TRIP REPORT

PASCAGOULA, MS

10 MAY 2000
Purpose:  To assess the logistics functions and processes currently being performed by the Supervisor of Shipbuilding Pascagoula in its role as Naval Supervising Activity (NSA) in support of Atlantic Fleet ships undergoing availabilities. 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 (LRT) 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 SUPSHIP Pascagoula and other activities involved in the logistics support process at Naval Station Pascagoula on 10 May 2000:

Ed Chergoski, NAVSEA 04L411 

Donna Johnson, NAVSEA 04L511

Donna Caroline Kowalsky, NAVSEA 04L513

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 Pascagoula:

CDR J. R. Bobbitt, SUPSHIP Code 500

Mr. Steve Stone, SUPSHIP Code 501

Mr. Bill Whitney, SUPSHIP Code 540

Mr. David Martilono, SUPSHIP Code 542

Ms. Cindy Harris, SUPSHIP Code 222B

Mr. Cliff Andrews, Ingalls CDM OSR

Mr. Earl Beasley, Ingalls CDM OSR Supervisor

Mr. David Shackleford, PEO-TSC

GSCS Damian Marius, CHET Pascagoula

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

1.   The interviews conducted at SUPSHIP Pascagoula differed from previous LRT visits in that, at the request of SUPSHIP Pascagoula, they were done in an open forum with all organizational representatives present for the entire discussion.  The following information was provided:

· SUPSHIP Pascagoula supports availabilities on three CGs and two FFGs.  The ILS division consists of four government personnel and one contractor charged with executing  contractual ILS requirements. There is currently a vacant government position that is not expected to be filled.  SUPSHIP reports an expected 50% reduction in personnel over the next five years.

· SUPSHIP Pascagoula has “read-only” access to CDMD-OA. No electronic transmission of data takes place between the regional ILS organizations.

· Per PEO-TSC direction, CDM on-site representatives perform a 100% equipment validation of the work package and submit the EOA ILS verification report.  SUPSHIP Pascagoula does not perform any type of sampling to verify the accuracy of the data received.

· SUPSHIP Code 540 reviews the work package but does not track completion or delivery of required logistics products and provides no information/data to the CDM OSR relative to logistics products or deliverables.

· Logistics support for SHIPALT Government Furnished Material (GFM) is kitted by the planning yard and provided to the ship at the time of installation by the CDM.

· SUPSHIP Pascagoula performs a 100% warehouse validation of the material it orders.  However, the information is not provided to the CDM OSR.

· SUPSHIP Pascagoula ILS personnel attend progress meetings.

· SUPSHIP Pascagoula Material Officer voiced concern regarding having responsibility for FMP requirements but no control or visibility of the efforts of PEO-TSC funded activities.

· No systemic process exists to ensure configuration reporting and ILS support of emergent work.  Work package growth is visible to SUPSHIP 540. However,  ILS personnel provide no notification or information to the CDM OSR relative to additional configuration changes beyond the initial work package.  The CDM OSR must aggressively pursue and obtain required configuration and logistics information on the deck plate and through attendance at weekly progress meetings.

· SUPSHIP Pascagoula acknowledged no viable metrics program relative to tracking or verification of delivery of logistics support to ships executing availabilities under its cognizance.

· SUPSHIP Pascagoula reports they are not experiencing a problem with unsupported alterations in the COP package. Pascagoula ships are unique in that they are predominantly used for drug interdiction vice battle group operations and subsequently receive very few prototype installations.

· Ships in Pascagoula are provided ILO support by ILO JAX.

· SUPSHIP Pascagoula and the CDM OSR indicated little to no interface with ILO JAX.

· SUPSHIP , CHET, and the CDM OSR indicated concern over the lack of reporting for work package items being completed by SIMA Pascagoula.

· SUPSHIP Pascagoula ILS personnel have no visibility of ILS waivers, SPM ILS certifications, 360-day authorization letters, or WOPr data.

· SUPSHIP Pascagoula, CDM OSR and ILO all affirmed  the value of ILSMTs and credits them as being the vehicle that promotes communication between ILS activities.

· ILO, CDM and SUPSHIP Pascagoula do not provide a joint logistics briefing to ships at start of availability.

· FTSCLANT DET Pascagoula does not have any ILS personnel on staff.

