TRIP REPORT

INGLESIDE TX

18-21 JANUARY 2000
Purpose:  To assess the logistics functions and processes currently being performed by the Supervisor of Shipbuilding Jacksonville, Detachment Ingleside (SSJAXDI) in its role as Naval Supervising Activity (NSA) in support of Commander, Naval Surface Force, Atlantic (CNSL) ships undergoing availabilities under its cognizance in Ingleside TX. In addition, the review team will focus on systemic issues affecting the configuration accuracy and logistics support of ships in the port. 

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 CDM/ILO 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 172130Z Dec 99 expressed Type Commander (TYCOM) concern regarding incomplete configuration change reporting by SSJAXDI for MCM and MHC Class ships.   Specifically, CNSL reported that in the case of 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 data provided to the Configuration Data Manager (CDM) three months after completion of the availability. Subsequently, 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. Based on these reports, NAVSEA 04L has taken the lead and committed to ensuring the correction of deficiencies in configuration change reporting and logistics support identified during the investigation of both reports, in the short term, and any systemic issues identified as contributing factors in the long term.  To that end, NAVSEA 04L has appointed a Logistics Review Team to assess and resolve the immediate issues in Ingleside and San Diego and has established an Integrated Process Team (IPT) to identify and resolve systemic issues on a community-wide basis. 

General:  NAVSEA 04L directed the following individuals to conduct an on-site assessment of SSJAXDI and other activities involved in the logistics support process at Naval Station Ingleside TX on 18-21 January 2000:

Elliott Fields, NAVSEA 04L5 

Dave Noble, NAVSEA 04L52

Rosemary Travis,  NSLC FSO JAX, Logistics Review Team, Leader

Mike McCown, PSNSY CDM, Logistics Review Team, Member 

Bob Milburn, TYCOM Representative, Logistics Review Team, Member

The team interviewed the following personnel during the assessment process in Ingleside:

CDR Patricia Sudol, SSJAXDI, Officer In Charge

Lou Pleshe, SSJAXDI, ILS Manager

Bill Melcher, ILS

Bert Valeros, ILS

David Monington, FTSCLANT, Technical Director

Bill McGill, ILO Ingleside

Jim Dixon, ILO Ingleside

Fred Villanova, FEO Ingleside  

During the analysis process following the on-site visit to Ingleside, the following individuals provided additional information relative to issues raised:

Rueben Piland, NAVSEA SSRAC Coordinator

Mike Reagan, ILO Jacksonville

Marc Borkowski, Alteration Management Planning (AMP) IPT Chairman

Nancy Johnson, CDM, USS DENVER (LPD 9)

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

(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, Subj:  Ship Configuration and Logistics Support Information System (SCLSIS) Process

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

SSJAXDI welcomed the team and re-stated concern and request for an assessment previously expressed to NAVSEA 04L. SSJAXDI went through the Program Review given to NAVSEA 04X and SUPSHIP Jacksonville officials the previous week and gave an overview of where SSJAXDI stood as far as USS DEFENDER is concerned and where SSJAXDI required additional assistance.  SSJAXDI stated that no help was needed on USS DEFENDER and that the deficiencies noted had been corrected.  However, SSJAXDI expressed concern for future availabilities in the port and the Command’s ability to perform all of the NSA required ILS functions.  Inadequate staffing and the immaturity of the contractors executing availabilities in Ingleside were sited as the primary problems and impediments to compliance with existing ILS policies and procedures.   The summary slide requested two (2) additional FTE for the Logistics Department.  In that NAVSEA 04X has taken that request for action, SSJAXDI affirmed that, in the interim, temporary validation assistance would resolve deficiencies in reporting of configuration changes associated with equipment installed or removed during ship availabilities executed under SSJAXDI cognizance.  NAVSEA 04L5 agreed to provide that interim support through the FTSCLANT office located in Ingleside.  

The interview with SSJAXDI, ILS Manager reaffirmed the manning shortfall in his department and excessive amount of time required to continuously train local contractors in the proper reporting of configuration information and submission of Provisioning Technical Documentation (PTD) required by NAVSEA Standard Items 009-19 and 009-102. SSJAXDI, ILS Manager stated that due to manpower constraints, they had simply gotten behind and failed to go into CDMD (OA), report the configuration changes and change the status codes on many of the 266 items entered into the database during the COP process for USS DEFENDER. When asked if the deficiencies noted in the CNSL message that had prompted the review had been corrected, SSJAXDI, ILS Manager responded that they had.  

Findings:  The following facts were assembled during the assessment process:

1. Manning of SSJAXDI is critically low.  Any delays, disruptions, absence of other personnel in the department, requirements to provide training or more than a cursory look at ILS products provided by contractors adversely impacts the NSA’s ability to report configuration changes within the prescribed timeframe. Onboard validations of installed equipment are spotty and provided by a single SK1 with little knowledge, training or experience in configuration management and logistics support. 

2. No one organization or individual is tasked with enforcement of ILS policies and procedures in the region. There are three (3) full-time Government employees and one (1) SK1 at SSJAXDI currently performing ILS functions.  There is one (1) Government employee, two (2) contractors and one (1) Senior Chief at the ILO.  There is one (1) logistician at the PEO MIW Field Engineering Office (FEO).  The total number of logistics personnel located in Ingleside TX is currently nine (9).  

