CDM/ISEA WORKING GROUP MEETING MINUTES

CHARLESTON, SC

8-10 JULY 2003

The Configuration Data Manager (CDM)/In-Service Engineering Agent (ISEA) Workshop was held 8-10 July 2003 in Charleston, SC.  Ms. Sally Pritsch provided administrative and opening remarks.  

Mr. Elliott Fields, Director for SEA 04L5, reaffirmed that the CDM/ISEA Working Group Meeting was established as a forum for those within the CM community to exchange ideas aimed at improving communication and standardizing current Configuration Management (CM) policies and processes.  Mr. Fields introduced representatives of two organizations that are directly involved in the CM standardization effort, Ms. Robin Howard, PEO-SHIPS, and LCDR Rosa, CNSP.  

Mr. Fields provided insight on the current NAVSEA reorganization plan to resource the fleet.  As it stands, the Chief of Naval Operations (CNO) is looking to reduce the level of effort by ten percent in areas not building equipment or providing direct fleet support. He challenged the group to develop a smarter and more efficient way of doing business.  Anyone interested in providing ideas may contact SEA 04L5’s new Lead CDM, Ms. Linda Kennedy, SEA 04L513.

Mr. Fields and Ms. Debra Wood, Acting Deputy Director SEA 04L5, presented Ms. Sally Pritsch with a Letter of Commendation issued by SEA 04L, for exemplary service provided during her tenure as Lead CDM at SEA 04L5.  

Since the last annual conference, a number of meeting participants had completed the “Train the Trainer” Configuration Data Managers-Open Architecture (CDMD-OA) Certification Process.  Mr. Fields presented certificates to the following recipients:  

· Lawrence Spritz

· Crystal Reed

· John Krebbs

· Cindy Saylor

· Chris Litten
· Steve Hogan 

· Judy Siegfried

In a brief agenda overview, Mr. Fields discussed several SEA 04L5 initiatives currently underway to improve data validity and aid in diminishing battle group interoperability issues that included:  the Software CM tracking initiative, the Trusted Agent concept, and Ship Configuration and Logistics Support Information System (SCLSIS) database audits.  SEA 04L5 has devised a Software CM tracking procedure to capture software version data within a centralized location.  In conjunction with PEO-SHIPS, SEA 04L5 is conducting a Trusted Agent prototype to minimize data handling and ensure a complete configuration workfile is submitted to the CDM.  To improve fleet readiness, configuration audits are being conducted by an independent Audit Team to establish a baseline of a ship’s overall configuration health for future trending analysis.  

CDMD-OA, RADWEB & NMCI             

Ms. Debra Wood explained the impacts of NMCI implementation on Configuration Data Managers Database-Open Architecture (CDMD-OA) and RADWEB releases.  Subsequent to the implementation of NMCI, there will be four types of releases associated with the CDMD-OA and RADWEB databases:  

1. Graphic User Interface (GUI) Releases-

The releases will be scheduled quarterly at NMCI Central Design Agency (CDA) Conferences.  Each system upgrade will undergo a required testing, certification and approval process.  Upon submission, there is a ninety-day deployment release period.  NMCI will allow four releases per year; in the event additional releases are required, two emergent releases are also available.  CDMD-OA release notifications will be sent via e-mail one-week prior to and on the actual release date.  Non-NMCI users release notification process will go unchanged; whereas, NMCI users will need to request the upgrade through their NMCI Site Liaison.  User costs have not been finalized.     
2. Backend Releases- 

Backend releases are changes to programs or the database structure that do not require CDMD-OA GUI modifications.  Since this release does not require NMCI Complex Application Lab (CAL) approval or testing, NSLC Operations will continue with the current release process.

3. Data Changes-

Data changes are modifications made to the CDMD-OA data.  NSLC Operations will continue with the current update process of implementing high priority changes within a day and all others weekly. 

4. RADWEB Releases-        

Web applications should be submitted and tested by NMCI at the CAL; however, this process is not required.  Each Configuration Data Administrator (CDA) assumes all risk for any release put on the system that has not undergone NMCI CAL testing. NSLC PAC will submit major upgrades such as RADWEB 4.0 for NMCI CAL testing, but subsequent smaller upgrades will not be submitted.    
The following releases are currently scheduled over the next several months:  CDMD-OA 3.2.0 (6 Sept 03), RADWEB 4.0 (22 Aug 03), and CDMD-OA 3.3.0 (5 Dec 03).  

