TRIP REPORT

GROTON, CONNECTICUT

19 JULY 2000

Purpose:  To assess the logistics functions and processes currently being performed by the Supervisor of Shipbuilding, Groton, Connecticut, in its role as Naval Supervising Activity (NSA) in support of Commander, Naval Submarine Force Atlantic (COMSUBLANT) and Commander, Naval Submarine Force Pacific (COMSUBPAC) ships and submarines undergoing availabilities under its cognizance.  In addition, the review team will focus on systemic issues affecting the configuration accuracy and logistics support of submarines 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 SUPSHIP Groton, Connecticut, on 19 July 2000:

Ed Chergoski, NAVSEA 04L11

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

Linda Durham, SEA 04L532

Mike McCown, PSNSY CDM, Logistics Review Team, Member

Bob Milburn, TYCOM Representative, Logistics Review Team, Member

Madeline Waters, NAVSEA 04L5 Support

The team interviewed the following regional personnel during the assessment process in Groton, Connecticut:

CDR Furforo, SUPSHIP Groton

Charlie Dennis, SUPSHIP Groton, Code 600

Charles Fear, SUPSHIP Groton, Code 501

Bob DeSantis, SUPSHIP Groton, Code 501B

LT Pat O’Connor, SUPSHIP Groton, Code 501A

Jim Bargmann, Newport News Shipbuilding, CDM OSR

Rich Manderfield, Newport News Shipbuilding, CDM OSR

H.L. (Skip) Stangeland, ROIC, FLTILOTEAM New London

LCDR Verbeke, Submarine Squadron Support Unit (SSSU), Groton

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 Systems (SCLSIS) Process

e. 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 reference (a) through (e).  Additionally, the team expressed interest in identifying current systemic problems that contribute or result in non-delivery of required ILS products.

1. An interview with SUPSHIP Groton revealed the following:

(a) SUPSHIP Groton is responsible for providing technical, contract and 

program management functions for the Department of the Navy. This 

includes design, life cycle engineering, construction, overhaul, repair and 

alteration of submarines and service craft performed at private contractor

facilities under SUPSHIP Groton’s cognizance. The current workload is 

centered on the USS VIRGINIA Class lead ship design and Submarine 

construction programs at Electric Boat Corporation (EB).

(b) The SUPSHIP ILS Branch is currently staffed with eight (8) personnel.

(c) SUPSHIP Groton has had very few CNO scheduled availabilities 

      requiring adherence to FMP guidelines.  During the period between 1996 

      through 1998, there were no CNO availabilities.  In 1999, there was only 

                        one (1) and two (2) are currently scheduled for next Spring.  Expectations 

                        are that, in the future, SUPSHIP may get involved with Selected 

                        Restricted  Availabilities (SRA) lasting 60 days or less and Depot

                        Modernization Periods (DMP), which are larger technical change-

                        outs/major improvements, lasting 11-13 months.  However, PNSY is 

                        expected to continue to perform NSA functions as they have historically 

                        for work accomplished in the private sector. Current workload is 

                        dominated by unscheduled RAV and TAV maintenance periods.  To date, 

                        SUPSHIP and EB have not executed any DMPs as historically the DMPs 

                        have been accomplished in public shipyards.  

(d) SUPSHIP advised that NAVSEA Standard Items  (ex:  SI 009-19) do not apply to Submarines

(e) The CDM for the SSN-688 Class Submarines is Newport News Shipbuilding and a CDM OSR resides in the port.

(f) SUPSHIP controls AITs during availabilities but performs no check of ILS deliverables as they perceive that as a ship responsibility. The AIT gatekeeping function is controlled by Submarine Squadron Support Unit (SSSU), who acts like a Port Engineer controlling Submarine access and work packages

(g) SUPSHIP  stated that the submarine COs ensure that all 4790 CKs are completed for all installations

(h) SUPSHIP procures GFM for planned and unplanned work but does not develop/submit PTD.

(i) SUPSHIP has no interface with FLTILO New London.

(j) SUPSHIP performs no onboard validations and performs no duties relative to configuration change reporting or verification during availability.

(k) For New Construction, SUPSHIP is responsible for tracking PTD, COSAL Development, monitoring Schedule A, incremental allowance documentation, tracking the outfitting process, tracking tech manuals,

reviewing deficient Shipyard GFM reports and development of AELs for

the USS VIRGINIA Class.

