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     12 November 2001

From:
Commander, Naval Sea Systems Command

Subj:
CORPORATE MATERIAL PAT (CMP) AFTER ACTION REPORT #8

1.  Norfolk Naval Shipyard hosted the eighth Corporate Material PAT (CMP) meeting at Portsmouth, Virginia from 30 September to 2 October 2002.  Attendees included core CMP members consisting of Naval Shipyard (NSY) Code 200 and Code 500 personnel and other NSY material stakeholders including NAVSUP, NAVICP, and DLA.  Highlights of the CMP sessions are outlined in enclosure (1).  Enclosure (2) lists attendees, and enclosure (3) lists active action items being worked by the group. 

2.  This was the eighth CMP meeting since the team’s inception almost three years ago.   The CMP’s efforts focus on NSY material management process improvement, which includes engagement of many external stakeholders on material support issues.  A ‘critical few’ NSY material issues/initiatives continue to be stressed.  The NSY material critical few are: supply support, ALRE material, deficient material management, Retail Supply CA Study, asset visibility, churn/SHAPEC feedback loop, and metrics.  These top issues/initiatives were validated by consensus by the core group and briefed to all CMP members and stakeholders on the final day of the meeting as the NSY corporate material focus.  The group has been extremely successful engaging the broader supply support community on systemic supply/material issues, as well as working within the NSY community on internal material processes to improve cost, schedule, and quality of our depot maintenance mission with respect to material management.

3.  The next CMP is planned for 25-27 February at Pearl Harbor Naval Shipyard.  If there are any questions please contact the NAVSEA 04 POC, CDR Steve MacDonald at 202-781-1654, or email, MacDonaldSD@ navsea.navy.mil.

                //S//

JOHN C. GOODHART 

Assistant Deputy Commander 
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Overview:  The Corporate Material PAT’s (CMP’s) charter includes efforts to identify and implement best practice NSY material processes and to identify and communicate Naval Shipyard (NSY) material support issues to external stakeholders.  Improvements are adopted corporately as appropriate.  The groups’ focus is to eliminate production impact to the mechanic through improvement of material availability consistent with NAVSEA’s Mission Statement for Shipyard Material Management which is: 

“Continuously improve Naval Shipyard material processes to:

-  Maximize planned material onhand by availability start.

-  Minimize production impact to the NSY mechanic during execution.

-  Minimize Customer Wait Time (CWT) for material delivery to the NSY mechanic

-  Minimize the generation and holding of excess material.”

These are key performance pulse points that are subject to several material management ‘tenets’ focusing on performance goals and measured with corporate material metrics.  Highlights from the CMP meetings are outlined below:

1.  Supply Support: 

Background:  Naval Shipyard Material Managers perceived shortcomings in supply/material support for shipyards.  The current supply structures and inventories have evolved locally over years to support high service levels and expectations including ‘immediate’ delivery to the mechanic for emergent requirements.  However, there remains a number of areas for improvement as NSY material managers once again validate supply support as the “number one” material issue for Shipyards today.  The bottom line to the NSY (mechanics and engineers) is performance, and in general, SY material performance requirements, as documented in the recently signed NAVSEA/NAVSUP Partnership MOA, include:

-
Minimum 90% of planned material onhand at A-0,  ready for delivery to the mechanic based on 30 days lead time for requirements. Measured with NAVSEA Naval Shipyard Corporate Material Metric #1.
-
Dedicated management of both material not onhand by A-0 and any defective material received, by Project as documented by Naval Shipyards’ quarterly “Critical Material Support Issues” letter.

-
Two hour delivery of urgent material requirements from retail material inventory onhand during availability execution (from call out of "kitted" material through delivery to the mechanic).

-
At least 60% of churn (any material requirements after A-0 other than ‘new work’ or ‘growth work’) to be sourced from NSY Shop Stores or other local retail inventory available to support the two hour urgent material delivery requirement.  Measured with NAVSEA Naval Shipyard Corporate Material Metric #2.  

-
Material requirements during execution will receive 'rapid response' expediting attention and be reported to the NSY C200. 
 -
Non-standard units of issue will be managed, billed, and maintained on all inventory items.

-
A Central Industrial Support Team will be maintained within the NAVSUP enterprise as a single focal point for all NSY material support issues.  

-
Excess material will be managed incrementally (turned-in upon completion of work).  The NAVSEA Corporate goal for excess cost is 5% and is measured with NAVSEA Corporate Material Metric #5. 

-
Responsive PQDR/SDR management.  All PQDRs require prompt attention and feedback to the originator within established timeframes.  Number of critical deficient material issues reported vs. number addressed will be measured with the Naval Shipyard Executive Summary Corporate Material “Hot Sheet.” 

-
Support of NAVSEA Board of Director (BOD) established “13 Tenets” of material management as specified in separate documentation.