3. The local shipyards in Ingleside have little experience or motivation to comply with ILS reporting requirements.  Frequent changes in yard and ILS support personnel filling multiple roles contributes to a general lack of focus and knowledge of proper ILS monitoring and reporting procedures.  This situation is only remedied through a continuous training cycle provided by SUPSHIP ILS personnel.  The latest Phased Maintenance contract (N000-24-00-C-8500) for MCM support further exasperates the situation by not making the ILS Manager a required position. 

4. No A-15 ILS Certifications identifying the logistics requirements associated with alterations being installed on MCMs have been received from NAVSEA as required by the FMP Manual.

5. COP packages provided by the CDM do not contain APL information required to identify logistics support requirements for Contractor Furnished Equipment (CFE).  The CDM for this ship class uses XRICs as placeholders for CFE in that they cannot predict what equipment the contractor will procure.  The CDM estimates that approximately 30-50% of all of their COP packages are populated with XRICS.   The NSA must site validate the equipment as it is installed and enter the correct APL into CDMD (OA) or process the PTD to ensure the delivery of the appropriate logistics support.  As of this date, of the reported 169 installed equipment on USS DEFENDER, 37 (21.9%) are still assigned XRICS.  Of those 37, 14 are not configuration-worthy and will remain in the database.  The remaining 23 (13.6%) are valid XRICS that are in the provisioning process. 

6. Based on the results of a CDM validation of a selected sample of configuration changes reported by the NSA, configuration reporting for USS DEFENDER (MCM 2) FY99 DPMA remains unsatisfactory with corresponding deficiencies in required ILS still apparent. The CDM, assisted by FTSCLANT, selected 18 (10%) of the reported equipment for re-validation during the assessment visit to verify the accuracy of configuration information reported to the CDM for the USS DEFENDER.  Based on the results of that validation and subsequent analysis, the CDM agreed with the APL information reported on 7 equipments (38.9%), disagreed with the APL on one equipment (5.5%), and found insufficient or no nameplate data on 10 equipments (55.6%).  The CDM will work with SSJAXDI to obtain purchase orders and determine what equipment was actually installed.

7. SSJAXDI lacks the knowledge, proper tools and time to properly research XRIC items and accurately project/track the logistics support required to be onboard by EOA.  SSJAXDI 9080 Ser 500, 2/289 of 20 Dec 99, Subj:  End of Availability Integrated Logistics Support (ILS) Verification for USS DEFENDER (MCM 2) reported all ILS deliverables associated with new installations were either onboard or on order at EOA.  When asked if SSJAXDI had identified what logistics support was required to the ILO and tracked its delivery and receipt, the response was no.  SSJAXDI indicated that they have no way of identifying the technical manual or PMS requirements associated with new installations as required by the FMP Manual in its assigned role as NSA. They turnover whatever technical manuals are received with the equipment and reported by the contractor (which is usually none and was none in the case of USS DEFENDER) to the ILO. Monitoring of ILS by SUPSHIP consists primarily of reporting configuration with a focus on PTD development for non-supported equipments. Technical manual and PMS support is left entirely up to the ILO site to monitor and provide.  Batch reporting of installation completion at or after EOA and poor data flow 
during an availability doom this effort to failure.  The ILO does not 
have visibility of changes other than COP data in CDMD-OA at the start of 
availability.

8. Because SSJAXDI does not provide the required list of technical manuals and PMS for newly installed equipment, ILO researches the APL information provided in COP and try to identify and place on order the required logistics support. Possible errors in identifying the appropriate technical manuals for USS DEFENDER are being investigated by ILO based on the latest configuration information received from the CDM.

9. SSJAXDI produced documentation dating as far back as 1997 that substantiates that they have been aggressively pursuing contractor compliance with NAVSEA Standard Item 009-19, withholding payment of invoices until identified ILS deliverables have been received.  

10. SSJAXDI sited problems with AIT teams and identified over 100 known AIT installations identified for completion during scheduled availabilities for which no completion reports had been received and, in many cases, ILS had been deferred/waived by PMS 303.  SSJAXDI also reported that in a recent instance, an AIT had boarded a ship in availability without an appropriate AIT badge or inclusion on the list of authorized AITs for the availability as required, installed an ORDALT change and fortunately dropped off the required logistics support documentation to the NSA on the way out the gate.   A letter authorizing the installation was received by the NSA 10 days after the installation.

11. ILS waivers are not being adequately tracked. SSJAXDI expressed concern regarding the process of waiving ILS requirements for alterations and the appearance that they are being waived at an inappropriate level.  The FMP Manual clearly states that ILS may only be waived by CNO.  No waiver authority has ever been received by SSJAXDI from CNO for unsupported alterations authorized for installation by PMS 303.

12. Ships receive multiple in-briefs regarding ILS from SSJAXDI, ILO and the AIT Coordinator. 
 

13.  Access time to CDMD-OA is unsatisfactory and requires improvement. 

14. No configuration changes for work performed by SIMA Ingleside are being reported during CNO scheduled availabilities to the CDM, ILO or SSJAXDI.

