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The eighth meeting of the Joint Industry-Navy Improvement Initiative Committee was held November 9th in Crystal City at the facilities of General Dynamics Electric Boat Corporation. A total of 42 registered attendees were present for various portions of the proceedings. Representatives from the American Shipbuilding Association (ASA), Shipbuilder’s Council of America (SCA), American Bureau of Shipping (ABS) and several private shipyard and industry support contractors attended from Industry. Representatives from MARAD, USCG, MSC, NAVSEA Headquarters and the SUPSHIPs were present from the Government.

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. 

Mr. Frank Losey, American Shipbuilding Association (ASA), covered various topics that included contracting concepts (multi-year procurements, incremental funding of projects and long term lease) they believe meet the intent of the Acquisition Reform Act. His discussion highlighted the need to support Sea Power Forums and the Sea Power Ambassador Program focusing on educating members of Congress and the public on the needs of the Shipbuilding Industry. Mr. Losey also noted the National Defense Features Program, which funds the installation of military capability on commercial ships to meet surge requirements. Mr. Losey provided an article from the 60th anniversary edition of the Maritime Reporter which discussed sustaining a 300 ship Navy, commercial ship financing, amendments to the tax code, National Defense Features Program and extended lease authority for DOD auxiliary ships. A copy of the ASA’s SEA POWER brochure, which was distributed during the conference, can be found the World Wide Web at 
http://www.americanshipbuilding.com/cover.html.

Mr. Allen Walker, Shipbuilding Council of America (SCA), began by stating that JINII is a valuable resource for industry as several of the topics on the agenda are of significant interest to the Council. SCA is actively pursuing initiatives with the EPA to expand competitiveness. Various issues such as Safety Professionals, protection of regulations supporting the ship repair industry and Title XI (loan guarantee program) appropriations are being pursued with the legislative branch. SCA is forming a coalition in support of increasing Title XI appropriations in the future as only $6M has been appropriated for this year. Congress has introduced a Maritime Tax Bill that proposes acceleration of the depreciation rules for capital assets. One of the SCA’s most controversial JINII issues concerns the disposition of Navy assets, in particular drydocks. The concern is that assets are being given to entities in geographic locations where there is already excess capacity; this has an adverse impact on companies who have invested in their own capital assets and must pass this expense on to their customers.  SCA’s web site can be found at http://www.vesselsalliance.com/
.

Mr. Glen Clark, PMS 333, provided a detailed brief on NAVSEA’s Ship Breaking and Scrapping Program that outlined the process that is used to dispose of excess assets. He noted that due to lack of interest in sales, the FF 1052 Pilot Scrapping Program Indefinite Delivery Indefinite Quantity (IDIQ) Contract was initiated to determine the cost of scrapping. The results of this pilot will lead to all or portions of the approximately 58 ships awaiting scrapping being offered via fixed price contracts. Mr. Clark noted that the material and equipment on ships are first stripped to meet Navy Supply system needs; the remaining equipment must be demilitarized. His presentation emphasized that contractors should expect that ships of a class that are presented for scrapping will have varying quantities of Navy property onboard. The MARAD Scrapping Program was also noted as an additional source of ship scrapping projects.


RADM Baugh, NAVSEA 04, Deputy Commander for Maintenance, Industrial Operations and Logistics, opened by discussing the visit he and VADM Pete Nanos, COMNAVSEA, made to  “World Class” Shipyards in Europe. The purpose of this trip was to gain a better perspective of processes that can be constructively applied in the US Shipyard Industry to gain efficiency with limited dollars. A copy of the notes from the latest Commander’s Forum is provided as an addendum to his comments on this subject. 
He addressed the following additional points:

· The vision and goals of NAVSEA. 

· Noted that JINII is the forum for Private Sector Shipyards to address general business and technical issues and maintaining an information flow requiring top level action and top management attention in the Navy Fleet Maintenance Infrastructure.
· 
· Perspective of NAVSEA’s performance is changing. The people at NAVSEA headquarters are dedicated, willing to work hard and desire to be successful with all of their projects. Also the talent level is high and extensive. 

· The most significant action is that COMNAVSEA has redefined NAVSEA’s mission statement to be “Fleet Support”. There are numerous codes within the NAVSEA Corporation supporting the Navy’s Acquisition Program that will continue to function through the chain of command reporting to the ASN (R, D&A). He pointed out that Fleet Support starts with Acquisition.

