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SEA04L51, Mrs. Debra Wood, the Configuration Management Enterprise Resource Planning Integrated Product Team (CM ERP IPT) Chair, kicked off the meeting by asking that everyone introduce themselves and the organizations and programs they represent.  

The CM ERP IPT Chair then introduced Mr. Jeff Orner, SEA04L who stated that he wanted to sustain this level of interest.  He then gave an overview of his recent briefing to the Executive Steering Committee (ESC).

Direction from his sponsors was to instill discipline in the CM process.  He made it clear that he refused to spend massive amounts of funding in validations just to realize a snapshot of accuracy for a moment in time.  He acknowledged the success of ERP implementation is expensive and depends on the quality of data.  However, the current state of SCLSIS budget cannot, and should not, be expended to perform 100% validations.  Therefore, the challenge for the Corporate IPT is to avoid dumping inaccurate CM data into SAP R/3.  This can be done by aggressively narrowing the scope of the number of data elements being tracked thereby reducing the time consumed to managing them.   

We all have multiple sources of CM data and processes that feed Configuration Data Managers Database – Open Architecture (CDMD-OA), with varying degrees of accuracy, which directly impact fleet readiness and lifecycle cost.  If we reduce legacy databases, we can refocus on a core set of critical data elements that correctly identify and support configuration items and drive the correct planning and support.  As an example of data element reduction, Mr. Orner referred to eliminating the requirement for Service Applicability Code (SAC). He suggested that perhaps we should SAP-Tag specific data elements, and incrementally phase them out within legacy systems like the 3M System.

We need a plan to assess how accurate the CM data is today and how we can scale down data elements.  He asks the question, do we want to define a threshold percentage for data element accuracy.  Just for example he referred location and questioned what should be the general data accuracy for location.

Many people go aboard ships to check various things and perform specific tasks.  When any team goes aboard a ship, the scope of their job should be broadened to check out any systemic or related information, change the process and make necessary corrections.

EOSS teams for example could be used review Ship Configuration Logistics Support Information System (SCLSIS) data elements while on board as problems are identified.  It is paramount to integrate, maximize and capitalize upon the technical experience of these teams, in correcting systemic problems, and feeding their results into SCLSIS.  Subsequently, we must examine why these errors initially were introduced into the process, determine whether they are acute or systemic, and possibly modify our processes.

LCDR Chris Mercer stated that smart people onboard ships like EOSS teams added value to assessing equipment, and training sailors to fix known logistics and configuration problems.  He said Type Commanders want the benefit of smart people on ships.  

Mr. Jeff Orner urged the IPT audience to understand that SEA04L is committed to improving readiness, reducing fleet workload and lowering lifecycle cost.  He also noted that the functionality of SAP R3 will make any errors glaringly obvious to the entire Navy community.  Since everyone is already working in a restrictive resource environment, each organization will have to correct the data with fewer resources.

HAMMER Video on ERP/SAP  

A member of the Navy Enterprise Maintenance Automated Information System 

(NEMAIS) (Change Management Team, Natalie Pastorin) gave a brief overview of the video to the CM ERP IPT.  She said that Dr. Michael Hammer was the presenter of the video and would discuss Business Process Reengineering.

The “Hammer” video is summarized for purposes of these meeting minutes:

Implementing SAP is a fundamental Business Initiative that reengineers your business.

Today’s organizations are functional departmental stovepipes.  He refers to them as functional castles.  He describes a scenario whereby each department simply catapults information on to the next castle.  Customer service catapults information over to the credit castle, the cycle continues onto production,  warehouse, logistics and finally the customer.  Errors are generated because all information needed cannot be put into any one catapult.  This increases cost, inflexibility and errors due  to rework. 

Today’s legacy information systems are castle focused-independent and isolated.  Legacy databases function independently and, although they may be efficient, since they are not linked to each other, the entire corporation suffers.  

The most important feature of SAP is integration;  it’s an Omni functional system. SAP  knocks down castle walls and builds bridges between the castles.  SAP is an integrated process oriented enterprise system that supports end to end processes of what you’re trying to do.

