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Background

In accordance with the NAVSEA Technical Specification 9090-700C (Draft), paragraph 3.1.1, SEA 04L5 is responsible for maintaining the Ships Configuration and Logistics Support Information (SCLSI) process according to NAVSEA policy.  This includes certifying a new Configuration Data Manager (CDM) site’s readiness to perform the CDM role relative to the SCLSI process and to assess the performance of current CDMs.

The CDM function is performed by government and contractor activities with each site often performing their role quite differently.  With the advent of Configuration Data Managers Data – Open Architecture (CDMD-OA), many processes have become more standardized, yet many CDMs have different approaches in performing their role.  A need for establishing and sharing best practices, as well as establishing better metrics for determining data quality and overall CDM performance is recognized.

Scope and Objective

Assess existing CDMs current processes and procedures to determine existing CDM practices.  Evaluate all proposed Configuration Data Manager (CDM) activities to ensure they have performed the required planning and training, and have established adequate ADP infrastructure and connectivity to perform the CDM function.  In addition, the assessment team focused on identifying systemic issues affecting the integrity of the ship’s configuration data and best practice candidates to facilitate standardization throughout the CDM community.

The scope of the assessments included 19 activities consisting of 206 personnel supporting 777 afloat and ashore Unit Identification Codes (UICs).  These activities manage 8,404,822 equipment configuration and alteration records.  Appendix A identifies the detailed support information for these 19 activities.  
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Results

The CDM Assessments covered the key areas of management, knowledge, interfaces, process/procedures, and Automated Data Processing (ADP) across all levels of the CDM activity.  Specific observations follow.

The CDM Management Plan is in place and current for 14 of the CDMs reviewed. Of the 14 Management Plans in place 11 complied with the requirements outlined in Appendix 10 of reference (a).  Those not in compliance are required to develop/update CDM Management Plans and submit them to SEA 04L5 and applicable Ship Program Manager (SPM) for review and approval.     

17 of the CDMs had documented their internal repeatable procedures.  The procedures gathered and identified as common practices will be provided to the CDM/ISEA Standardization Working Group to support community-wide standardization efforts. 

Nine of the CDMs receive funding from NAVSEA 04L5 and submit budget requirements utilizing a standard template.  The common business practice for formulating budget requests entails utilization of scheduling information in Fleet Modernization Planning Management Information System (FMPMIS), Alteration Installation Planning System (AIPS)/NAVSEA Data Environment – Navy Modernization (NDE-NM), and historical data.  

Work assignment at each of the CDMs varies according to the internal organizational structure.  Priorities are well established and the number one priority at all activities is to process OPNAV 4790/CKs within the required 30-day window. 

The six CDMs with new construction responsibilities have processes in place for initializing data into CDMD-OA.  Five of these CDMs maintain the new construction data solely in CDMD-OA.  The new construction data management approach varies depending on the ship class, SPM and the contracts in place at the time of the new construction event.  A standardized set of procedures is under development at this time by SEA 04L5. 

Nine of the CDMs utilize the NAVSEA standard availability planning tool, the Fleet Modernization Program Management Information System (FMPMIS) to identify planned configuration changes.  Six of the 10 activities not utilizing FMPMIS for planning purposes are outside the FMP umbrella.  The Configuration Overhaul Planning (COP) procedures vary by program.  Planning yards with the CDM function co-existing in the same organization view COP development as a CDM responsibility and therefore are not providing COP data to any CDM, as required by reference (b).  Consequently, the CDMs have to develop the COP package even though  this is not an inherent CDM function (see Appendix B.) 

Nine of the CDMs participate in Integrated Logistics Management Team Meetings (ILSMTs) in support of availabilities as applicable.

Five of the CDMs are utilizing the Alteration Installation Planning System (AIPS)/NAVSEA Data Environment – Navy Modernization (NDE-NM) scheduling information to ensure planned configuration changes occurring outside of availabilities are captured.  All CDMs reported inconsistency in their ability to identify planned alterations and installations by AITs due to non-compliance with reference (c).  CDMs are required to submit a list of ISEAs not in compliance (see Appendix B.) 

All CDMs utilize CDMD-OA reports to track transaction processing, backlog, and error statistics, however there is concern regarding the validity of the data.  NSLC Pacific is investigating the issue (see Appendix B.)  At the time of assessment, backlog over 30 days old was identified at seven CDMs and unresolved Mandatory/Minimum errors at eight CDMs.  Those CDMs are required to provide a POA&M for resolution.  

The accuracy of the configuration data in CDMD-OA cannot be determined for most ships due to the lack of resources to conduct formal SCLSIS Configuration Audits in accordance with reference (a).  A joint NAVSEA/Fleet initiative is in progress to conduct formal audits on selected Battlegroup ships.  A revised audit policy is being developed by SEA04L5.        

Eight of the CDMs currently have no OMMS-NG database conversion requirements.  Procedures are in place at the other CDMs to support conversion requirements if scheduling information and ship’s files are provided in time to support their execution (see Appendix B.) 

Seven CDMs have on-site waterfront resources available to perform sight validations, problem transaction resolution, and to obtain visibility of shipboard modernization efforts.  The other CDMs rely on outside activities or windows of opportunity during visits to ships outside their geographical area for validation support. 