· COMNAVSEA will host a meeting for CEOs of the “Big Six” Shipyards. COMNAVSEA wants business decisions and planning to take place collectively at the Corporate Industry level (NAVSEA, public shipyards and private shipyards) so that organizational alignments and geographic anomalies consider the needs that are in the best interest of the Corporate Navy as well as those of the Industry. The results of these meetings will be incorporated into NAVSEA’s Corporate Business Plan.

· Ship Construction and Maintenance funds flow through the NAVSEA Corporation. COMNAVSEA is conducting a “zero” based review of all funding lines within the Corporation, particularly those that involve O&MN lines of accounting. The annual outlay of funds is by warfare platform; funding levels have been relatively flat. This review is aimed at looking at increasing efficiencies so the Navy can buy more ships for the same funding level. COMNAVSEA is currently spending appropriated funds in a fragmented manner that must be more appropriately aligned to the Navy’s corporate priorities.

· Public and Private Shipyard Cooperation must continue to improve as the paradigm shifts to a collective corporate perspective. The Carrier Program MOAs with PSNSY, NNSY, NNS and NAVSEA, plus Todd’s agreement to provide resources for carrier PIAs are excellent examples of the wave of the future. The selection of “best of the lot” practices must be accomplished through rigorous business case analyses to eliminate redundant and excess resources. There are also existing laws that impact the industry’s ability to protect port or regional workloads, such as 50/50; these laws must be reviewed and aligned to accommodate the corporate needs. It is anticipated that the NAVSEA/CEO meeting will address other areas for improvement.

· The NAVSEA 04 Organization and its numerous programs are in a transitional phase.

· The Navy Maintenance Community is integrating the Intermediate “I” level facilities with Depot “D” level facilities so that there will simply be a single “Ashore Maintenance Facility” category. In the future, these Corporate Facilities will be mission funded in advance to support a planned annual workload.

· Maintenance for ships and submarines will be accomplished by a ”two-tier” maintenance level. One will be the traditional Organization “O” level performed by personnel onboard the ships. The second will be the integrated “I” and “D” capabilities ashore mentioned above. The Regional Maintenance Initiative is assisting with this integration effort.

· The integration of Ashore Maintenance Facilities is a teaming effort where the Fleet is the Resource Sponsor who provides the funding for the prescribed level of effort and NAVSEA is responsible for operation.

· The Fleet Commanders and their staffs, SPAWAR and NAVSEA Flags are in total agreement with the concept for integrating the maintenance capabilities and capacities of ashore resources and personnel to meet the requirements for maintaining readiness and training for a 300 ship Navy. These facilities will be operated to their maximum effectiveness; this makes cooperation paramount between the Fleets and NAVSEA. This is a portion of the “Fleet Support” mission that is NAVSEA’s commitment.

· The Navy Maintenance workforce of the future will be sized to meet the core maintenance requirements of the Corporation vice independent organizational needs. Government employees and their talents/skills will be more mobile to maximize the efficiencies of the Corporation. Resources will be shared among geographic regions where it makes sense economically. It is no longer necessary for all Naval Shipyards/Maintenance Facilities to be fully capable. The Private Industry will be an integral component of the off-ship/ashore Corporate Maintenance Infrastructure.

· NAVSEA is in the process of bundling the services it provides to the Fleet. One example is the Anchor Desk or Integrated Call Center (1-877-4-1-TOUCH) which  stood-up in Aug 1999 in conjunction with NAVSUP. Essentially “one stop shopping” is aimed at bringing technical resources responsible for specific equipment or systems together, regardless of System Command or PEO cognizance, and eliminating obstacles that hinder problem resolution. So far, 87% of the questions raised have been responded to in less than four (4) hours. 

· Integrated Ship Maintenance and Supply Support (ISMSR) is an emerging NAVSEA initiative scheduled for deployment that integrates PMS, 3M, COSAL, etc. into one maintenance support system. 

· PMS is undergoing major revision. For example, Damage Control PMS will no longer be accomplished by ship’s force while underway. Contractor teams will be trained to come aboard and perform this function.

· The Fleet Modernization Process is changing. The Navy no longer has extra ships that can deploy to meet the surge requirements without severe impact on the total force level. This is driven in part by the Inter-Deployment Training Cycle (IDTC) and Interoperability requirements that are now embraced by both Fleet Commanders. The new policy is that at Deployment (D) plus 30 months the Alteration and Modernization Planning architecture for the entire BG will be frozen. All ILS and Training requirements for the BG will be based on this architecture. 

