MINUTES OF THE JINII COMMITTEE MEETING


5 APRIL 00


The ninth meeting of the Joint Industry-Navy Improvement Initiative (JINII) Committee was held April 5th in Crystal City at the facilities of General Dynamics Electric Boat Corporation. A total of 72 registered attendees were present for various portions of the proceedings. Representatives from Industry included the American Shipbuilding Association (ASA), Shipbuilder’s Council of America (SCA), American Bureau of Shipping (ABS) and several private shipyard, shipyard supplier and industry support contractors. Representatives from Government included the Deputy Assistant Secretary of the Navy for Ships, Maritime Administration, United States Coast Guard, NAVSEA Headquarters, and Naval Sea Logistics Center, as well as the entire SUPSHIP Board of Directors.

The Chairman of the JINII Executive Steering Group, Mr. Stan Sacha, SEA 04X1, opened the meeting with administrative remarks, a review of the day’s agenda and self introductions by the attendees. He stated that NAVSEA was interested in receiving feedback from the attendees on the JINII Forum in general including any changes that were thought to be necessary in the current process. He also stated that a survey form would be provided at the next meeting to solicit input. 

Mr. Frank Losey, representing ASA, noted the ongoing action with Federal Procurement Regulations relative to the shipbuilding industry that included legislative and educational initiatives aimed at supporting the six builder yards in the U.S. His slide presentation noted the major objectives of the ASA, which included efforts to increase the ship construction rate for the Navy to 12 hulls per year. This build rate would require a budget plus up of $12B to $13B per year; the ASA indicated this could be achieved in part through innovative procurement actions. Additional information was provided in their slide presentation and handout. This information can also be obtained from their web site at http://www.americanshipbuilding.com/.

Mr. Bob Bates, representing SCA and the Homeport Association (HPA), stated that the recent meetings between the Maritime Industry Representatives and the Policy Makers in Washington were very beneficial. He also stated that he is supportive of the JINII Process and stressed that the organizations that he represents strongly support its continued viability.  He emphasized that the HPA represents both the Shipbuilding and Repair Shipyards.  Finally, while commenting about the health of the shipbuilding and repair industry, he echoed the ASA assertion that the ship build rate is insufficient to meet the needs of the Nation. 

RADM Dale Baugh, NAVSEA 04, Deputy Commander for Maintenance, Industrial Operations and Logistics, opened by highlighting the significant role that JINII can fulfill in the fleet maintenance arena. He stressed that:

1. The JINII concept is stimulating better business practices at reduced costs

2. Portrays a sense of accomplishment by evaluating best practices and making notable progress

3. Projects a teaming concept, and 

4. Provides a forum that is both powerful and beneficial to the overall maintenance community because Navy Leadership recognizes that JINII sponsorship opens doors. 

He then presented his “View from the Bridge” in NAVSEA. There were five distinct areas that he addressed:

1. NAVSEA is moving towards functioning as a Corporation. This requires involvement and further definition of the total Enterprise. NAVSEA’s Enterprise Resource Planning (ERP) initiative is working in this regard. In addition to the role that NAVSEA performs in acquisition, the SUPSHIPs, along with the private shipyards and their suppliers, and the Naval Shipyards must work closely together to achieve the common goal of providing fully mission capable ships to the Fleet. There are also special interests to be considered such as the Foreign Military Sales, ship scrapping projects and inactive ship maintenance/support components of the NAVSEA Corporation that must be addressed. In fulfilling its mission requirements, NAVSEA wants to portray one common face to Industry and the Fleet. NAVSEA will perform through common Vision and Business Plans that capture its entire resource base (including consolidated elements of the maintenance infrastructure) to solve problems. JINII members, especially those from Industry, play a significant role in this regard. He stressed that this role includes applying Industry’s experience to help look at areas that should be considered a part of the NAVSEA Corporation. It is also possible to help define issues that could be solved if we collectively define the boundaries of the Corporation that best serves the Fleet. 