(l) SUPSHIP has received no CNO approved waivers.

(m) SUPSHIP has only received ILS Certification sheets with PSA ships.

(n) SUPSHIP only participates in ILSMTs held at EOA for PSA.

(o) SUPSHIP expressed concern with an issue internal to EB.  There is a different division within EB that does SUPSHIP work than the group that handles planning/engineering.  This sometimes causes disconnects in information.

(p) Unsupported Submarine installations primarily involve SPAWAR equipment

(q) SUPSHIP expressed concern about TEMPALTs  that are not deleted in the temporary timeframe and are unsupported when installed. 

(r) SUPSHIP expressed concern about rogue AITs coming onboard and not providing the required documentation and support.

2. An interview with the Submarine Squadron Support Unit (SSSU) revealed the following:

(a) SSSU has limited control over AITs because they do not contract them.

(b) SSSU does not have a database or AIS tool to assist in control of AITs or their scheduled installations.  SSSU receives alteration messages addressing individual Combat System alts and puts the messages into archives for the individual Submarine installations.  SSSU then pulls up the archives by Submarine, by quarter for visibility of upcoming alteration installations. 

(c) SSSU controls all Availabilities whether or not they are executed at EB or elsewhere

(d) All installing activities must have MOAs in place.  This requirement includes AITs.  MOAs are drafted 30 days in advance of install and include what will be done, what support is required and must have the Lead Maintenance Activity signature.  ILS requirements are not included 

or addressed in these MOAs.

(e) SSSU does not control ILS support as that responsibility lies with activity that contracts the AIT to come onboard (i.e. TYCOM, SPAWAR, etc…)

(f) COs and XOs are not attuned to checking for ILS support.

(g) SSSU has never seen an AIT checklist.

(h) SSSU does not have interface with ILO New London or CDM OSRs

(i) The SSSU sited a current COTS issue as an example of an unsupported installation. The alteration, a COTS Sonar System known as the Acoustic Rapid COTS  Insertion (ARCI), supposedly has parts available off-the-shelf and experiences an exceptionally low failure rate.  In reality, the SSSU has discovered that the ARCI is actually unsupported and the failure rate is extremely high 

3. An interview with FLTILOTEAM New London revealed the following:

(a) ILO works closely with the SSN 688 Class CDM OSR, who is co-located at the ILO site to get configuration data turned around in just days.

(b) SUBLANT controls scheduling for ILRs and all logistics products. Full ILOs are performed for all DMPs.  SUB DFILS will be prototyped in August.

(c) ILO is currently responsible for four (4) AOEs (Earle NJ), sixteen (16) SSN 688 Class submarines and two (2) SSNs.  AOEs present a particular challenge in that they offload in Earle NJ but execute availabilities in Philadelphia.

(d) ILO has four (4) personnel (3 LMS, 1 AIS)

(e) All personnel have been trained in CDMD-OA.

(f) ILO database metrics are provided by the LAMS program, developed by FLTILOLANT.

(g) ILO identifies planned alterations by participating in AIT meetings. Portsmouth Naval Shipyard (PNS) NSY is acting as NSA for availabilities executed in a private yard.

(h) ILO participates in Pre-Arrival Briefs (PABs).

(i) ILO teaches a three day Ship Configuration Maintenance Course (SCMC) once a month. This course replaced the old COSAL Use and Maintenance Course.

(j) ILO runs ASI tapes every month for Submarines to ensure they are played, and played correctly.

(k) ILO expressed concern for those ships located in Earle as relates to AIT control and enforcement.

(l) ILS EOA certifications are the responsibility of the NSA.  However, no input from the ILO has ever been requested.

3. An interview with the Newport News CDM OSR revealed the following:

(a) CDM OSR has direct control of a submarine’s  database.  The OSR receives 4790 CKs from AITs and loads them into the ship’s database

(b) The CDM OSR checks all AIT ILS and validates configuration data for AIT installations.  No one activity in the Submarine Force has complete control of AITs.  SSVAs catch some unreported AIT installs after installation, but not 100%.

(c) The CDM OSR performs a Selected Record Drawing track walk for installations.  The CDM OSR knows what alterations are to be installed by review of the SUBMEPP work package and SUBLANT message traffic.  