What happens when you implement SAP:

· Processes become visible

· Jobs are Broadened

· Boundaries are dismantled

· Authority move to the Front Line

· Processes become Regularized and Standardized

The seven requirements for success in SAP R/3 implementations 

1. Positioning SAP implementation as a Tactical Business Initiative 

2. Passionate Committed Executive Leadership

3. A “Do what ever it takes” attitude to remove roadblocks

4. Rapid decision making and implementation 

5. Need “Process Owners” to be key decision makers

6. Make Necessary Investments

7. Don’t Stint on Change Management 

In summary, Dr. Hammer said “technical problems are the easy problems.”  The hard problems are related to humans and organizational change.  In otherworlds the “Soft stuff is the Hard stuff”.

Overview of NAVSEA NEMIAS ERP Project 

The NEMAIS Team presenter stated that operational requirements and business drivers were the root causes, which initiated the NEMAIS effort.  Although the requirements remain the same, the Navy is expected to maintain the operational commitments with fewer people lower budgets and mandated savings.  Only by successfully implementing ERP can we achieve these goals.  Prior to selecting a solution the problem must be detailed. At present, all commands have their own IT systems none of which totally interface with each other.  We must remove the “Stovepipes” eliminate functionally independent, redundant and ineffective processes that lose focus of our customers’ needs. 

Today we have legacy systems shipboard on separate Local Area Networks 

 (LANs) and workstations. ERP creates one virtual computer database to allow integration of all work and all data in “one system, one computer”.  The user does not have to log in and out of different systems, maintain various software, or download information from other systems.  The NEMAIS mission is a joint NAVSEA and Fleet initiative intended to improve combat readiness, reduce lifecycle cost and improve Sailor quality of service.  

The vision of NEMAIS is that a Sailor onboard ship will enter a Work Request (2Kilo) and Maintenance Managers will have access to the availability and cost of resources necessary to schedule and plan the work.  The system will be Windows based with WEB/ Graphical User Interface (GUI) interfaces.  It will be secured, reliable, scaleable, intuitive and expandable.  Some future mediums used to execute ERP afloat and ashore will be Navy/Marine Corps Intranet (NMCI) and Mobile ERP (MERP).  To summarize the NEMAIS Project’s vision, a single work request will trigger a global network of supporting resources, providing access to information from anywhere at any time, which will lower total cost through operational efficiencies and process improvements.               

The total Scope of the NEMAIS Project is 28K users in Intermediate and Depot activities, 10,500 work centers afloat, and over 140 legacy software systems.  NEMAIS uses a phased schedule approach targeting the following:

Phase A: Mid Atlantic regional Maintenance – 12 to 18 months

Phase B: Norfolk Naval Shipyard – 18 Months

Phase C: Legacy Data Conversion – concurrent with Phase B       

Phase D: Remaining maintenance regions (7)

Phase E: Supervisor of Shipbuilding sites

Phase F: Afloat Enterprise Resource planning (300 Navy Ships) 

Mr. Phil Stiles presented an overview from an information technology perspective.  The SAP Solution slide, typically referred to as the “waffle Chart” overviews the different modules available with, the ones underlined indicating modules exercised as part of the NAVSEA contract completion.  The Integrated ERP Solution slide depicts all other SAP R/3 bolt on Commercial Off- the-Shelf (COTS) products.  The I2 product will schedule work based upon resources, hard and soft constraints similar to how AIM schedules today. Documentum provides reports, quality statistics, archives, drawings, technical manuals etc.  Plantware answers hazardous material issues (like “how do I track and dispose of hazardous material,” or “what type of gloves do I need?”).  OROS 99 tracks where the money is going and answers cost-of-item questions.  Abaco is a Radio Frequency product that is an interface enabler for pocket personal computers.  It processes Barcode information via a handheld device, and transmits the data using a low bandwidth, so it does not require high-end memory capacity or capability.         