· The Enterprise Resource Planning (ERP) Project has been initiated by NAVSEA and is focused on Fleet Maintenance Requirements. SEA 04 is responsible for 211 legacy ADP systems containing duplicate information and costing hundreds of millions of dollars to maintain. A solicitation is out to six contractors for replacing legacy systems with ERP. Approximately $40M will be allocated for a pilot project that captures the “best practices” and through the use of COTS develop a stand-alone ERP solution. The objective is to provide a bridge between “O” and “I/D” maintenance, which permits seamless transfer of data with Industry so that the solution covers the Fleet Maintenance Infrastructure. 

· Submarine maintenance is generating a significant workload as 37 availabilities are scheduled for the next five years. The SEA 04 activities will have 20% of the submarine force in a major availability.

· NAVSEA 04 is proceeding with plans to standardize practices among the Naval Shipyards, and integrate their capabilities with the Private Sector. Navy ships and submarines should be maintained using best practices to gain economic advantages and identify the best service providers. The aim is continuous process improvement and use of the best sources for our business.

· Condition Based Maintenance (CBM) provides an engineered set of rules for making decisions that determine the maintenance to be accomplished. Currently, approximately sixty percent of Navy maintenance decisions use the principles of risk management associated with CBM. The Navy wants to leverage the knowledge of Industry and Ship Owners to improve the track record. It may be necessary to use contractors to implement this strategy (i.e. open and inspect using cost reimbursable contracts). NAVSEA 04 welcomes any input in this regard.

· NAVSEA has just initiated the concept of “best value logistics” and SEA 04L has this initiative for action. 

· NAVSEA 03 and 05 have been merged to align technical capabilities and achieve better interoperability. 

Questions and Answers following his comments were as follows:


Q-1: What is NAVSEA looking for in a Private Shipyard?


A-1: To take over  facilitized resources and see what can be eliminated based on capability and capacity required in the marketplace. The Naval Shipyards will only retain core capabilities. The Navy needs responsive shipbuilders and maintainers including nuclear maintainers and facilities, although these needs differ by region. For example, Naval Shipyards are not located in all geographic regions.


Q-2: Can the Navy open up the Fleet Scheduling Conference to Industry so that the private shipyards can participate in information exchange concerning capabilities and capacities? 


A-2: It is doubtful that the Scheduling Conference will be opened to Private entities. However, the place to liaison in this regard is with the Regional Business Office; they will become the clearinghouse for availability scheduling once these offices are functional and the process is in place. Typically, several activities and contractors are required during an availability; the Business Office will be responsible for getting the best value for each part. Coordination of the various entities involved in repair and modernization decision making and execution  can be difficult. RADM Baugh accepted an invitation to discuss this issue further at the next Ship Repair meeting in Norfolk.

Q-3: Dr. Gansler’s (Under Secretary of Defense for Acquisition and Technology) letter concerning partnering and Teaming was interpreted by DCAA as an effort to eliminate competition. How will NAVSEA deal with this?


A-3: I do not have an answer at this time.


Q-4: Has NAVSEA collaborated with the Army and Air Force on the 50/50 rule?


A-4: We will continue to pursue this option.


Q-5: Commercial ship operators have a different maintenance philosophy than the Navy, including application of CBM principles, what is the Navy doing to emulate true commercial practices?


A-5: Use inputs from MSC and others on challenges facing the Navy when there is reduced crew manning, example – 95 person crew, and other aspects relative to ships maintenance. They also use a Professional Engineering Corp that we may want to  benchmark in addition to their maintenance processes. Shifting to commercial maintenance processes will require a real change in paradigm. The challenge is to gain additional information from the commercial ship operators and maintainers and make the decision based on “best practices”. NAVSEA 04M will also look at MARAD practices.


Q-6: One contract proposal has been awaiting a decision for approximately four years. What is NAVSEA doing to simplify the contracting procedures and in particular as they apply to preparing proposals (e.g. wider use of GSA schedules within the NAVSEA corporation)?


A-6: NAVSEA 028 will provide a response to this question.

Q-7: What steps are being taken to insure NAVSEA doesn’t make the same mistakes from the CETS program?


A-7: I have never heard of the acronym “CETS”. I will have SEA 04X1 investigate this.
In closing RADM Baugh noted that the climate has never been better at NAVSEA for change. Make recommendations now, inputs are always welcome. JINII provides the forum for recommendations and to keep the information flow current.

LCDR French, SEA 04M5, provided a detailed brief on the newly constituted Alteration Management Planning (AMP) process. He outlined the staff and NAVSEA Data Environment. His discussion noted that the Regional Maintenance and Modernization Coordination Office (RMMCO) would be the focal point for all scheduled alterations on each ship in that region. The AIT process is required to operate under the RMMCO. AMP supports the concept of modernizing ships based on the Battle Group Centric concept

Q-1: Isn’t the SEA 04M5, AMP Staff, just building more infrastructure in NAVSEA?