· The CDM reports ILS support problems and submits PTD to the TSA, NAVSSES, for resolution. The CDM OSR does not receive any PTD information from SUPSHIP Pascagoula.  The CDM loads the configuration item into CDMD-OA as either an X-RIC or an advance RIC. No piece part information is provided to the ship by either the CDM OSR or SUPSHIP by EOA.

· SUPSHIP ILS personnel were  unaware of the ILS reporting requirements beyond PTD submission of NAVSEA Standard Item 009-019 and does not provide the nameplate and configuration  information required by this item to the CDM.  This information is not being received by Code 540 ILS personnel for appropriate action.

· FLTILOTEAM JAX has ten personnel and their efforts are based upon the Deployment Focused ILS Strategy Plan developed by ILO, FTSCLANT, and CNSL.

· ILO is involved in all CNSL availabilities.

· ILO conducts a post-availability logistics review approximately sixty to ninety days after the availability to ensure the ship’s database accurately reflects the completed work package and that all necessary logistics support has been received.

· ILO JAX acknowledges little to no interaction with SOS Pascagoula during assigned availabilities. 

· CHET tracks all non-CNO availability related AIT installations, issues badges,  and serves as the AIT gatekeeper for the port. No plans for a RMMCO or AMP FCO have been announced for this port. 

· CHET is funded by PEO-TSC and currently has one person assigned  ILS responsibilities.

· CHET utilizes the NAVSEA availability authorization letter and the CNSL quarterly scheduling message to identify scheduled alterations.

· CHET indicated concern regarding the ILS support of SPAWAR IT21 alterations.

· CHET has no visibility of ILS waivers.

· CHET recommends that the scheduling message be more specific with regards to the actual scheduled installation time frame. 

· The CDM OSR is co-located with the CHET.

· The CDM OSR acknowledged that the SIMA is getting a piece of each work package as well as Planning Yard Work Items (PYWI) and that no configuration change information is being received from SIMA.

· CDM OSR is validating 100% of the work package and all AIT installations.

· CDM OSR has no visibility of ILS waivers.

· NSWC/PHD has one logistics representative located at CHET.

· CDM OSR is relying on routine ship visits and liaison with CHET to identify validation candidates.

· SUPSHIP Pascagoula recommends revision and alignment of the SUPSHIP Operations and Management Manual (SOMM) with the FMP Manual to accurately reflect and assign SUPSHIP ILS responsibilities.  Currently, there are minimal, if any, mission ILS responsibilities reflected in the SOMM and, therefore, no resources or support programmed throughout the SUPSHIP hierarchy to ensure compliance and attainment of assigned ILS objectives. 

· Proactive involvement of PEO-TSC is the prime contributor to coordination of ILS efforts in the port.

· CHET reports most equipment CASREPS are the result of material non-availability in the port. 

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

1. Manning of SUPSHIP Pascagoula is adequate to accomplish  NSA responsibilities associated with the delivery of logistics products required contractually without assistance from the PEO-TSC funded CDM OSR. However, SUPSHIP Pascagoula is not suited at this time, or in the near future based on projected personnel reductions, to perform all NSA responsibilities currently assigned by the FMP Manual.  

2. No one organization or individual is tasked with enforcement of ILS policies and procedures in the region. There are four full-time Government employees and one contractor at SUPSHIP Pascagoula  performing ILS functions.    There is one logistician at the CHET, one NSWC/PHD logistician on-site to support CNO scheduled availabilities, and one CDM OSR.  The total number of logistics personnel located in Pascagoula supporting CNSL units is currently eight.  Information exchange between the CDM OSR and SUPSHIP is conspicuously absent except at ILSMTs.

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

4. ILS waivers are not visible to logistics organizations in the port and are not being  tracked. The FMP Manual clearly states that ILS may only be waived by CNO.  No waiver authority has ever been received by SUPSHIP Pascagoula for alterations authorized for installation.

5. Ships receive multiple in-briefs regarding ILS from SUPSHIP Pascagoula, CDM, and the ILO. 
 

6. No configuration changes for work performed by SIMA Pascagoula are being reported during CNO scheduled availabilities to the CDM, ILO or SUPSHIP.

7. Although the FMP manual states that SUPSHIP is mission funded to perform all NSA ILS functions during availabilities, NSA responsibilities for COSAL update and ILS verification at EOA for ships in this port have been assigned to the CDM by PEO-TSC.  SUPSHIP is not identifying, tracking or ordering technical manuals not received with newly installed equipment as a residual of that assignment along with receipt of contractual deliverables of logistics data and products.  ILO JAX has assumed that NSA function for newly installed equipment when not received in order to ensure support to the ship.