It was pointed out that everyone needs to become familiar with SAP terminology coined “SAPnese”.  The following are examples:

SAP

DOD

Client

= NAVY

Company
= Activities, Fleet Commands

Plant

= Ships, Submarines

Store

= Warehouse

A comparison was then made at a lower level between NAVY equipment and SAP’s functional location terminology.  Both are configuration records, both have parent to child tree structures.  Using SAP R/3, a Notification of Maintenance is generated that is tied, via serial number, to a piece of equipment. Based upon the designated classification scheme the resulting work order is routed to the appropriate group, simultaneously creating as much subordinate work orders as are required to do the work.  The subordinate work orders answer questions about the task. For example, What bill of material do I use?  What drawings do I need?  What specific material do I need to accomplish this work?  Master Work orders will be generated by saving all these subordinate work orders together, and can be reused in the future.   Discipline is instilled into the business process because history of the work is never deleted, and full accountability is visible as each person’s name, time, and activity is maintained on the record.  Finally the financial settlement process is part of this work order and necessary for work order closure.  The actuals can then be fed back into the estimating process for future planning.

Our challenge will be to expand the Allowance Parts List (APL’s) to include everything that makes up the equipment, not just what is maintenance and component worthy.  This changes business for acquisition program managers, because they will have to Program Objective Memorandum  (POM) for additional requirements.  However, it was stated that additional data requirements have not been identified yet.  Consequently, any Afloat implementation after Operations/Operational Evaluation (OPEVAL) Summer 2002 could potentially have to correct or modify contractual words in order to obtain new data elements with respect to new acquisitions. It was further stated that New Construction should budget for ERP now to capture the information up front, and load it initially.   

The NEMAIS partners and overall NETS Team is comprised of NAVY and Vendors.  IBM as part of this team has provided a MethodBLUE Methodology to define work products within each phase.  It uses a concept of Domains that categorize work products created during Phases of a project.  The Phases are Prepare, Redesign/Design, Configure and Deploy.  NEMAIS is currently in the Redesign/Design phase.  The Business Transformation Domain consists of five IPTs and they are Operations and Logistics, Maintenance HR, Supply and Finance.  Each IPT is composed of a lead Government and Contractor representative that work as a matrix organization working in all Domains during each Phase.

The implementation schedule for NEMAIS Phase A:

Prepare 

 = 
July 00 – September 00

Redesign/Design 
 = 
September 00 – February 15

Configure

 = 
February 15 – October 01

Deploy (SIMA Norfolk) =
October 01, December 01       

NEMAIS Team representative stated that one of the Pillars of the project was that we must be operational in SIMA Norfolk by December 01.    A question was asked about other NAVY ERP initiatives and if NEMAIS was overlapping requirements.  It was clarified that NEMAIS has been interfacing with other NAVY ERP initiatives such as NAVSUP/NAVAIR for Supply Chain Management; Weapon System Acquisition and SPAWAR for Warfare Center Financial Management.   

Migration of CM Data (NEMAIS Phase A)

The CM ERP IPT Chair stated that the challenge to this IPT is to find solutions to improve data accuracy and establish business processes to keep data clean.  Budget and resource constraints prohibit 100% validations.  Moreover it is not cost-effective to capture a snapshot of accuracy for a moment in time.    

The first thing  the NEMAIS Migration Team must focus on is to develop the Equipment Master. To accomplish this they must first identify all the data sources (like CDMD-OA), then define the required data elements necessary for NEMAIS Phase A, then map them into SAP R/3.  Finally, they must determine the format in which to migrate the data.  The NEMAIS team will write the code that will like the media for transfer.  The NEMAIS Team developed the following schedule milestones:

· Corporate Configuration Data Clean-up 

· Master Data Definition 

· Develop CDMD-OA Interface Plan

· SAP to CDMD-OA Interface 

· Data Migration Plan 

· Load CDMD-OA Data Into SAP – June, 01

· SAP to CDMD-OA Interface Established – NOV, 01

A question was asked about why does data go bad?  The general consensus of the IPT was that it is a combination of people not following the established processes, and the current database not having adequate data integrity features.  In short, data goes bad because it is not updated correctly or not at all.  In SAP R/3, discipline is built into each business process and total accountability is visible to everyone.  If data is inaccurately loaded a record of who made that update will be known.  If data from an installation is not updated in SAP, that install work order (and whoever is responsible) will be known, and it cannot be financially settled, as the work order will be considered incomplete until corrected.   