RECORD TYPE-6 (RT-6) MAINTENANCE RECORDS

Ms. Debra Wood presented a brief on a new concept that SEA 04L5 is working with the maintenance community to link maintenance, configuration and logistics data in a shore environment.  The optimal solution is to merge this data into a single database under the Navy’s ERP initiative, but the convergence of all four Navy ERP pilots has delayed the roll-up of legacy data into SAP R/3 (software tool for ERP).  As an intermediate solution to this challenge, a new Record Type 6 (RT 6) was developed in CDMD-OA using SAP R/3 terminology and data characteristics, which will facilitate data migration when all CDMD-OA data is transitioned into SAP under ERP.  The creation of RT 6 is designed to assist the maintenance community in creating meaningful metrics to determine the health of ship’s equipment, perform predictive maintenance, conduct reliability studies, and determine maintenance cost.       



During the Phase I prototype, access and visibility of RT 6 will be limited to a small number of technical personnel designated by SEA 05N.  It will be transparent to all other CDMD-OA users, and there is no designated CDM due to the limited project scope.  If funding is obtained from the maintenance community to expand the scope to Phase II, CDM, Fleet, and ISEA subject matter experts will be invited to provide input and comment.  SEA 04L5 has advised the maintenance community that the following issues still need to be addressed:  the data population role, CDM funding, modifications to the 4790 CK form, overall impact to Alteration Installation Teams (AIT), and database interfaces with other systems.  

SOFTWARE CONFIGURATION MANAGEMENT (CM)

Ms. D. Caroline Kowalsky, SEA 04L526, provided an overview on the Software Configuration Management Initiative.

SEA 04L5 has developed viable policy and procedures to track software configurations within CDMD-OA.  A prototype effort is being conducted on the TR01 Battle Group.  All documentation supports CDMD-OA or NAVICP XRIC assignment.  The CDMD-OA software XRIC module that will aid in automating the XRIC assignment process is tentatively scheduled for programming in Dec 03 and testing in Mar 04.  

An issue was raised regarding inputting multiple copies of the same software with different versions into CDMD-OA.  Ms. Kowalsky provided her recommendation to set the Installation Status Codes for Record Type 2s (ISC=R) for Software Configuration Item backups to the CPAR Committee for concurrence.  CPAR discussed the interface systems and impacts to those systems by adding ISC Value of R for Software back up/recovery copies.  The recommendation from the CPAR is to create a new Service Application Code (SAC) for backup software.  SAC is on valaids and is not in edit check table of OMMS, it is only a reference table.  Ms. Kowalsky will need to go to 3M to ensure that the newly established SAC/SAD is added to their table.  The backup software record would have a unique HSC (different from the installed software), ISC=G, DISI A (if XRIC), and DISI of B (if good RIC).  CPAR also recommended using the CFF and putting the backup software somewhere in the EFD allowing you to have the information in two places.  Users of CDMD-OA would be able to pull up software backups/recoveries using a SAC query of the newly assigned software backup SAC.

SEA 04L5 is currently working to obtain input from all participating activities on the procedural documentation to ensure maximum buy-in and participation of the Participating Managers and Program Executive Offices in this new standard process.   
To address additional concerns, Ms. Kowalsky held a splinter group meeting.

ISEA ASSESSMENT REPORT   

Ms. Kowalsky provided a presentation on the ISEA Assessment concept and results conducted by the SEA 04L5 Assessment Team.   

In response to Fleet concerns, SEA 04L5 developed a comprehensive six-step Configuration Management Improvement Program (CMIP), which was briefed and approved at the Fleet Maintenance Executive Steering Committee (FM-ESC) meeting.  The CMIP addresses all elements of CM involving ship’s systems, combat systems, and Navy ships.  In accordance with the CMIP, SEA 04L5 conducted CM Assessments at ISEA activities to ascertain as-is processes for future standardization, best practice candidates for CM data improvement, and lessons learned for subsequent assessment efforts.

The objectives of the Assessments include the following:  Identify the processes and procedures used by ISEAs in executing their CM responsibility for CM establishment and maintenance of ship configuration, determine systemic issues affecting the integrity of the ship’s configuration data, establish best practice candidates to facilitate standardization and process improvement throughout the CM community, and compile data to support specific Enterprise Resource Planning (ERP) requirements.   The individual assessments reviewed each activity’s processes/procedures, tools, and training associated with the following CM areas: Configuration Planning and Management, Configuration Identification, Configuration Change Management, Configuration Status Accounting (CSA), Configuration Verification and Audit, and Configuration Management of Digital Data.  