Current efforts:  NSYs are providing NAVSEA 04 their respective “top 10” critical supply/ material support issues quarterly for compilation and forwarding to NAVSUP for action.  This effort, in its second quarter, has already significantly improved visibility of critical material issues that impact NSYs and has resulted in a number of specific resolutions that have been briefed to the CMP by the NAVSEA Industrial SLEM.  An executive summary has been prepared for by SEA 04 for EXCOM review highlighting key deficiencies.  DLA HQ is building a strategic POA&M on support efforts specific to the BSM (ERP) roll out.  
2.  ALRE: 

Background:  Forecasting for submarine requirements is accomplished for selected material based on current maintenance standards.  However, there was (until this current initiative) no forecasting efforts whatsoever for surface ships and, specifically, carrier material requirements.  There’s no ‘central agent’ for industrial requirements, and the roles/responsibilities for forecasting (in general) among the many stakeholders are unclear.  Impact to NSYs include: costly, cumbersome work practices, increased planning costs, increased production cost, schedule degradation, and ultimately cancelled work.  It is clear that a forecasting effort for carrier material is required.
Current efforts:  NAVSEA has facilitated the effort to reinstate carrier forecasting.  The first ALRE material forecast was developed, validated, and delivered October 2002.  NAVSEA letter (Ser 04L4/108 dtd 30 October) ‘officially’ delivers the forecast for action; $18.8M and approximately 2,000 line items of material.  DLA has already initiated loading PPRs.  A standard process for forecasting all carrier material is underway.  Next meeting of stakeholders is scheduled for January 03.  
3.  Deficient Material Management:  

Background:  Deficient material continues to be a cause of material churn and potential work stoppage that has received CMP focus since the SEP 01 meeting at PNSY.  An improved PQDR/SDR reporting tool was fielded to NSYs in October 01, and since that time, NSY personnel at each shipyard have been trained and functional enhancements have been accomplished to meet identified user requirements.  However, use of the tool has not been consistent to date, and a standard process is not yet in place.   A number of  SEA/SUP/DLA meetings have been held to improve the process.  

Current efforts:  NAVSEA letter Ser 04/107 dtd 23 October 2002 was promulgated to facilitate the transition to a standard, Navy process for deficient material management (PDREP).  Naval Shipyards have been directed to utilize the NAVSEA-fielded PQDR tool for Quality Deficiency Reporting (QDRs) and Supply Deficiency Reporting (SDRs), and the supply system leads are working to improve the process on their end.  Additionally, NSYs are providing NAVSEA 04 deficient material issues quarterly as part of the “top 10” critical supply/ material support issues effort outlined above to facilitate focused, appropriate action.
4.  CA Study: 
Background: The NAVSEA/NAVSUP Partnership for NSY material support has been successful to date and has resulted in savings by allowing for continued material process improvements.  However, the Retail Supply CA study poses risk to the Navy’s depot level repair and maintenance capability by impacting Naval Shipyard (NSY) material/supply support operations.  A significant number of billets supporting the 3 FISC-supported NSYs are subject to the study.  A strategy formulated previously by NSY material process owners and refined via the CMP was to document all NSY performance requirements (including those not applicable to a Performance Work Statement) in a Partnership MOA.  The NAVSEA and NAVSUP leadership was personally engaged in the issues and concerns identified.  A performance-based partnership MOA was signed by both SYSCOM Commanders demonstrating their dedication to industrial support.  

Current efforts:  There’s no further action required, but FISCs and NSYs will continue to work together to execute mission successfully with resulting MEOs.

5.  Total Asset Visibility:  

Background:  Inventories and material held at NSYs are not widely visible outside local commands nor easily available for redistribution between Shipyards or other Navy Fleet customers.  Furthermore, Naval Shipyards are currently challenged with legacy IT systems that are not interoperable with other systems, nor able to transcend firewalls even between other NSYs.  Impact includes redundant inventories, duplicate ordering of non- standard material, increased cost in handling, moving, tracking, and maintaining excess inventory, under-utilizing sourcing to excess, and increased overhead cost, which impacts NSY NOR.  NSY material process owners have made this issue a top priority and both NAVSEA’s goals for NSY material management and NAVSUP’s Strategic Plan for industrial support (Objective 1.4.3) cite the need for, and initiatives to achieve, total asset visibility including a mechanism for redistribution of NSY material. 

Two primary asset visibility initiatives, RRAM and NSY TAV are currently in progress.  Since initiating the RRAM effort in August 2001, including an ongoing pilot at PSNSY, a number of issues have challenged and slowed progress.  Naval Shipyard material process owners (Corporate Material PAT) recently pressed for a more immediate, interim solution and initiated “NSY TAV,” a web-based data warehouse for excess material.  However, a more complete RRAM solution is still desired and is being pursued as the primary effort.  