Configuration Data Audit/Accuracy (NEMAIS Phase A)

The CM ERP IPT Chair stated that since we have a limited timeframe (June 01), and have limited resources, this IPT must identify what can be done to improve data accuracy, and add value to the NEMIAS Project during Phase A.  Although the migration of data is not dependent upon auditing CM data, we must identify small focused efforts, like Desktop reviews, that CDMs can perform on the data critical elements Ship Intermediate Maintenance Activity (SIMA) needs to identify a configuration item and accurately order the correct parts.     

To further drill down and narrow our focused audit we will maximize the use of Desktop utilities to correct data.  

· NSLC will obtain Open Architectural Retrieval System  (OARS) extract of SIMA-maintained equipment dating back two to five years of high failure logistics items.  

· Configuration Data Managers (CDMs) will ensure:

· Workfile Backlogs are not more than 30 days 

· Mandatory Edits and Warning errors are cleaned up

· application of X-RIC supersessions and cancellations have been properly applied 

· a comparison report on the first two digits of EIC’s against the data dictionary is run for validity

· PSEUDO equipment serial numbers are identified

· CCL from Ships obtained and blanks or correct bogus locations are filled in

· DBR is run for Ships in Availability, particular OMMS-NG Ships

· PMS-4 Report requested from FTSCLANT for ships in target group 

During the week of February 26th a core group was assembled comprised of SUBLANT, SURFLANT, CDM, ISEA, NEMAIS, and SEA 04 to define the core data elements needed by SIMA to ensure the correct equipment item is pulled for repair/maintenance.  Data elements are depicted in the attached presentation.  Since there was not a SIMA representative at the meeting, one of the NETS team members will provide the list for their review and concurrence.

The group also prioritized the desktop audits as follows:

First, audit Atlantic (LANT) ships coming into availability December 01, 2001 through June 30, 2002.  Subsequently, the remaining LANT ships, then San Diego ships scheduled for availabilities, and the remaining Pacific (PAC) ships will be completed.

The CM ERP IPT chair has dedicated a full time resource to improving metrics.  Metrics will identify the Return on Investment (ROI) of our focused audit efforts.  Metrics will be used to determine the subsequent implementation of specific Desktop accuracy/audit methodology, by capturing and analyzing audit results.  Ultimately metric results will determine if the return on investment is worth subsequent application.

CM ERP Initiatives 

The vision is to establish business processes required to integrate all logistics systems.  We can achieve that vision by using the NEMAIS Project as the Business Case Analysis (BCA) for moving CM into an ERP environment, using SAP R/3 as the tool.

There are real funding and resource challenges that must be overcome in moving to an ERP environment.  This IPT must adopt a radical change in philosophy to identify business processes that “Do it Right the First Time,” going directly to the data source, and removing the “checker” mentality.  We must capitalize on and make maximize use of existing working groups, to research initiatives and place high emphasis on metrics that can detect problems early, and measure capability, processes, and data quality.  Furthermore, a minimum set of data elements required to identify equipment and drive the correct parts support must be defined.      

The CM ERP IPT Chair told the IPT regardless of SAP implementation we need to work towards improving the quality of data and enhance our business processes.   

IPT Structure

The Chair asked that the IPT collectively develop the Charter, and Mission Statement, and define actual products, including schedules and expected results from the IPT.  Meeting frequency was discussed, and it was agreed that while the Corporate CM ERP IPT would meet quarterly, the IPT would maximize the use of existing smaller groups to do on going research of specific action items.  ADHOC membership was discussed and it was agreed to include an Alteration Installation Team (AIT) representative, SPAWAR and various others as needed.  The IPT agreed that a consensus view of guiding principles should be included in the Charter.  Therefore, everyone will focus on the same goal and vision and will not violate core principles when making decisions.  

Near Term IPT Action Items/Products 

1.
March 08, 2001, Core group meeting in Norfolk, to evaluate how to measure accuracy, core data elements and Desktop review effectiveness

2.
March 21, 2001, SAP Demo of Configuration Data

3.
March 22, 2001, Next CM ERP IPT

4.
May 01, 2001, Draft, SEA04L5 Integrated CM Improvement Plan  