2. NAVSEA Fleet Support must change. The Navy is designing ships that will have smaller crews and be more technically advanced thereby making the life of the sailor very different than it is today. The Navy is looking at the drivers that impact retention and reenlistment since ships are currently deploying marginally manned. One initiative that is being pursued is to improve the quality of life of the sailor at home; the life of the sailor while deployed has been a major focus in the past. When you operate a combatant such as the DD 21 that is manned with approximately 90 people there won’t be much time for “O” level maintenance. In today’s scenario, it is intended that the sailor’s time in port will be dedicated to family matters, or spent in training and education programs that support advancement.  Under this scenario, Fleet material readiness burden of responsibility is rapidly shifting to the shore maintenance infrastructure; this equates to all of the entities within the NAVSEA Corporation and the supporting Maritime Industry. A current initiative called the Capital Investment for Labor Initiative (CILI) program now includes the contractor corrosion control paint team, installation of low maintenance deck tile, improved sanitary spaces and PMS on watertight doors by contracted personnel. Adequate tooling, proper level of talent and effective teamwork based on a clearly defined maintenance plan with the appropriate amount of supporting dollars must be in place when the first ship of the future (e.g. DD 21) is delivered. It is envisioned that the future support will be more like the aviation concepts that are used to maintain and operate an aircraft today. In other words, the maintenance will depend on the shore infrastructures capabilities and capacities. In defining a few of his added responsibilities to improve Fleet Support by supporting the Fleet’s Inter Deployment Training Cycle (IDTC) program he pointed out his role in: 

a. The Integrated Shipboard Maintenance Supply Review (ISMSR) initiatives to integrate NAVSUP supply and NAVSEA maintenance processes to better support the sailor on the deck plates. 

b. The Reliability Centered Maintenance (RCM) based Surface Ship Maintenance Effectiveness Review (SURFMER) initiative to reduce the preventative maintenance burden on the sailor at sea by eliminating unnecessary or extending valid maintenance requirements. 

c. Support for the sailors’ objective to advance which in turn improves his QOL, eliminate shipboard tasks that don’t support this objective, perform the correct level of PMS to support advancement and maintain technical proficiency in areas such as electronics, and reduce the administrative burden when discovering and documenting work.

3. NAVSEA must improve its business practices. He proposed emulating the practices being applied in e-commerce. He also wants to ensure the various elements of the maintenance infrastructure apply common tools, and that these tools are validated at least at three-year intervals. However, he noted that in many cases our practices and ability to perform our jobs are influenced by the presence of firewalls.  It was also pointed out that the Navy Marine Corp INTRANET implementation is lagging behind the business community initiatives.  SUPSHIP has an AIS initiative that is a component of this Navy wide plan. He addressed the use of “Fleet Portals” for distance support by using real time electronic links to integrate the supply, engineering and maintenance infrastructures, at both afloat and ashore activities, to expedite problem resolution. He proposed wider application of the “one source for an answer” instead of the multitudes of “800” numbers or web sites that currently exist. Currently, NAVSEA has instituted the “1-877-4-1-TOUCH” which can also be used by the commercial entities. In addition to these e-commerce initiatives, the Navy must get more bang for its buck; the “Big Six” CEO/NAVSEA conference and MARITECH Advanced Shipbuilding Enterprise (ASE) Program are working to determine ways the Navy can maximize the purchasing power of the dollar for ship construction projects. Examples of this include:

a. Improving our shipbuilding process

b. Implementing productivity enhancements (foreign shipyards invest more in productivity initiatives)

c. Sharing knowledge to increase competitiveness

d. Partnering (the Big – 6 are moving toward the Big – 1) to gain the competitive edge

e. Learning how to share successful business models to improve the Industry overall. 

The Navy wants to provide incentives for the Shipbuilder so that there is a motivation to remain in the Industry and be competitive. 

4.  NAVSEA and  Industry must take advantage of the JINII process to address the following issues:

a. Industry needs to standardize the processes that are used in ship construction and repair and reduce the amount of customization especially in core processes. Working through JINII and the Standardization Management Working Group (SMWG) we can address initiatives that will improve our overall business processes. The Cumbersome Work Practices Working Group addresses the more technical issues. 

b. The Navy and Industry needs to identify and then apply the best practices. We collectively need to capitalize on innovative technology, enhanced knowledge, tools and practices/processes. Two examples that he used to emphasize the point is the advancements that have been made in high solids paint systems and the Portsmouth Naval Shipyard improvement initiatives for Submarine maintenance and overhaul. 

c. He asked, how do you determine best practices and at the same time how does one compete in the market place? His answer was through new business models that incorporate innovative technology. 

d. The Navy must get better at ship configuration management; industry can help by sharing their experiences. We are dealing with legacy configuration management systems on our ships but our Configuration Data Managers are maintaining accountability through their respective open architecture databases.

e. AITs must be integrated into the maintenance scenario; JINII can help make this a smarter transition.

f. The Navy must adopt more commercial practices and specs in lieu of military specs. NAVSEA needs Industry to identify best practices in the commercial business sector that can be used today to save funds. One example would be the application of Indefinite Delivery/Indefinite Quantity (IDIQ) contract to specify equipment repair options based on conditions found instead of specifying unnecessary repairs ahead of time.

g. NAVSEA must define the scope of Contractor Logistics Support (CLS) and how it relates to ship life cycle management including maintenance as a piece of the continuum for logistics. NAVSEA is currently defining this for the DD 21. This has far reaching consequences in the way that we plan for and provide fleet support through the maintenance and logistics chain infrastructure. 