Current efforts:  Initiatives are in progress.  RRAM will be the standard visibility tool leading to ERP after additional investment in both RRAM and at respective FISCs is made to support NSY processes.  The NSY TAV effort is complete and in testing, and requires no additional investment.  It will continue to support NSY requirements in the interim until RRAM is ready and a permanent ERP solution is realized.  The desired end state is a free-issue pool of NSY excess material managed by the NAVSUP enterprise as part of strategic objective 1.4.3.  This material will be owned by NSYs, but managed by supporting FISCs in a single, virtual inventory.  NAVSEA will promulgate guidance to all NSYs on required excess write off and redistribution policy.  

6.  Churn/SHAPEC Feedback loop: 

Background:  Material churn (additional material needed by the mechanic to

complete planned work) is one production impact point that must be accurately measured and quantified to account for work stoppages and enable prioritization for process improvement focus at each yard.  The process of collecting material churn information at the level of detail required to facilitate incorporation into follow-on planning products has not been fully implemented across all NSYs.  The vehicle for providing this detailed

information to cognizant planning organizations (executing EPD, 688 SHAPEC, LHA/D

SHAPEC, etc) is not fully institutionalized.  As a result, repeat problems in the

material identification area and missed opportunities to eliminate avoidable deficiencies are being experienced.

Current efforts:  The CMP (PNSY lead)  is championing Engineering Change Proposals (ECPs) through the MAT CDA to standardize LMI Codes along with other CHURN collection data and metrics information.  Concurrently, under the Lean 7 Corporate initiative to reduce avoidable deficiencies, NSYs (CMP leads) are establishing a method to link this information to the "Corporate Planning Navigator" to provide visibility during the interim.  Upon completion of both initiatives, data collection (associated CMP metrics generation) and corporate visibility/access will be in place.

7.  Metrics:

Background:   Prior to the charter of the CMP, no metrics were in place to monitor the material management process from a production support standpoint (focused on supporting the mechanic).  Indicators were “flat” snap shots, opinionated and inconsistent, not a means to truly monitor material performance at the NSYs.  Since then, five corporate material metrics have been developed as performance indicators to assess success in meeting NSY material management goals.  These metrics correspond with the mission statement tenets outlined above and measure only what’s important to the project engineer and mechanic, “is the right material available, and delivered to the mechanic when needed.”   The five corporate metrics are:

1.  Material On Hand by Availability Start (A-0): (Leading Indicator)  This metric shows the percentage of planned material available and pre-staged by the availability start.  A corporate requirement (BPMP) of 90% is stated, although the mandate and management goal is 100% for all material.  

2.  Material “Churn”: (Present)  “Churn” is defined as any additional material reordered or needed after A-0 to complete planned work above what was originally identified, and/or already delivered to the mechanic.  Churn includes requirements "omitted" during the planning phase, "lost" material, deficient material, wrong material, or "rework" during the execution phase.  Minimizing churn is the one area SY management can have a significant  impact on improving the internal material processes.

3.  Customer Wait Time (CWT): (Present)  CWT shows the supply systems’ average response time to emergent and other requirements identified after A-0.  An additional metric/tool termed ‘the birdtrack’ is being developed and considered to augment this metric as a supply support indicator. 

4.  Total Material Availability: (Lagging) This metric is a ‘snapshot’ at the end of the availability that shows how much material was identified prior to availability start, how much was churn, where material was sourced, and how much new work was generated for each Project.  

5.  Excess Material at Completion: (Lagging)  Excess material on hand at the end of each Project is measured as the key cost component.  The NAVSEA goal is to maintain excess material below 5% of total material cost by Project.

Although standardized (by definition) and fully implemented, the corporate material metrics are not consistently received and promulgated, and are not readily accessible to the NSYs, CVN Team 1, SUB Team 1, AMPHIB A Team, etc. for use and information.  Data collection methods for the metrics can also benefit from further standardization.

Current efforts:  Engineering Change Proposals (ECPs) have been submitted to the MAT CDA to standardize the data pull for the metrics from all NSYs.  Although these ECPs represent one of the NSY users top priorities, the CDA has been unable to complete to date, and this effort is approximately one year overdue.  Current ECD is January 03.  Standard corporate material metrics, with consistent data, will be used to support other NAVSEA ‘dashboard metrics’ initiatives.  NAVSEA 04 has drafted additional guidance clarifying reporting requirements, promulgation, and use of corporate material metrics.  Letter is anticipated for signature by EOM November. 

8.  Other issues/initiatives:  

A number of other issues and initiatives were addressed at the CMP and some are reflected in current action items.  A list of these other issues/initiatives include: 

· Mission funding

· ERP

· SEA/SUP Partnership and other SYSCOM integration issues

· Excess material management

· Cost of the WPC/Material process

· Consumables ordering/delivery process

· BSM (DLA’s ERP roll out)

· DHAs- Supply system feedback

· The “birdtrack” metric

· Non-standard material management

· New work and advance planning funding 
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