All CDMs are responsible for Hierarchical Structure Code (HSC) assignment and Class Functional File (CFF) maintenance.  A full scope of external technical data is used for the creation and maintenance of the CFF.  Equipment Functional Description (EFD) assignments are in accordance with reference (a) using drawings and other applicable documents.  However, the current EFD structure does not support the correct identification of equipment on an OPNAV Form 4790/2K (see Appendix B.)  

Engineering Change Proposals (ECPs) are entered into CDMD-OA as Alteration (Type 4) Pseudo-Repairable Identification Code (X-RIC).  Permanent RICs are not assigned by NAVICP until the SHIPALT is approved.  Currently, there is no method to cross-reference these X-RICs to the permanent alteration RIC (see Appendix B.)

The CDMs requiring access to the Revised Alternative Dataflow (RAD) program understand its use and data flow.  Those still using RADCOM are upgrading to RADWEB.  RADWEB is currently under revision to comply with fleet firewall and Navy Nuclear Propulsion Information (NNPI) data transfer requirements. 

The level of knowledge at the CDM activities regarding SCLSIS dataflow and the relationship between CDMD-OA and Level “A”/Level “C” of the Weapons Systems File (WSF) varied from adequate to extremely knowledgeable. 

CDMs primarily use Haystack, FEDLOG, CDMD-OA, General Distribution Allowance Parts List (GDAPL) and liaison with NAVICP for APL research.  Joint Engineering Drawing Management Information and Control System (JEDMICS), Automated Technical Information System (ATIS), and Technical Data Management Information System (TDMIS) are utilized as research tools for logistics data.     

CDMs maintain a list of current Points of Contact (POCs) for their supported units and act as the single POC responsible for fleet concerns, Automated Shore Interface (ASI) error reports, and reviewing/reconciling ship’s Suspense (SUS) files.

CDMs have established working relationships and routinely liaison with other logistics and customer activities (ships, planning yards, Fleet Technical Support Center (FTSC)/Integrated Logistics Overhaul (ILO), SPM, Naval Supervising Activity (NSA), NAVICP, ISEAs, Port Engineers). Communications with the ISEAs have improved dramatically as a result of the CDM/ISEA working group, especially with those ISEAs that actively participate.  

Shorter availabilities and pier-side alteration accomplishment warrant an increased emphasis on establishing a working relationship with fleet maintenance activities.  A systemic issue was identified when Planning Yard Work Instructions (PYWIs) are accomplished outside of availabilities, in that the configuration change reporting and ILS delivery is not assured (see Appendix B.) 

A number of CDMs are still receiving hard copy documentation vice automated work files as required by reference(d) (see Appendix B.)

Most CDMs have received CDMD-OA training but do not have a formal CDM training/qualification plan to support Configuration Status Accounting efforts.  “On the Job” training and mentoring are utilized to ensure CDM personnel can perform daily CDM operations and stay abreast of changes within the Navy’s configuration management program.  The CDM/ISEA Training Committee is developing a standard CDM qualification program (see Appendix C.)  Eight of the CDMs have qualified CDMD-OA trainers.

A variety of hardware configurations exist to access CDMD-OA and CDM functions.  These consist of on-site servers that replicate to CDMD-OA Central, remote servers that replicate to CDMD-OA Central and access to Central via Citrix.  All CDMs had adequate desktop hardware and connectivity to support data flow and/or access.  Issues exist with regard to the transfer of data through various firewalls that will most likely be exacerbated as we transition to NMCI.  All CDMD-OA program transfer protocols are being evaluated to support increased security requirements and appropriate software/hardware changes are being planned.  In the interim, NSLC Pacific has requested the appropriate waivers. 

Four (4) CDMs do not have a contingency plan in place to ensure continuity of operations in the event of natural disaster. These CDMs are required to develop the necessary plan.  All CDMs were covered by a site or parent organization security plan.  

As a result of these assessments, SEA 04L5 certified 15 activities, and provisionally certified 3 others pending problem area resolution.  Overall, the CDMs possess the knowledge and skills necessary to execute their tasking.

Summary and Conclusions

The CDM Assessment process provided a clear picture of the “as-is” process to support SEA 04L5’s process improvement and standardization initiatives.  Additionally, the information will be used for process reengineering efforts to support migrating the Ships Configuration and Logistics Support Information, currently contained in CDMD-OA, into the Navy Enterprise Maintenance Automated Information System (NEMAIS).  A number of systemic issues as well as potential best practice candidates were identified and will be provided to a CDM/ISEA Working Group to develop a single, standard process for implementation throughout the CDM community.  

As our resources dwindle and as the Configuration Management (CM) community prepares to transition to an ERP environment, it is envisioned that the role of the CDM must also transition to one of increased waterfront presence and a key component of the Regional Logistics concept.  It is recommended that a review of existing CDM assignments be conducted to consider possible consolidations to ensure the best possible utilization of resources and service to our fleet customer. 

A schedule is being developed to continue the CDM Assessment process on a biennial basis to ensure continued compliance with existing and future CM directives.

