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I.  Synopsis


As a result of Norfolk Naval Shipyard’s Material Process Action Team, the non-nuclear material management process has been re-engineered, resulting in improved performance and substantial savings annually.  Nearly 100% of the known material for planned work is on hand at availability start and there is significantly less excess at availability completion.  There is also appreciable paperwork reduction and elimination of inefficiencies associated with the material requisition and movement processes.


Specific improvements were achieved through such initiatives as collocating Engineering and Planning Department material experts with the Fleet and Industrial Supply Center  personnel; Institutionalizing a single “callout” approach for material movement across the waterfront; Pre-staging all material by project (including on-hand inventory items); Elimination of mechanics “chasing” material, i.e., closing shop stores to walk-ups; Employing lower wage personnel for material handling; and Reduction of excess by improved estimating and feedback during execution.

The improved material process has been exported and is currently being implemented as the standard process for all naval shipyards.  In addition to the specific improvements in material performance within the shipyard, the confidence and across shipyard departments and FISC partners has increased significantly.  

VI. Background

Four years ago, Norfolk Naval Shipyard was struggling in the area of material management.  Performance based metrics were nearly non-existent and “snapshot” indicators were poor in nearly all areas of the material process.  Examples include:

· Late material identification and requisition by C200 (not completing until well after A-0)

· Purchase department Work in Progress (WIP) toping out with over 6,000 documents

· Average Lead Time for awarding Non-standard items was 15-20 weeks due to backlog

· Frequent “Not in Stock” (NIS) situations for shop stores material

· Lack of control over project material ordering (multi-department/duplicate orders)

· Lost Material after issue

· Increased “gold piles” and loss of accountability of material cost to the customer

· Chronic Work Stoppages resulting from Material delivery delays

· Continuous stream of mechanics reporting to numerous shop stores across the yard

· Overall loss in productivity due to mechanics being off-line in search of material

· Material process ownership/accountability problems

· Continuous high level management attention required to solve material problems

· Excess Material at completion ranging between 10 and 15%

· No performance based material metrics or strategic plan for recovery

· Poor control/tracking of ripout material

VI. Background (continued)

The Material Process was identified as one of several areas targeted for aggressive process re-engineering in order to achieve significant productivity gains (Cost Performance reduction).  Code 100 assigned Code 200 as process owner and established a Material Performance Action Team.  In addition, Code 200 was assigned process owner for the Work Packaging and Control process since WPC is considered the hub for support services (paper, material, work authorization, certification, etc)  during execution.  The primary objective:  


Keep the mechanic productive by eliminating work stoppages.

The Material PAT was and continues to be the key to success through as-is process mapping, re-engineering and implementation of improvements.  This team, represented by two agencies, Norfolk Naval Shipyard (NNSY) and Fleet and Industrial Supply Center (FISC),  has reinvented the process for receiving, staging, handling and delivering material to the work force, by adopting key strategies such as:

(1) Pre-staging (kitting) all material so that it can be called out by specific job to the mechanic(s) doing the work at a specific time according to the production schedule.

(2) Collocating material engineering personnel with FISC buyers to facilitate prioritization and rapid resolution of questions concerning requirements, specifications or substitutions.

(3) One stop shopping for material through each project’s WPC group.  Mechanics should remain productive and support personnel should be resolving production impacts.


Norfolk Naval Shipyard procures nearly two hundred thousand line items of material annually for all major Navy ship classes undergoing repairs or modernization including Nuclear Aircraft Carriers,  SSN688 Class Submarines, and  LHA/LHD Class Amphibious Assault Ships.  Thirty-five percent of this material is purchased competitively (items not supported by the Navy Stock System).  Similar numbers can be shown across all four (4) NSY’s to validate the wide scope and degree of complexity of the annual material logistics that must be managed to accomplish the core mission in providing service to the fleet.  Improvements to the material handling and problem resolution processes have resulted in significant improvements in delivering the right material at the right time to the right mechanic.

By Fall 1999, process re-engineering, implementation and corresponding metrics were in place. Significant revision of the WPC Process Guide, establishment of core WPC Teams to promote consistency and continuous improvement and massive re-training was in progress. Direct and indirect cost improvements as a result of improved material management and decreased material related work stoppages continue to be realized.

III.  Tangible benefits to our customers


Using the improved material process and having overall material ownership in one department has resulted in numerous tangible benefits including:

· The amount of known material available when a ship availability starts is now consistently averaging between 90 and 95%.  Past performance routinely indicated the known material in hand for planned work at availability start was less than 80% which resulted in numerous jobs being held up, costly work-arounds, re-scheduled work, increased turnaround time for new work, etc. Increased percentage of known material requirements on hand when the ship availability starts reduces expediting and substitution which is labor intensive.  It also allows resources to focus on late authorized and growth work that cannot be anticipated as well as other ships in planning to stay ahead of the curve.

· The number of walk-up shop store chits has been reduced from 400 per week to less than 10 for CNO availability work.  Walk-up chits are a direct indicator of how much time a mechanic spends chasing material instead of being productive.  The reduction in lost time associated with the wrench turning workforce chasing material has resulted in an average savings of is $58,500 per project, per month based on the 98% percent reduction in walk up chits.

· Excess material has been reduced from more than 15% to 5%.   Based on a 10% reduction in excess, this contributes to an annual cost savings of $6M based on an average annual non-nuclear material expenditure of ($54M in FY97, $72M in FY98). 

· Average turnaround time for processing small purchase material has been reduced from a near 20-week backlog (6,000 items) to 3 weeks (less than 1,000 items).  Manageable work in progress numbers results in fewer material crisis after availability start, effective prioritization and improved surge capability for material procurement due to unavoidable issues such as new work, customer funding delays, etc.
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Standard Tenets for Material Process Re-Engineering


Standard Performance based Material Metrics


Process Mapping:  Manage Material Support
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