ISEAs are concerned that the records submitted to the CDM are not always the actual data that is populated into the system.  Mr. Tom Ponko, A2z Inc., will compile specific examples of records that have been changed without ISEA input (AI 030410-07).  The Roles and Responsibilities working group will look at formulating a closed loop standardized process that will enable ISEAs to efficiently track their records from submission through update of the ship’s database (AI 030710-08).  Database Reconciliations (DBRs) and DC4ILOs are conducted throughout the ship’s lifecycle to ensure the ship’s database is in synch with the shore site database.  Any rejections/fall out from the reconciliations are forwarded to the CDM for review and resolution.  ISEAs requested copies of error reports for visibility, as well as the opportunity to work any errors resulting from a faulty ISEA submission.    

The ISEA Assessment team documented a number of best practice candidates that will be forwarded to the Process Improvement working group to aid in standardizing processes and procedures across ISEA activities (AI 030710-09).  SEA 04L5 has briefed Ms. Lacey, the ISEA Logistics Director, who is onboard with implementing standardized processes.  

PEO-SHIPS who provides funding to ISEA activities has conducted studies to measure:  value, quality and timeliness of data submissions.  The findings found a definitive need for increased communication and process standardization. 

A concern arose regarding updating the Source of Support database in CDMD-OA.  At the present time, any changes in support information must be applied across the class.  This issue will be sent to the HELP DESK for explanation or resolution.  In order to establish an audit trail for issues/questions that may arise, all information should be submitted to the CDMD-OA HELP DESK for tracking.  SEA 04L5 will talk to NSLC-JAX about establishing a tracking system through the HELP DESK to allow ISEA and CDMs visibility to system and/or processing issues (AI 030710-10).  The Process Improvement Working Group will consider the incorporation of an issue tracking database within the revised CDM/ISEA website (AI 030710-11).  
Based on a review of the current nomenclature request process, SEA 04L5, in conjunction with Ft. Mammoth, is formulating a web-based nomenclature assignment process. 

An ISEA follow-up assessment schedule has not been established at this time.

SCLSIS DATABASE AUDITS AND ROOT CAUSE ANALYSIS

Mr. Tom Ponko provided an overview pitch on the new independent SCLSIS Audit Team. 

The SCLSIS database audit team was established at FTSCLANT in November 2002 to address concerns raised by the Fleet Modernization-Executive Steering Committee (FM-ESC).  The team underwent training from November 02 to January 03.  NSLC has observed and certified all team processes.  The data resulting from the audits quantifies the overall health of the ship’s configuration.  Upon completion of a ship’s audit, the information is briefed to the ship.   NSLC conducts an analysis on all data and this information provides an accurate baseline for process improvement, trending and subsequent validation efforts.  Currently, the audits are focused on Norfolk ships.          

The audit team’s initial audit was due to be performed on the USS GUNSTON HALL in January 03.  Due to operational requirements, the ship was deployed earlier than previously scheduled.  The team utilized available time onboard to refine/proof the process.  

The team has completed audits on five DDGs, two FFGs, two CGs and two LSDs.  CDMs have actively participated in all audits.  The audit team has ships scheduled thru Sep 03.  The team will audit between twenty-five to thirty ships a year. 

The audit team uses the process developed by the Validation Working Group.  Utilizing TOMCAT, a sample size is determined and candidates randomly selected.  The sample size is split in half between configuration CDMD-OA recording CDMD-OA to equipment installed and equipment to record.  The record to equipment selection is determined by order of TOMCAT selection while the equipment to record sampling is taken by selecting the equipment to the immediate left of the “record to equipment” component.    The audit team documents all errors and forwards them to the CDM.  

Upon completion, the audit team provides the ship/SEA 04L5/CDM/Ship Program Manager (SPM) and NSLC with a preliminary report of their findings.  All data is forwarded to NSLC for a root cause analysis to aid in process improvement efforts.  Once the analysis is complete, a final report is generated and provided to the SPM, Type Commander (TYCOM), and SEA 04L5 with amplification of data discrepancy causes and explanations.  SEA 04L5 staff monitors any systemic issues identified by NSLC until resolution.  

Lessons learned:  

· To facilitate the audit process, the following changes to TOMCAT version 4.5 Beta 3 have been requested:  Ability to assign records by order of selection, ability to submit corrective action without impacting audit score and the ability to select Type 4 records as audit candidates.  Initially, the belief was that TOMCAT should be able to pull 4X sample size; however, the team has only had to use 2X the size.  The team is using manual workarounds until completion of TOMCAT changes.

· Implementation of selective filters to assist in limiting deferrals.  

· Selection of “equipment to record” candidate methodology is not always consistent due to the fact that the item directly to the left, if one exists, may not contain sufficient information.  Mr. Ponko will incorporate an ISEA notification process into the Audit procedure to advise of equipment with no Id (AI 030710-12).     