5. The “Big One Concept”. RDML Baugh noted that the shipbuilding and maintenance base is finite. We do not act in a corporate manner in our daily business practices but we must learn how to do so. The future maintenance workload is unknown because of the very nature of our business in relation to the operational requirements levied against our customers, the Fleet. However, we must be prepared to resolve the challenges through flexible processes that can be rapidly applied to meet the needs of the Fleet as it proceeds with its philosophy for the continuous maintenance. Sustaining a workload on a consistent basis is a big problem and it is further complicated by the fluctuations in the budget process. There are areas that we should investigate in this regard as well; one such item is a big cost driver, personal protective equipment (PPE), should be standardized throughout the industry. He asked “Why can’t PPE be permanently provided to an individual and from that initial issue be retained as the worker transits between jobs, go to new work sites or even when the worker migrates to other contractors?” He noted that this is just one of many examples that he believes could be pursued by the JINII process that would improve our daily business processes and productivity.

In concluding his remarks, RADM Baugh asked the audience “What do you want 04 to do?”

Q-1.   The statement was made that contractors do use best practices. The perception is that the maintenance community views this as “here comes another contractor with an ulterior motive”. How does the contractor get their best practices to NAVSEA?

A-1.  Submit this to JINII. JINII will work with CWP as required to evaluate this best practice.

Q-2.   Navy receives, reviews, and endorses a “good idea” from a specific contractor, then references its use in future solicitations. How do you propose to reward the contractor who originally “invented” this good idea? 

A-2.   The policies set forth in the Competition In Contracting Act must be exercised and in some cases they do impact these types of cooperative sharing of “good ideas”.  I don’t know how to solve this one and perhaps there is no one good answer that can be applied universally.

Comment:  The SCA Representative volunteered to work with Industry to identify some of the “best practices” used in the commercial business that can be used by the shipbuilding and repair infrastructure. 

Q-3.   How does Industry gain access to the NAVSEA phone book? 

A-3.   The phone book is accessible via the Internet through the NAVSEA Web site and is maintained current.  The NAVSEA Homepage is at http://www.navsea.navy.mil; the NAVSEA phonebook is at http://www.navsea.navy.mil/directory/phone.htm.

Mr. Dail Thomas, SEA 05M1, gave a presentation on the Coating Application QA Issues. He pointed out that the Mare Island Paint Systems and their accompanying solvent-based coatings had been in use for a long time and have been found they had a tendency to pull away from structures. In his presentation he noted the criticality of proper surface preparation to control chloride contamination in the surface profile which in turn improves adhesion of the paint system. In working with the new solventless paint systems, especially if the goal is a 25 year system, then one must perform 100 percent QA up front and ensure that critical checkpoints are called out in Task Group Instructions (TGIs). 

Q-4.   Consider the issue of over spray at the customer’s request in light of the concern over possible chloride contaminated surfaces, what is the paint repair criteria? 

A-4.   You can sweep blast or use other processes.  Any surface area that is going to be painted must be properly prepared and cleaned.

Q-5.   With time and cost is a concern, can salts be removed by water or is blasting required?

A-5.   Water blasting is the best method to remove chlorides. Industry Tech Reps are available to help. 

Q-6.
How does the cost for applying solvent-less coatings with additional surface preparation compare with that of applying solvent based coatings?

A-6.
Relative to time and cost, it has been found to be roughly the same to install since the Mare Island Paint System requires five coatings while high solids, solventless paint system requires three coatings. The key is if the QA is done correctly there should be little to no increase in cost.

Q-7.   Is there a significant variable in cure time?

A-7.   Yes, depending on the environmental conditions.

Comment:  The OIC of one of the SUPSHIP detachments stated that if the correct surface preparation process is followed (e.g. surface profile, cleanliness, technical specifications and checkpoints) then there should be no problem. The paint system applied to the USS Fletcher was cited as an example.

Comment:  The Navy is extending ship maintenance plans intervals to 10 years between dry-dockings. The caution was stated that one should not sub-optimize because the interval really depends on many variables including the effectiveness of new paint systems.

Comment:   Is there an intended guarantee period? As a minimum it should be overhaul to overhaul to match the new 10 year docking interval if proper QA was enforced during application.