(d) The OSR also participates with ILO in weekly Availability meetings to discuss upcoming alteration installations.

(e) The CDM OSR is not on distribution for C-4 schedule message traffic.

(f) The CDM OSR sees very few completion messages, no ILS certifications from the SPM, and no CNO waivers.

(g) COP is performed by Newport News as the Planning Yard.

(h) The CDM OSR receives End of Installation Reports (EIRs) from Portsmouth Naval Shipyard (PNSY)  and does not receive EIRs from SUPSHIP Groton or EB.  NSA data is treated as “untrusted”.

(i) CDM OSR participates in Pre-Arrival Briefs (PABs)

(j) The CDM OSR performs 100% validations of all installed equipment.

(k) With regard to communications and the flow of information, the OSR recommends that anyone that does anything to a ship be required to inform the CDM OSR. Not everything is visible to the CDM OSR.  For example, if an AER is accomplished and the CDM OSR doesn’t catch it, no one will.

(l) The Fleet Maintenance Activities (FMAs) focus on production. 4790 CK submittals only contain bare bone information that is not sufficient in detail.

(m) For COTS installations, there is often a  mismatch between what is installed and the APL assigned.  For example, for COTS equipment installed on submarines an APL for Surface Combatants only is frequently used erroneously.

(n) PTD is not processed on-site but is forwarded back to Newport News where it is submitted in ICAPS.

(o) Self audits are conducted and indicate a better than 97% accuracy across the class.  This supports the assertion that the CDM OSR is catching most of the configuration changes, regardless of who is accomplishing them.  If the OSR were not present, configuration accuracy would be adversely impacted.

(p) The CDM OSR affirmed that if EB starts to get more work, SUSHIP will have to become more involved in ensuring the delivery of logistics products.

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


(1) Manning of SUPSHIP Groton  appears adequate for those functions currently being performed.  There is some concern, however, that if EB’s availability workload increases, SUPSHIP will need to become more involved in ensuring the delivery of ILS requirements and staffing may become a serious issue.

(2) SUPSHIP does not perform NSA ILS functions for either scheduled or unscheduled availabilities as directed by the FMP Manual.  PNSY performs NSA functions during scheduled availabilities.  However, SUPSHIP perceives ensuring the receipt of ILS  requirements during RAV and TAV maintenance periods as the ship’s responsibility.

(3) No one organization or individual is tasked with enforcement of ILS policies and procedures in the region. There are eight (8) full-time Government employees at SUPSHIP Groton,  four (4) at ILO and one (1) CDM OSR currently performing ILS functions.  The total number of full-time logistics personnel located in the region is thirteen (13).  

(4) 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, except in support of PSAs.

(5) No ILS waivers have been received, even though unsupported alterations have been installed.

(6) Ships receive a Pre-arrival brief from ILO in which the CDM OSR participates.  SUPSHIP Groton does not attend or conduct any in-briefs. 

(7) FMA 4790 CK submissions do not contain sufficient detail.

(8) SUPSHIP Groton reports no configuration changes to the CDM and performs no validations.

(9) Newport News has a resident CDM OSR who contributes significantly to the configuration accuracy of submarines in the region.

(10) PNSY prepares EOA ILS verification reports and tracks the status of ILS deliverables for CNO availabilities.  ILO information is not requested by PNSY for inclusion in EOA certifications.

(11) No ILSMT meetings are conducted in this region. Problems are perceived in the areas of communication and information flow within the region. 

(12) The CDM OSR performs  100% site validations of work packages and all known AIT installations.  

(13) AIT “gatekeeper” functions outside of availability are currently being performed by SSSU.  SSSU does not use the AIT Checklist in controlling AITs but uses MOAs that do not address ILS.  SUPSHIP performs the AIT gatekeeper function during availability but does not check ILS, perceiving that as a ship responsibility.  The CDM OSR examines all AIT ILS deliverables to ensure accuracy and completeness of information and products delivered. No full-time “gatekeeper” is on-site in the region.  A good AIS tool is needed to facilitate better monitoring and compliance with existing AIT policy.  

(14) Submarines are not covered by NAVSEA Standard Items that detail and set forth the contractual ILS deliverables for installations accomplished by the private sector.  The burden of configuration change reporting outside of CNO availability and ensuring the receipt of logistics products are left to the ship who is least able to deal with deficiencies.