· Due to ongoing changes in ship operational requirements, the audit team may not be able to adhere to the established audit schedule.  A plan needs to be developed in the event a full-scale audit cannot be conducted.  The following options have been identified:  Augment the SVT, conduct in conjunction with C5RA/HMRA, evaluate “Target of Opportunity” within schedule changes or utilize DFILS schedule.   

· Database location information has a major impact on the audit effort.  In some instances, the locations are blank or have ‘various’ in the data field.  

· Auditing XRICs is somewhat difficult due to limited data resident in the configuration record. 

· Some files have no Validation Dates noted, even those that have a VSAC value of “V” and “S”.  The Validation Working Group will discuss the options for CDMS that have inherited workfiles from a discontinued CDM (i.e., FFGs) without VALDATEs (AI 030710-13).   

Mr. Keith Zeger briefed meeting participants on the NSLC root cause analysis performed following a SCLSIS audit.  

The Root Cause Analysis (RCA) methodology is used to scrutinize the audit discrepancies for trending analysis to be used for up front process improvement.  The root cause analysis process identifies systemic, procedural and product deficiencies associated with discrepancies identified during the configuration audits.  The analysis strategy includes: identification of supply support impact to the ship, development of discrepancy identification codes, identification of the discrepancy source by commodity (i.e. HM&E, Ordnance, Electronics), identification of systemic trends and establishment of strategies for correcting the causes identified.  The intent of the causative analysis is to incorporate solutions to the deficiencies found upfront into the configuration management process.  The solutions, when implemented, will preclude future configuration deficiencies from occurring for the same reason.  
SEA 04L5 will utilize the actual empirical data for budgetary forecasts.  

TRUSTED AGENT PROCESS 

Ms. Sally Pritsh presented a pitch on the Trusted Agent Concept.  

In conjunction with PEO-SHIPS, SEA 04L5 is conducting a Trusted Agent Prototype between NSWC PHD (ISEA) and Northrop-Grumman Ship Systems (CDM).  A QA Management Plan was developed by SEA 04L5, PEO-SHIPS, NSWC PHD ISEA and Northrop-Grumman Ship Systems CDM.  The key responsibilities of the Trusted Agent include acting as the ISEA focal point for interaction with the CDM, coordinating/interfacing with installation activities, performing final QA prior to submission of file to CDM, and reporting status and progress directly to senior management.  The Prototype began on 1 May 03 and is scheduled to run for three months.  The initiative is focusing on all CG-47 Class Alterations under NSWC PHD cognizance.  Monthly metrics are being compiled to track trending patterns.  The overall goal is to use the results of the prototype to develop detailed processes and procedures in support of the Trusted Agent Process. 

Ms. Crystal Reed (SPAWAR San Diego) has participated in a prototype similar to the Trusted Agent concept.  She will provide metrics to SEA 04L5 (AI 030710-14). 

SEA 04L5 will post the Trusted Agent QA Plan to the CM website (AI 030410-15).          

CDM/ISEA WORKING GROUP OVERVIEW

Ms. Pritsch briefed meeting participants on the CDM Assessments conducted by SEA 04L5 and provided an update for each CDM/ISEA Working Group. 

The CDM Assessment team, lead by SEA 04L5, has completed Phase A, the Initial Assessment/Certification.  The team visited and certified nineteen sites in the following areas:  Management, Processes/Procedures, Knowledge/Interfaces and Equipment.  Upon completion, the team identified eighteen “Best Practice” Candidates, which have been assigned to the newly established Process Improvement Working Group for review.  Based on the twenty-four month re-certification cycle, the team commenced Phase B, Follow-up Assessments/Certification, in Dec 02.  To date, four CDM sites have been recertified with the remaining sites to be scheduled based on initial assessment dates.       

Ms. Pritsch informed participants that the following working groups had been dissolved:  Communications, Training, and Data Elements.  Each group had completed their initial missions.  The groups may be reinstated based on future requirements.  

Ms. Pritsch provided mission statements and agenda topics for each committee to aid new meeting participants and members of the dissolved working groups in choosing from the remaining and newly established working groups:  XRICs, Validations, CSA Problems and Resolutions (CPARs), IT Change Management, Roles and Responsibilities and Process Improvement, Ms. Pritsch provided mission statements and agenda topics for each committee. 

At the conclusion of the presentations, the meeting participants broke out into working groups to discuss group agenda topics.

Each working group provided an out brief with updated status for old and new action items. 

All presentations are posted on the CDM/ISEA Working Group website at:  https://cm.navsea.navy.mil/cdm/index.nsf. 

The next CDM/ISEA meeting will be scheduled and a location determined by SEA 04L5 Lead CDM, Ms Linda Kennedy.  Meeting participants will be notified via separate correspondence.  
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