TRIP REPORT

SUPSHIP PUGET SOUND

EVERETT, WASHINGTON

11 JULY 2000

Purpose:  To assess the logistics functions and processes currently being performed by the Supervisor of Shipbuilding, Puget Sound, Everett, Washington, in its role as Naval Supervising Activity (NSA) in support of Commander, Naval Surface Force Pacific (CNSP) new construction ships and operational ships undergoing Availabilities.  In addition, the review team will focus on systemic issues affecting the configuration accuracy and logistics support of ships in port.

SUPSHIP Puget Sound is responsible for procurement and administration of new construction and ship repair contracts with private sector shipyards in the Pacific Northwest to improve the material readiness of Naval ships and vessels.

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 SUPSHIP Puget Sound, Everett, Washington on 11 July 2000:

Rosemary Travis, NAVSEA 04L REP, NSLC FSO JAX, Logistics Review Team, Leader

Mike McCown, PSNSY CDM, Logistics Review Team, Member

Bob Milburn, TYCOM Representative, Review Team Member

Dave Shackleford, PEO TSC F332

Madeline Waters, NAVSEA 04L5 Support

The team interviewed the following personnel during the assessment process in Everett, Washington:

Rick Wilson, PSNSY/AIRPAC On-Site Representative

Ben Espiritu, FTSCPAC, DET Everett

Dale Nunn, FTSCPAC, DET Everett

CAPT Sanford, SUPSHIP Puget Sound

Roger Fustos, SUPSHIP Puget Sound

Paul Barrett, SUPSHIP Puget Sound, Code 530B

LT Paul Haslam, SUPSHIP Puget Sound, Code 500

Jay Little, SUPSHIP Puget Sound

Ted Micone, SUPSHIP Puget Sound

Larry Bryant, C-HET Everett

Dan Rush, Ingalls, CDM OSR

References used to determine activity assigned logistics responsibilities 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

f. NAVSEA Technical Specification  9090-310C

1.  Interviews with SUPSHIP Puget Sound personnel revealed the following:

 
a.  The SUPSHIP ILS manning includes eight (8) personnel for three 

     waterfront sites that include Bremerton, Naval Station Everett and Todd 

      Shipyard.

b. SUPSHIP responsibilities in support of AOE availabilities include comparison of Work Package to what is actually installed; PTD receipt and processing for 8-10 contractors, with the quality of information varying from contractor to contractor; ordering of  Technical Manuals and delivery to ILO; submission of PTD, Statements of Prior Submission (SPS); and update of Installation Status Codes (ISC) during availabilities to reflect actual installation of planned adds, changes and deletes. Todd Shipyard is currently behind on PTD submissions and payment is being withheld until submissions are received.  There is no IMA work during availabilities.  Shipboard validations are performed by SPM funded contractor support.  Tasking also does not include any AIT gatekeeping functions.

c. For carriers, SUPSHIP builds work files and submits via email to the CDM; performs validations (not 100%); performs NSA functions for CFM, based on COP data, with PSNSY performing NSA functions for GFM; interfaces with OSRs;  participates in ILSMTs; and submits PTD SPSs.

d. For surface combatants, SUPSHIP builds work files and submits via e-mail to the CDM; reviews new installation packages; and interfaces extensively with CHET and the CDM OSRs.  SUPSHIP does not order Tech Manuals; does not do ILS EOA Verification Certifications; and does not perform any shipboard validations.

e. SUPSHIP does not receive any reports from SIMA for configuration changes.

f. Configuration control efforts are exasperated by occurrences when requisitioned orders received do not match what is installed; manufacturer provides a substitute item that does not fit; and receipt of material completely different than what was ordered.

g. Older ships lack SHIPALT documentation and detailed ILS information/certifications.

h. Nameplate data received from contractors is frequently incomplete.

i. PTD receipt is frequently late and creates a significant problem during short availabilities.

j. SUPSHIP does not know when AITs come onboard. AITs are supposed to sign in the ship log upon arrival and check in with Supply Officer.  In reality, it does not work that way.

k. SUPSHIP does not have access to AIPS.  SUPSHIP relies on C4I and Navy messages for AIT scheduling information.