Comment:   Dr. Kaznoff stated that a bad paint application would make itself evident within a one to three year period. 

Comment:   There is a tank monitoring system using predictive technology that the Port Engineer can use for tank evaluations without opening the tank.

Q-8.   What is the range of costs per square foot for high solids paint systems?

A.8.   Typically it depends on the size of the job. In Europe it ranges between $4 and $4.50/sq.ft. In the U.S. it ranges between $4 and $6/sq. ft.

Mr. Gene Mitchell, SEA 05M2, gave a presentation on Welding QA Problems. His nonconformance examples included steel and aluminum welding failures and pipe brazing. He summarized that the QA provided by the contractor and QA oversight provided by the SUPSHIPs had failed. The root cause was reported to be the lack of specific attributes to be surveyed compounded by inadequate surveillance plans.  

Comment:   Mr. Mitchell was requested to make this same pitch to the OPNAV N8 Ship Platform Resource Sponsors since the SUPSHIPs were being cut by 15% by OPNAV N43. This is only going to get worse under the current funding scenario.

Q-9.   What action is being taken to correct identified problems?

A-9.   The Supervisor should take action in the specific case. This should include identifying what should be done to correct the problem. Identify the NDT person as a representative of the Chief Engineer at SUPSHIP. Improve the surveillance sheets by listing correct attributes. Foster a better relationship between the code 200 (Chief Engineer) and 300 (Quality Assurance) personnel. 

Q-10.   Isn’t the process broken based on your comments because we are now moving towards Audits versus Post Verification Inspections (PVIs)?

A-10.   NAVSEA is trying to team with the SUPSHIPS. You need good basic surveillance requirements to compliment the technical requirements. First you should identify what is required and then put it in the technical specifications.

Q-11.  Isn’t this a Shipbuilders and Ship Repairer’s problem rather than the Navy/SUPSHIPs’?

A-11.  It is really a problem for both the contractor and the Government. This function is normally not a part of the Program Offices responsibility. When they are told, then the Project Office will normally take action.

Comment:  The overview of the cause is a breakdown in the contractors QC program. We are becoming more dependent on the Contractors QA and QC initiatives. SUPSHIPS can not perform a full level of inspection because there are insufficient funding for this type of contractor surveillance program.

Q-12.  Are most of the observed failures shop welds or field welds?

A-12.  Most are shop welds where they are manually tacked and welded.

Q-13.  What is the Process to bring this back in control?

A-13.  Designating a person to provide process surveillance can solve the problem.

Comment:  The welding skill level is dropping. There is a problem with employability because people are moving to higher paying and cleaner jobs. Typically, there is only one person between the SUPSHIP and the Contractor’s NDT Engineer.

Comment:  This presentation is really alarming. If this is a major concern on the part of NAVSEA, then the CEOs of the shipyards should have been apprised of this grave situation, if this process is broken.

Comment:  The QA System in the non-nuclear yards is not working. 

Mr. Marc Borkowski, SEA 05M presented an update on the Alteration Management Planning (AMP) Program. Progress is being made with the program. The major concern voiced by industry continues to be in regard to AIT Management. There are various offices being stood up within each Fleet concentration region (as well as NAVSEA) to accommodate AMP, whose function would include AIT integration into scheduled availabilities.

Q-14.  Who provides the gatekeeper function?

A-14.  When they are in place it is the Regional Maintenance and Modernization Coordination Office (RMMCO).

Q-15.  Who screens the 2K for industrial support services that will be required by the AIT, the SUPSHIP?

A-15.  The 2K would be screened to SUPSHIP for this responsibility.

Q-16.  The magnitude of the productive effort by AITs remains unchecked. How is this being handled?

A-16.  The new NAVSEA AIT Tech Spec 9090-310C requirements will cover this.

Capt. Dave Russell, SUPSHIP JAX, provided an update of the SSRAC Initiatives. Details are provided in his presentation.

Capt. Rick Schwarting, SUPSHIP PORT, presented a SMWG Update. Details are provided in his presentation.

Ms. Ann VanHouten, SEA 025 presented the Contract Efficiencies Working Group (CEWG) Study. This study looked at the numerous areas in NAVSEA where contractor support services were being used. The most significant area for realizing potential cost savings is in the area of Professional Services for Engineering and Technical Support. Therefore, contract vehicles are being evaluated that support this level of effort and the best alternatives will be selected for securing these services in the future. Additional details are provided in her presentation.

Q-17.  Based on your presentation, will the savings that are projected to result from this initiative start to be realized in March 01?

A-17.  The new contract vehicles will be in place by 1 March 2001. Achieving the savings is not that readily identifiable.

