 TRIP REPORT

PEARL HARBOR HAWAII

20-21 JUNE 2000

Purpose:  To assess the logistics functions and processes currently being performed by the Supervisor of Shipbuilding San Diego, Detachment Pearl Harbor, in its role as Naval Supervising Activity (NSA) in support of Commander, Naval Surface Force Pacific (CNSP) and Commander, Naval Submarine Force Pacific (CSP) ships and submarines undergoing availabilities under its cognizance in Pearl Harbor Hawaii.  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 on 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) as of EOA plus 3 months,.  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 SS San Diego Detachment Pearl Harbor and Pearl Harbor Naval Ship Yard at Naval Station Pearl Harbor Hawaii on 20-21 June, 2000:

Ed Chergoski, NAVSEA 04L4XXX

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

Mike McCown, PSNSY CDM, Logistics Review Team, Member

Sheryl Wright, NSLC Pacific, Logistics Review Team Member

Bob Milburn, TYCOM Representative, Review Team Member

Michael Dyer, NAVSEA 04L Support, Review Team Member

The team interviewed the following personnel during the assessment process in Pearl Harbor:

CDR Stan Cunningham, SUPSHIP San Diego Detachment Pearl Harbor, OIC

Dwight Jackson, SUPSHIP San Diego Detachment Pearl Harbor, Code 400

Tom Moore, SUPSHIP San Diego Detachment Pearl Harbor, Code 451

Jim Flynn, SUPSHIP San Diego Detachment Pearl Harbor, Code 101/600

Judith Sekiya, Naval Shipyard Pearl Harbor, Code 244.2

SKCS H. Vegiter, FTSCPAC Detachment Pearl Harbor, Code 402

Lynn Ramirez, FTSCPAC Detachment Pearl Harbor, Code 402

LT. Jim Galoppa, CHET Pearl Harbor, OIC

Willie Yago, CHET Pearl Harbor

Tony Jimenez, PEO-TSC CDM OSR

Lyle Halverson, Newport News Shipbuilding, CDM OSR

Dave Shackelford, PEO-TSC


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

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

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

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

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

ILO Policies and Procedures Manual, SL105-AA-PRO

The LRT commenced the assessment process by reiterating to each interviewee that the purpose of this visit was not to audit but rather to undercover activities procedural difficulties in executing current ILS requirements as outlined in references (a) through (e).  In addition, the team expressed interest in unearthing current systemic problems that contribute or result in non-delivery of required ILS.

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

1. SUPSHIP  is not adequately staffed to perform its FMP NSA assigned logistics functions.  Manning currently consists of one individual whose primary functions also include supply support, material ordering/expediting and purchasing.  The SUPSHIP surface ship workload is on the rise and is expected to continue increasing over the next couple of years as the submarine factory prototype directs  all submarine work to the Pearl Harbor Naval Shipyard, filling the yard to capacity and forcing surface ship work into the private sector and under the cognizance of the SUPSHIP.  SUPSHIP is performing only those functions associated with ILS contractual requirements and deliverables. SUPSHIP does not attempt to track the status of all ILS deliverables for each availability.

2. No one organization or individual is tasked with enforcement of ILS policies and procedures for the 13 surface ships and 19 submarines in the region. Eleven of the surface ships are surface combatants under the cognizance of PEO-TSC.  the remaining two are Auxiliary/Amphibious ships. The total number of full-time logistics personnel located at Pearl Harbor is 34  and is comprised of  22 civilians and 7 military personnel at  FTSCPAC/ILO;  three at Pearl Harbor Naval Shipyard (PHNSY), down from twelve ten years ago; one PEO-TSC CDM OSR ; one Newport News (NN) CDM OSR .  

3. There is no full-time CDM OSR for the two Auxiliary/Amphibious ships homeported at Pearl.  Contractor support has been used to support these ships in the recent past.  However, no funding has been made available for this support for current availabilities and the SUPSHIP expressed concern.

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

5. SUPSHIP has made progress in AIT control.  However, current tools do not provide complete AIT information. PHNSY does not track or follow AIT installations that are not performed by PSNSY or are not part of its work package.  

6. SUPSHIP does not use CDMD-OA..  PHNSY reports configuration changes in CDMD-OA during  CNO availabilities, but connects to a CDMD(OA) server behind the OBAN firewall where connectivity is good.  FTSCPAC/ILO  uses CDMD-OA to build work files and electronically report configuration changes to the CDM, even though connectivity outside of the OBAN where it is located is extremely slow back to CDMD(OA) Central in CONUS.  PEO-TSC CDM OSR updates equipment installation status codes entered during the COP process on CDMD(OA).

7. Both SUPSHIP and PHNSY attest that the CDM OSR for PEO-TSC ships has been invaluable in ensuring reporting of configuration changes and delivery of ILS for surface combatants in the region.  PHNSY faxes the PEO-TSC CDM OSR a detailed weekly list of IMF and emergent work. 