l. SUPSHIP does not usually use the Navy Supply System and frequently procures non-standard material.

m. SUPSHIP cites a lack of sufficient manning with only one person assigned to a function with no backup. Most validations are desk top paper vice site validations due to lack of manpower and there are not enough personnel to accomplish all FMP SUPSHIP assigned responsibilities.  Additional workload associated with the arrival of DDGs in the region within the next two years and a lack of knowledge on how to read DDG digital drawings will further exasperate the manning issue.

n. SUPSHIP does not see any ILS certifications from the SPMs.

o. SUPSHIP does not receive any CNO approved ILS waivers.

p. There is no single document with SUPSHIP tasking.

q. SOM (SUPSHIP Operational Manual) training is inadequate and there are no

checks and balances or internal metrics in place to determine how well 

SUPSHIP is doing.

r. With regards to NAVSEA Standard Items, SUPSHIP recommends inclusion 

of installation drawing and piece information on NAVSEA Standard Item 009-19 to support comparison of drawing information with what is actually being installed.

2. Interviews with FTSCPAC/ILO DET Everett personnel located at Bremerton and Everett provided the following information:

a. The majority of the ILO group is located in Bremerton Office and consists of 10 personnel, one (1) at Everett and nine (9) in Bremerton. Of the 10 ILO personnel one (1) is the COSAL Use and Maintenance Trainer and two (2) are network AIS personnel.

b. Funding is provided by NAVSSES for oversight of  NAVSSES AITs 

c. ILO is responsible for the performance of ILO functions for four (4) AOEs at Bremerton, six (6) Surface Combatants (3-FFGs and 3-DDs) and will assume logistics responsibilities for Submarines in Bangor in FY 01.  Carriers do not use the ILO services of FTSCPAC DET Everett.

d. The merge of FTSC/ILO has created a more effective organization with Installing Activity, Engineering and Logistics work together to greatly improve ILS.

e. Gate-keeping functions for AIT installs on Surface Combatants are performed by CHET and for  AOEs there is no AIT gatekeeper.

f. FTSCPAC does not check at EOA + 90  for COP data not confirmed as installed/removed  by SUPSHIP.
g. ILO personnel  are scheduled for CDMD-OA training 19-20 July 00.

CDMD-OA connectivity is slow in Everett (greater than one minute for a 

single record change).

h. FTSCPAC/ILO frequently has to request receipt of Tech Manuals from 

SUPSHIP as SUPSHIP does not provide automatically.

i. There is little or no interface between ILO personnel and CDM OSRs and very little data flow from SUPSHIP.

j. Unsupported alterations are primarily sponsored by SPAWAR.

k.  With shorter availabilities, validation  efforts are confined to the  Top 10 critical systems.  Full TAGs are no longer accomplished.

3. An interview with CHET revealed the following:

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

b. CHET has gatekeeping functions for Surface Combatant AITs inside/outside of availabilities.  This includes AIT check-in/check-out, verifications/reviews of required signatures and AIT checklist (CKs, TMs, drawings).

4.  An interview with the CDM On-Site Representative (OSR)  for Surface Combatants revealed the following:

a. PEO-TSC funds one (1) CDM OSR who is co-located on waterfront with CHET.  The CDM OSR works for Ingalls but also performs CDM OSR functions for  BIW ships.

b. The CDM OSR performs 100% site validation of work packages

c. The CDM OSR participates in the pre-arrival brief and ILSMTs.

d. The CDM OSR works COP, Maintenance and Logistics requirements for assigned ships. Functions include drawing review (adds, deletes, relocation), schedule of SHIPALTs, availability tasks, planned inspection reports, PIRs, development of listings of what will be accomplished, and progress meeting participation.

e. The CDM OSR does interface with SIMA and validates installations performed.

f. The CDM OSR builds ISEA work files and submits to cognizant CDM (either Ingalls or BIW).

g. The CDM OSR receives AIPS/C4I schedule reports and works with AITs to ensure reporting and delivery of logistics requirements.  

h. The OSR attends weekly progress meetings.

i. The CDM OSR prepares EOA ILS Verification Certifications.

j. CDM OSR responsibilities outside of availabilities include the tracking of all installations, including ORDALTs, FCs, MACHALTs, etc.  The OSR also

Performs 100% validations of Galley/Laundry equipment. 