Q-18.  What is the appropriate time to take the savings?

A-18.  The Navy will take as many savings as possible as soon as possible.

Q-19.  When will the IDIQ solicitation be out?

Q-19.  In sufficient time to make a contract award for professional services by 1 March 2001. It is possible that there will be as many as four contracts therefore four RFPs are being issued. The IDIQ contract will be based on multiple awards to support blending of the requirements thereby reducing the number of solicitations.

Q-20.  Will there be other contracts in place then?

A-20.  Yes, but the objective is to consolidate the requirements as much as possible.

Q-21.  Is your process modeled after Team CX?

A-21.  No. This is an innovative approach to allow Team CX to centralize their requirements and then use the GSA schedule to purchase the needed services. This effort scrubs the existing requirements and buys only what is needed.

Q-22.  Is CEWG going to be the broker for all of the PEO’s plus Program Offices and Directorates?

Q-22.  It is possible that the CEWG may act as a clearinghouse.

Q-23.  How do we learn more about Team CX?

A-23.  Kattie Peterson is the PCO for Team CX at (703) 602-7600 ext 212.

Comment: This is the first significant step toward partnering. The objective is to minimize the non-value-added elements. This initiative will be a part of the socio-economic programs where appropriate.

Ms. Iona Evans, SEA 00T, discussed the issues concerning Storm Water Control Regulations in California. She noted two specific scenarios relative to point source discharges; direct discharge to sewage system that requires an NPDES permit and indirect discharge that is storm water for example off the decks of ships. Recently, the Regulators have been trying to include storm water runoff in the NPDES renewal criteria. There is concern about the cleanliness of dry-docks as well as storm water runoff in these facilities. The States have normally included storm water in NPDES permits. In the case of San Diego they are dealing with stringent fresh water quality standards.  Includes chlorinated fresh water that doesn’t meet clean water regulations. There are no published Navy Guidelines that cover this situation. The Environmental Coordinators at the SUPSHIPS must keep each other advised as how Storm Water Regulation is being handled in their respective geographic regions. Normally this would be handled through the pollution prevention program as outlined in NAVSEAINST 5090.1B, change 2, that is administered by Brian Wood, in NAVSEA’s Office of Counsel, SEA 00L. The Uniform National Discharge Standards (UNDS) Regulations, provides general guidelines that are applicable to DOD, Coast Guard, EPA that identify the requirements for such operations as oily water separators. There are 14 different discharges that are not to be regulated by the State. A total of 20 discharges require control. The UNDS Regulations have nothing to do with shore sites. There is a UNDS webpage linked through the NAVSEA 00T web page on the NAVSEA (http://www.navsea.navy.mil) web site. OSHA also has a website that provides a MARITIME Advisory. 

Mr. Len Thompson, SEA 04X13, provided an update on the SUPSHIP Vision Study. He pointed out that the NAVSEA Corporate vision is Fleet Support. However, approximately one third of the NAVSEA SUPSHIP mission is to provide Contract Administration Service (CAS) as a component of the DOD CAS organization. More details are provided in his presentation.

Q-24.  How does this vision fit within the Regional Maintenance Concept?

A-24.  It depends on the region. SUPSHIPS report to NAVSEA 00 but they may be assigned ADDU to the local Regional Maintenance Coordinator.

Mr. Glen Clark, PMS 333, provided an update on the Ship Scrapping Program. He pointed out that OPNAV N43 is the Resource Sponsor for this program. They have obtained the services of the Rand Corp to perform the analysis of the results of the pilot programs.

Q-25.  What are the other options for disposition?

A-25.  Donation, FMS, SINKEX, and MARAD use. In regard to ship disposal there is a program funding issue in BA-7 – O&MN account. 

Q-26.  How do you sink a ship and prevent paint from peeling off?

A-26.  Navy has a general permit to cover this issue with the EPA. The agreement is that paint remains onboard. In fact there are several types of material that are approved to remain onboard. Normally, water depth at the SINKEX site is such that there is no risk in this respect.

Mr. Steve Albert, NAVSEA 04X13E and JINII Coordinator, provided an update on the twelve outstanding and three proposed JINII Items. Action for five of the twelve outstanding Items was considered complete and these were closed during this discussion. He introduced three proposed JINII items and with sufficient supporting data the Committee considered the action completed and closed two of the three Proposed Items during this meeting. The post meeting status for all OPEN Items is as outlined in his modified presentation. 

Non-JINII issue action items identified during the meeting are detailed in a separate post –meeting presentation

The meeting was adjourned at 1700. 
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