8. SUPSHIP does not report installation configuration changes loaded during the COP process to the CDM , does not use ICAPS to submit PTD and does not electronically transmit any logistics information to other logistics organizations or representatives in the port.  

9. CHET publishes a report weekly relative to AIT activity in the port.  CHET has an MOA with each ship that facilitates control and check-in of AITs.  CHET monitors installation schedules on the CNSL web page and aggressively pursues scheduled installers if they don’t hear from them.  Ninety-day window for some installations and insufficient tools to ascertain if logistics support provided by the AIT is sufficient are two problems noted by the CHET.  

10. ILSMT meetings are conducted in accordance with the PEO-TSC ILSMP and are effective tools in ensuring logistics support.

11. CDM OSR performs a 100% site validation of the work package and all AIT installations.

12. Inconsistencies exist between CDMs in COP content and the handling of non-standard material.

13. No systemic process exists to ensure configuration reporting and logistics support of emergent work.

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

1. IPT explore revision of FMP Manual assigned NSA ILS responsibilities to more closely match requirements with the current process that actually exists in the regions already visited.  For example, SUPSHIP is typically performing the NSA contract administration function associated with ILS deliverables, ILO is performing the NSA functions of tracking and ordering, if necessary, tech manuals and PMS for newly installed equipment and the CDM is performing the NSA functions of validations, COSAL update and ILS Verification at EOA. We have seen sufficient evidence that no SUPSHIP organization is presently performing all FMP NSA assigned functions. Manning levels at the SUPSHIPS have already been adjusted to support the current level of effort and ILS technical experience has diminished.  It would be  illogical and not cost effective to bolster the manning of SUPSHIP organizations and provide sufficient training necessary to facilitate accomplishment of those remaining NSA functions that have migrated over the years to other organizations now adequately staffed and trained to perform them.    Alignment of the SOMM with whatever changes are made to the FMP Manual should also be accomplished.

2. SUPSHIP Pascagoula develop standard methods of tracking contractual ILS deliverables for all work, both scheduled and emergent, and report them to the CDM OSR.   This responsibility is inherently a SUPSHIP function and should include attendance at progress meetings, tracking ILS progress,  reporting of installation/removal completions to the CDM as they are accomplished and submission of PTD in accordance with NAVSEA Standard Item 009-19.  Review of internal procedures and revision to ensure receipt of all logistics products and deliverables by Code 540 personnel is also recommended.  Electronic transmission and submission via CDMD(OA) for configuration information and ICAPS for the submission of PTD as prescribed should be pursued and accomplished to the greatest extent possible.

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

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

5. IPT review AMP/RMMCO initiatives to ensure inclusion/enforcement of ILS objectives.

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

7. When possible, combine ship in-briefs into one at Start of Availability (SOA) to communicate SUPSHIP, CDM, CHET, and ILO logistics requirements, policies and procedures.  This will facilitate communications between and cooperation of logistics organizations, identification/reduction of redundant processes and increase awareness/support of SUPSHIP and Ships Force.

8. CNSL investigate lack of configuration change reporting by SIMA Pascagoula.  IPT examine community-wide configuration reporting by IMAs to identify systemic deficiencies.  IPT review Technical Specification 9090.310C to ensure SIMA’s role as an AIT is adequately defined.

9. IPT investigate methods to provide visibility of WOPr data, ILS Certifications, authorization letters and ILS waivers to all ILS activities.

10. IPT liaison with CDM/ISEA working group to establish a standard methodology for COP content and the processing of COTS and non-standard equipment configuration records.

11. CNSL review AIT scheduling methodology to ensure the published schedule reflects actual installation dates vice a general window of opportunity.  Implementation of the new AIS tools included in the NAVSEA Data Environment (NDE) should be accomplished by CHET as soon as they become available.  The Alteration Management Planning (AMP) client of NDE will provide comprehensive information on scheduled AITs and the logistics products required at time of installation.

12. Recommend CHET provide SUPSHIP with copy of weekly report to increase SUPSHIP visibility and awareness of AIT installations.

Conclusion:  In conclusion, the TYCOM reported concerns regarding incomplete configuration change reporting are warranted.  The ships in Pascagoula are fortunate to have the services of PEO-TSC funded CDM OSR and the CHET.  However, there are still 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 that may only be resolved by the revision of contractual requirements, review and revision of existing policy and vigorous enforcement on the waterfront.  


