perform full NSA ILS FMP responsibilities nor do they have the sufficient personnel to monitor the performance of AITs as relates to delivery of required logistics support.  The current support in the regions has been precipitated by past SPM decisions and actions to relieve SUPSHIP of portions of their NSA responsibilities.  However, some ship classes do not have the augmented SPM/TYCOM funded support to compensate for inadequate NSA support at the regional sites (Amphibious, Auxiliary, and Mine Warfare classes).

The TYCOM reported concerns regarding incomplete configuration change reporting are warranted.  However, there are currently no metrics available to assess the impact of unsupported alterations on Fleet readiness.  There is no established configuration accuracy baseline within the Navy to quantify the magnitude of the problem.  The ships in many regional areas are fortunate to have the services of SPM funded CDM OSRs and CHETs.  However,  there are still resource deficiencies and systemic issues adversely impacting the logistics support and subsequent readiness of our Fleet.  Weaknesses in both policy and compliance have been identified in this review that may only be resolved by: 

· Revision of contractual requirements 

· Review and revision of existing policy 

· Organizational realignment/augmentation

· Vigorous enforcement of all installation reporting on the waterfront.

Organizations performing AIT gatekeeping functions affirmed that not-ready-for-prime-time alterations have continuously been installed in the Fleet as the result of marketing techniques employed by ISEAs and systems’ developers for immature alterations and the absence of any enforcement of existing policies.  ILS is frequently deficient or totally absent with no central follow-up by NAVSEA.  As long as there is a waiver/override process and an avenue to entice Fleet Commanders with the latest and greatest upgrades in capability, this situation will persist.  It is anticipated that the increased visibility of immature, unsupported alterations and waivers in NDE will serve to facilitate resolution of deficiencies and deter further installations until support is in place.  Support of existing policy must be affirmed from the top down with enforcement applied consistently by the logistics, engineering, operational, and maintenance communities.

The LRT envisions a future regional logistics organization to include a Port Logistician, a Port CDM OSR, and a Homeport Engineering Team to ensure the attainment of all ILS objectives on the waterfront.  The use of SMART CARD technology to control AIT access to ships would reduce shipboard workload, as well as improve visibility of AITs going aboard ships.  Use of RFID technology to interactively report configuration changes as they occur would serve to improve configuration control, reduce/eliminate validation requirements, and reduce Ships Force workload.

This report excludes any assessment of NSA new construction logistics functions and the execution of NSA responsibilities by Naval Shipyards for ships undergoing availabilities in the public sector.  In addition, no review of logistics functions performed in conjunction with ships executing periods of maintenance, modernization or repair OCONUS was conducted.  These specific exclusions may be the subjects of subsequent expanded studies by this LRT or other designated logistics teams.

The status of all recommendations identified in this report should be posted/maintained on the NSA Working Group web-site (http://www.nslc.navsea.navy.mil/NSLCPROD/nsails.nsf).

Appendices

(A) Individual trip reports

(B) Manning matrix 
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