(15) SUPSHIP Groton procures material but does not submit PTD.  ICAPS is used for the submission of PTD by the CDM OSR via Newport News. 

(16) Concern for ships homeported in Earle NJ was expressed by the ILO because no CDM OSR or AIT gatekeeper resides in that port.

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

(1) IPT explore revision of FMP Manual assigned ILS responsibilities to more closely match requirements with the core competencies of organizations performing logistics functions and actual migration of NSA assigned responsibilities to organizations other than the cognizant SUPSHIP.

(2) SUPSHIP ensure procurement and submission of PTD for all non-standard equipment that it procures.

(3) IPT  review proposed FMP Manual Section 8 re-write to ensure clear identification and designation of activity/organizational ILS responsibilities, coverage and FMP authority.  Questions relative to FMP applicability to submarines, unscheduled availabilities (RAV/TAV), IMAs, carrier COHs and other SCN-funded availabilities have continually surfaced throughout the LRT visits to each region and require clarification and firm direction in order to ensure compliance.

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

(5) SSSU utilize AIT Check-off Lists to ensure delivery of required ILS outside of availability and AMP NDE AIS tool for AIT scheduling and logistics information when it becomes available.  In the interim, recommend inclusion of requirement to provide all logistics support at the time of installation in MOAs with installing activities.

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

(7) IPT examine ILS waiver process across ship platforms for compliance with established policy.  Recommend formal tracking system and inclusion of NAVSEA 04L in approval chain. 

(8) When possible, combine ship in-briefs, with all organizations having ILS responsibilities present,  into one at Start of Availability (SOA). This will facilitate cooperation of logistics organizations, identification/reduction of redundant processes and increase awareness/support by ships force.  Sharing of all available, developed logistics information and tools among all organizations is encouraged.

(9) IPT examine community-wide configuration reporting by IMAs to 

                                   identify systemic  deficiencies and review FMP Manual and   

                                   Technical Specification 9090-310C to ensure an FMA/IMA’s ILS 

                                   responsibilities and AIT role are clearly defined.

(10) IPT liaison with CDM/ISEA working group to establish a standard methodology for the handling of non-standard material and  COP content and procedures.

(11) IPT investigate exemption of submarines from NAVSEA Standard Items. IPT review logistics NAVSEA Standard Items 009-19, 009-102 and any others pending implementation or approval and formulate recommendations for addition, deletion and revision necessary to ensure minimal procurement of non-standard equipment, delivery of provisioning information for all non-standard equipment and complete configuration and logistics support/reporting for all installations, including RA/TA and emergent work.  Investigation of feasible contract incentives to encourage procurement of standard/provisioned material is recommended.

(12) IPT liaison with AMP to ensure the ability of the AMP NDE client to provide alteration specific ILS checklists, waiver visibility/tracking and AIT performance metrics for use by all organizations involved with AIT gatekeeping and enforcement functions.  IPT recommend inclusion of logistics personnel on AMP FCO and RMMCO staffs to effectively evaluate adequacy of AIT logistics support packages and examine existing organizational resources and those currently providing gatekeeping functions for inclusion in AMP/RMMCO processes.

(13) IPT investigate the coverage of ships homeported in Earle NJ with regards to AIT enforcement, configuration change reporting and receipt of ILS deliverables inside and outside of availability.

(14) IPT examine FMP policy and revise to promote the electronic passing/sharing of data between regional ILS activities and organizations.

(15) NAVSEA liaison with SPMs to examine resource requirements to support assignment of permanent on-site CDM representatives for all ship classes.

(16) IPT investigate the absence of ILSMTs in the region as a vehicle to improve communication and information flow during availabilities.

(17) IPT liaison with SPMs, ILO, CDMs and TYCOMs to eliminate any duplication of validation efforts and ensure best utilization of validation resources and opportunities.  Effective utilization of  validation flags currently available in CDMD(OA) as a possible tool to assist in this goal is suggested.

Conclusion:  In conclusion, the TYCOM reported concerns regarding incomplete configuration change reporting are warranted.  Weaknesses in both policy and compliance have been identified in this review that may only be resolved by invoking contractual requirements, review and revision of existing policy, improved communications, better utilization of existing resources and vigorous enforcement on the waterfront.  

Rosemary Travis

                                                     


Logistics Review Team Leader

                                                                           
Office: (904) 270-630
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