15. No CDM on-site representative is permanently assigned to Ingleside TX. ILO reported that configuration reporting was notably better for the availabilities that a CDM on-site representative had been present and working closely with the ILO and ISEAs to ensure the accuracy and timeliness of validated configuration information. 
16. No shipboard validations as prescribed under the Deployment Focused   Integrated Logistics Support (DFILS) concept have been performed by FTSCLANT in Ingleside to-date.

17. Integrated Logistics Support Management Team (ILSMT) meetings are not conducted for MCM and MHC class ships.  

18. No one wants to talk about the USS INCHON whose configuration accuracy is allegedly among the Navy’s worse.  Due to this ship’s Reserve status, no get-well plan appears to be actively being considered or pursued.

Recommendations:  Based on the above, recommend the following actions:

1. NAVSEA provide temporary additional validation support.  NAVSEA review authorized manning level for SSJAXDI and validate the requirement for an increase in logistics personnel in the port.  IPT explore revision of FMP Manual assigned ILS responsibilities to more closely match requirements with the core competencies of organizations performing logistics functions.  For example, SUPSHIP organizations clearly excel in contract administration and the enforcement of contract deliverables; ILOs in the analysis of logistics requirements; FTSCs in equipment validation; CDMs in configuration management, just for starters.

2. SSJAXDI develop standard methods of tracking ILS across all hulls and 
include all ILS elements.  SSJAXDI ILS personnel attend progress meetings and closely track ILS progress reporting completions as they are accomplished.

3. IPT examine regional enforcement of ILS policies and procedures for all ships in a port, regardless of ship class.  Close examination of those organizations performing logistics functions, Regional Maintenance organizations and the assigned goals/projected impact of the planned AMP/RMMCO initiative to best identify an “enforcer” in each port is strongly recommended.

4. IPT explore revision/addition of NAVSEA Standard Item to require or incentivize contractors to procure standard equipment already provisioned and logistically supported.

5. IPT investigate Ship Program Manager (SPM) adherence to FMP Manual ILS Certification requirements.

6. CDM for USS DEFENDER conduct full validation of all projected configuration changes in COP and those reported by the NSA as complete for USS DEFENDER.  IPT examine COP process across CDMs and identify alternatives that would expedite/better support delivery of required ILS by EOA for short availabilities.

7. ILO validate appropriate technical manuals, PMS and repair parts onboard or on order based on the results of the CDM full validation recommended above.

8. AIT Coordinator review and continuously publish AIT badging and ILS requirements with ships in Ingleside to ensure compliance.  IPT review AMP/RMMCO initiatives to ensure inclusion/enforcement of ILS objectives.

9. IPT examine ILS waiver process across ship platforms for compliance with established policy.  Recommend inclusion of NAVSEA 04L in approval chain.

10. When possible, combine ship in-briefs into one at Start of Availability (SOA) to communicate SSJAXDI, AIT and ILO logistics requirements, policies and procedures.  This will facilitate cooperation of logistics organizations, identification/reduction of redundant processes and increase awareness/support by ships force.

11. NAVSEA verify connectivity being used to support remote access to CDMD (OA) at PSNSY and provide local CDMD (OA) server if best identified alternative.

12. CNSL investigate lack of configuration change reporting by SIMA Ingleside.  IPT examine community-wide configuration reporting by IMAs to identify systemic deficiencies.

13. NAVSEA examine resource requirements and reallocate to support assignment of permanent on-site CDM representative in Ingleside.

14. NAVSEA/CNSL review DFILS requirements and provide resources to FTSCLANT to conduct shipboard validations for ships homeported in Ingleside.

15. NAVSEA schedule ship specific ILSMTs for all CNO scheduled availabilities until such time as configuration change reporting and delivery of required logistics support for MCM and MHC class ships are in compliance with established policies and procedures.  Although not an FMP Manual requirement for availabilities of  such short duration (average 9 weeks),  the ILSMT forum will further facilitate communications, reduce duplication of  effort, and ensure cooperation among logistics organizations in Ingleside and focus management attention on the resolution of impediments to compliance with existing ILS policies, procedures and milestones.

16. NAVSEA/CDM develop a plan to improve the configuration accuracy and logistics readiness of the USS INCHON.

Conclusion:  In conclusion, the TYCOM reported concerns regarding incomplete configuration change reporting for MCM and MHC ships are warranted.  There is evidence in Ingleside TX of both local unique 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 preliminary review and assessment.  While the deficiencies noted on the USS DEFENDER may easily be resolved in the short term through focused management attention and remediation, the systemic issues may only be resolved by the revision of contractual requirements, review and revision of existing policy and vigorous enforcement on the waterfront.  After seventeen years of NAVSEA ILS policy, the same basic deficiencies remain – inaccurate ship configuration and continued installation of unsupported alterations.  It’s time to re-examine all of our policies and procedures and to “boldly go where no one has ever gone before” in the re-structuring and realignment of logistics resources and policies necessary to provide the best support to the best Fleet.
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