8. SUPSHIP  does not always  invoke PTD requirements for the GFM it procures.  It does, however, invoke NAVSEA Standard  Item 009-19  for all availabilities and routinely withholds payment of invoices until identified ILS deliverables have been received.  The NNS CDM OSR sends  PTD to NNS for XRIC assignment.  PEO-TSC CDM OSR reported that he also uses XRICs but would not be adverse to the use of Advance RICs as a preferred option.  The PEO-TSC representative will research Advance RIC policy and provide direction to the PEO-TSC CDM OSR. Neither SUPSHIP nor the CDM OSRs use ICAPS for submission of PTD to the TSA. 

9. For submarines, PHNSY performs the COSAL update function during CNO availabilities.  However, just as a SIMA, PHNSY does not equate themselves to an AIT when performing installations as an IMF outside of availability. Therefore, they do not perform those ILS functions currently required of AITs.    For submarine IMF generated configuration changes, the CDM processes the data forwarded by ship’s force.  However, no other ILS is managed or tracked.  AITs leave hardcopy CKs for Ship’s Force to input into SNAP. FTSCPAC/ILO does perform all ILS functions for non-CNO availabilities if FTSCPAC does the repair/installation.  PHNSY would like to see the same business practices established for CNO and non-CNO availabilities.  This would eliminate inconsistencies and confusion of roles and responsibilities during ship repair and provide better support for the Fleet with fewer gaps for things to fall through with a consistent, repeatable process.   

10. PHNSY has received waivers for logistics support in the form of Departures from Specification (DFS). 

11. PHNSY reports problems with TDMIS as a resource tool due to failure to update the system with current information.

12. FTSCPAC/ILO validates 10 critical equipments that the ship chooses during availability. NNS CDM OSR, by tasking, validates 100% of COP and all equipment reported as installed. The PEO-TSC CDM OSR validates 100% of COP; Emergent Work; and Laundry and Galley Equipment. It was noted that there is redundancy among the validation efforts performed by FTSCPAC/ILO and the PEO-TSC CDM OSR.  Both activities are mandated to validate Galley Equipment. 


13. FTSCPAC/ILO  receives COP data from the CDM and tracks this data throughout the availability,  reporting completion status at  ILSMTs  .  Additionally, they follow-up after the availability in a process called Post Overhaul Logistics Support (PALS) and liaisons with the CDM to clear any completed COP. FTSCPAC/ILO keeps metrics of work performed by  FTSCPAC and provides ships with class data for comparison and assessment of configuration accuracy.  

14. PEO-TSC ILSMTs  are considered to be a valuable tool for ensuring logistics support  for surface ship availabilities. However, the PEO-TSC CDM suggested that they would increase in value if they occurred later in the availability schedule.  Submarine ILSMTs are usually chaired by NNS.

15. FTSCPAC/ILO  conducts pre-arrival conferences for both ships and submarines if they are involved in the availability and  provides weekly status reports throughout the availability. PEO-TSC CDM OSR reported that it also conducts in-briefs to all ships in availability.  SUPSHIP  does not conduct a separate in-brief and does not participate in the in-briefs of any other logistics organization or representative.  SUPSHIP does not provide any ILS status reports.


16. NNS CDM OSR uses a SHIPALT tracking program to assist in the development of COP.  Each Alteration is examined for configuration impact and a standard file of adds/changes/deletes is developed for each alteration.  A culmination of those standard files makes up the COP.  The ship alt tracking program is called TYCOM Alteration Management System (TAMS).  

17. The NNS CDM OSR indicated that temporary alterations are not input into a submarine’s configuration file. They are temp changes that will not become a permanent part of the submarine.  The only exception is if SUBPAC deems that the alteration will be on there for sufficient duration to warrant reporting.  In that case the TYCOM will send a letter to the NNS CDM OSR who will then report the configuration. 

18. CHET works with AITs inside and outside of all PEO-TSC surface ship CNO Availabilities. The majority of AITs going aboard PEO-TSC ships fulfil the requirements of the AIT checklist.  A few of the AITs have had ILS waivers for their installs.  CHET stated that AITs must check in (no badges required) before boarding and show appropriate paperwork.  They do not have to return to CHET during close out however they are required to turn over the completed AIT checklist to the ship prior to departure.  CHET tracks all AITs and does not sign off on them until the checklist has been completed.  AIPs, GAITs, FMPMIS, and WOPPR are among the tools used to track AIT installations.  The PEO-TSC CDM OSR reported however, that if they try to track the AITs too far in advance, the data from the different databases are often contradictory.  They use these applications  as overall planning tools and, as the scheduled installations get closer, track down the discrepancies to determine which ones are actually going to occur.  CHET is the activity responsible for sending out AIT Scheduling messages. There is no “gatekeeper” for Auxiliary/Amphibious ships in the port.