5. An interview with the Logistics On-Site Representative (OSR) for Carriers revealed the following:

a.   PSNSY is funded by AIRPAC to provide Logistics OSR services for the USS 

                  Abraham Lincoln and USS Carl Vinson Aircraft Carriers homeported in 

                  Everett and Bremerton.

b. The CDM OSR performs systems validations and is assisted by contractor 

support funded by AIRPAC during availabilities in the performance of 

validations of newly installed equipment  and existing systems.  SUPSHIP  

performs validations related to COP.  The Logistics OSR validates the repair 

package and work accomplished by Ships’ force.

c. ISEA level CDMD(OA) data transmission is accomplished using the AMSEC 

program AIMS to feed configuration update information to CDMD(OA).  The

OSR can accomplish in 2 minutes on a laptop what it takes 2 hours to do in 

CDMD(OA).

d. The CDM OSR reviews AIT packages. However, there is a designated gatekeeper for  Carriers in the region.  The real problem is the identification of what AITs are scheduled and actually coming.  The OSR does not know if AITs are out of control or not.

e. The CDM OSR assists in ILR validations.

f. The ship has to report all I-level work. 

Findings:  The following findings resulted from the assessment process in Everett:

1. Manning of SUPSHIP is insufficient to accomplish all FMP SUPSHIP requirements.  

2. No one organization is tasked with overall management/enforcement of ILS policies and procedures on the waterfront.

3. No ILS Certifications are received as required from NAVSEA.

4. SUPSHIP receives no configuration changes from SIMA.  

5. Unsupported installations are a serious problem primarily for Carriers/AOEs.  For Surface Combatants, the  presence of the CHET and CDM OSR on the waterfront is credited with the prevention of many unsupported installations. 

6. No CNO waiver authority has been received for unsupported alteration installations.

Recommendations:  Based on the above findings, recommend the following actions be taken:

1. IPT explore revision of FMP Manual assigned ILS responsibilities to more closely match requirements with the core competencies of organizations performing logistics functions.  

2. Recommend SUPSHIP Puget Sound  develop standard methods of tracking ILS across all hulls that includes all ILS elements. ILS personnel attend progress meetings and closely track ILS progress reporting installation completion data to CDM as they are accomplished.

3. IPT examine regional enforcement of ILS policies and procedures for all ships in 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” or “gatekeeper” in each port is strongly recommended.

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

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

6. When possible, combine ship in-briefs into one at Start of Availability (SOA) to communicate and coordinate SUPSHIP, CDM, CHET, and FTSC logistics requirements, policies and procedures.  This will facilitate cooperation of logistics organizations, identification/reduction of redundant processes and increase awareness/support by Ship’s Force.

7. IPT liaison with AMP personnel at NAVSEA to ensure inclusion and visibility  of AIT scheduling information, ILS Certifications, and ILS waivers to all ILS activities, in addition to those performing gatekeeping functions .

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

9. TYCOM to review AIT scheduling methodology to ensure the published schedule reflects actual installation dates vice a general window of opportunity.

10. IPT work to revise current policies to require electronic submission and passing of logistics data between regional activities.

11. Recommend SUPSHIP Puget Sound convene an ILS Coordination Meeting with all involved activities to establish a systemic and cooperative approach to the execution of FMP NSA requirements.

12. Recommend SUPSHIP  begin to collect internal metrics for trend analysis and performance improvement.

13. Recommend revision of NAVSEA Standard Item to include drawing and piece part information. 

Conclusion:  In conclusion, the TYCOM reported concerns regarding incomplete configuration change reporting that resulted in the establishment of the NSA ILS IPT are warranted.  The Surface Combatant ships in the Everett area are fortunate to have the services of PEO-TSC funded CDM OSR and CHET, but there are still systemic issues adversely impacting the Logistics Support and subsequent readiness of other ship classes in the region and, ultimately, Fleet readiness.  Weaknesses in policy guidance and compliance have been identified in this preliminary review.






           Rosemary Travis

                                                                     Logistics Review Team Leader

                                                                     Office: (904) 270-6304

                                                                     Cell: (904) 759-9582