A-1: No. The AMP Office is simply taking existing personnel resources and redistributing them to improve the overall effectiveness of the Fleet Modernization Program.


Q-2: Isn’t this office and all of the parameters and policies that are put into place already defined in the FMP Manual.


A-2: Yes, for the most part. The difference is that this effort is aimed at putting someone in charge of the process and getting the maintenance community to follow it. The vision is that eventually this office will no longer be needed.


Q-3: With the typical tour length of the BG Commander being approximately 18 months maximum and having the modernization package frozen at D-30, this will result in a new BG Commander using the modernization configuration that was prescribed by his predecessor. It is doubtful if this is going to work because the new Commander will want to further upgrade or change based on his personal knowledge of emerging technologies or different systems that have perceived enhanced capabilities. Any input?


A-3: Understand the point but the D-30 Policy is supported by CNO and the FLTCINCs. They must approve any deviations once the AMP is approved.


Q-4: Will AMP have control of the AITs?


A-4: AITs will be required to report to the RMMCO. If the AIT is not on the “master list” then the alteration will not be done until it is approved for accomplishment during a specific availability.


Q-5: Has the definition of AIT work been clarified?


A-5: The Tech Spec for AITs specifies the prerequisites for having an alteration accomplished under the AIT umbrella.


Q-6: Is the Navy driving its maintenance strategy to increase the use of AITs?


A-6: No, the NAVSEA is trying to get control. The objective is to stop AITs from operating outside the Naval Supervisor Authority availability planning process.


Q-7: AIT visits that occur during availabilities where the contractual vehicle includes an award fee  can have a major impact on the Prime contractor and the fee determination board. If the Prime contractor successfully integrates the AIT and the performance is good it has a positive influence on the fee. If the Prime contractor refuses to sequence the AIT for any reason, including impacts that may occur to key events – the award fee score can go down. If the Prime contractor integrates the AIT but the AIT’s work causes schedule disruption – the award fee goes down. There is a serious inequity in this process.


A-7: NAVSEA 02 will receive a task to remedy this problem and address this issue at the next JINII.

Mr. Red Molina, SEA 05N, discussed the role that NAVSEA plays in the Cumbersome Work Practices (CWP) and Engineering for Reduced Maintenance (ERM) processes  and how this information will soon be made available on their web site
Mr. Jay Howell, SEA 05D1, briefed the potential role of the American Bureau of Shipping (ABS), in a collaborative effort with NAVSEA and Shipbuilders and Design Agents, to have consensus standards for new construction. The Navy infrastructure is more complex than the commercial infrastructure. He noted that in new construction that ABS classifies a ship, the Coast Guard provides required certification and the Navy accepts the ship or craft. When a ship is classified it provides options. The Naval Ship Classification Association (Lloyds, ABS) strives to have commonality of equipment and systems with potential universal application such as shore power, water fittings, etc. 
Mr David White, SEA 05Q, provided an update on the transition from Military Specification/Standards to Commercial Processes. The ship’s system engineering, performed during the acquisition process, provides the basis for the transition. In the past, GENSPECS have been used primarily to train NAVSEA Engineers in ship design as they have little utility contractually and specifically in the acquisition process. The Total Ship Procurement Spec, is the baseline document since it is tailored for a specific ship type. The status of Standards Improvement can be accessed at the web site http://dodssp.daps.mil/assist.htm. Approximately 1100 SPECs are now inactive and approximately 2000 SPECs will be kept. The process for conversion to commercial specification follows the same discipline that is used to develop MIL-SPECs/MIL-STDs. 
Mr. Steve Albert, SEA 04X13E and JINII Coordinator provided an update on the status of JINII items. There have been a total of 64 issues submitted to JINII since the program commenced; this includes nine new issues submitted for this meeting. The status of the sixteen open JINII items was reviewed;  seven were closed. Nine newly proposed JINII items were discussed;  four were cancelled and incorporated into existing open items, two were closed as a result of information provided at the meeting and three remain open for further action














Meeting Results






Canc.
Comp.
Open
Open JINII issues existing prior to 9 November 1999
16
0
7
9
JINII Issues introduced on 9 November 1999

09
4
2
3
Total JINII issues reviewed on 9 November 1999

25
4
9
12
The JINII Meeting was adjourned at approximately 1630. The next JINII Committee Meeting will be planned for the Spring of 2000.
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