19. CHET will act as the AMP/RMMCO representative for surface combatant ships and is concerned with its multiple roles and growing responsibilities. CHET is already double hatted as Combatant Assistant Maintenance Officer on MIDPAC staff and the OIC for CHET.  There is an existing Memorandum of Agreement (MOA) between PEO-TSC and MIDPAC and the AMP/RMMCO duties  will need to be added or a new MOA executed.  There are eleven people in the CHET office including one logistician (PEO-TSC CDM/OSR).

20. CHET indicated that  Immature Alterations (alterations with not fully developed ILS) are one of their biggest problems in the Port.  Unlike most regions visited, CHET reported that the working relationship and communication with SPAWAR Det Pearl Harbor is strong.  Installs and work performed by SPAWAR Det Pearl re coordinated through CHET.  CHET does not collect metrics concerning installations, mainly due to the difficulty in determining the contractor responsible for accomplishing the installation. 

21. PEO-TSC CDM OSR indicated that Tech Manuals are a part of the  kitting process for K Alts on CGs,  FFGs and DDGs.  

22. PEO-TSC CDM OSR reported that COTS is a big issue because there has been no discipline in purchasing or loading COTS items aboard ship or providing any support..  Policy development and dissemination on this issue would be helpful. 

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

1. In view of the projected increase in SUPSHIP surface ship availability workload that will be precipitated by the full utilization of PHNSY resources for submarine work, strongly recommend that NAVSEA consider augmentation of logistics personnel at  SUPSHIP San Diego Detachment Pearl Harbor, either through the addition of one (1) full-time civilian or contractor support.  

2. 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.  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.

3. IPT examine regional enforcement of ILS policies and procedures for all ships in the port.  The designation of an on-site “Port Logistician”  to ensure the logistics health of every ship on the waterfront, regardless of ship class,  should be considered and pursued.  An “honest broker” who can independently assess deficiencies and effectively coordinate the resolution of logistics issues is recommended.

4. NAVSEA 04L5 formulate/facilitate a plan to ensure CDM on-site representation for all ship classes in a port and work with Ship Program Managers to examine resource requirements and possible agreements/realignments necessary to support permanent on-site CDM coverage regionally.  

5. IPT investigate Ship Program Manager (SPM) adherence to FMP Manual ILS Certification requirements.  IPT investigate methods to provide visibility of WOPr data, ILS Certifications, authorization letters and ILS waivers to all ILS activities.

6. IPT liaison with AMP to ensure the ability of the AMP NDE client to provide alteration specific ILS checklists, waiver visibility/tracking, logistics deliverables and AIT performance metrics.  IPT recommend inclusion of logistics personnel on AMP FCO and RMMCO staffs to effectively evaluate adequacy of AIT logistic support packages.  Implementation of the new AIS tools included in the NAVSEA Data Environment (NDE) should be accomplished by SUPSHIP/PHNSY/CHET as soon as they become available.  In the interim, recommend CHET work with SUPSHIP to ensure awareness of scheduled AIT installations.

7. SUPSHIP develop standard methods of tracking contractual ILS deliverables for all work, both scheduled and emergent, and routinely 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. 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.  IPT examine policy and revise to promote/require the use of ICAPS for PTD submission and the electronic passing/sharing of data between regional ILS activities and organizations.

8. SUPSHIP procure PTD for all non-standard equipment that it procures as required by the FMP Manual.

9. IPT examine community-wide configuration reporting by IMFs and IMAs to identify systemic deficiencies. IPT review Technical Specification 9090.310C to ensure IMF’s role as an AIT is adequately defined.  IPT evaluate PHNSY recommendation to standardize IMF logistics responsibilities and business practices associated with CNO and non-CNO availabilities.    

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

11. IPT liaison with CDM/ISEA working group to discuss and resolve the  ISEA failure to update TDMIS.

12. FTSCPAC/ILO, PEO-TSC and Newport News review organizational validation policies and work together to eliminate redundant efforts and more effectively utilization of validation resources to accomplish reviews necessary to ensure configuration accuracy.

13. PEO-TSC evaluate recommendation of CDM OSR at Pearl to schedule ILSMTs later in the availabilities.

14. 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.

15. IPT liaison with CDM/ISEA working group to establish a standard methodology and tools for COP development, content, procedures, HSC assignment for test equipment and the processing of COTS and non-standard equipment configuration records.  

Conclusion:  In conclusion, the TYCOM reported concerns regarding incomplete configuration change reporting are warranted.  There are staffing 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 the revision of contractual requirements, additional personnel resources, review and revision of existing policy and vigorous enforcement on the waterfront.  









Rosemary Travis

                                                                                    Logistics Review Team Leader

                                                                                    Office: (904) 270-6304

                                                                                    Cell: (904) 759-9582

