SEMAT Process Improvement Meeting

Held: 1400 hrs on 14 Nov 02 at SPORT.

Attendees: 

Kevin Alexander

Mark Kiser 

Fred Praissman

Jim Milburn

Bobby Williams

Roy Pierce

Jack Bruckner

Tom Zwolacki

Milt Oakley

Mike Harris 

Andy LeBoeuf

John Riordan

Tom St. Andre

Domenic Mianulli

Doug Ross

Timm Smith

Skip Rachel

Bob Halsey

1. Introduction. Kevin Alexander opened the meeting with basic grounds rules and concept of operations for future meetings now that he is responsible for them. Key points made were:

· Goal is the Improve the Process, so focus on things we can improve

· Fix what we can, identify what we can’t but don’t dwell on it

· Agenda items will be in by Mon prior to meeting

· Agenda will be promulgated by Tues prior to meeting

· Draft minutes of meeting will be into Kevin by Friday after meeting

Concern was expressed that as an overall process concept SEMAT needs to re-energize itself, improve the quality of what we’re doing – especially during visits - and win back the positive perception that the Fleet used to have. Lots of sideline efforts are underway that may have significant impact on what we’re doing, so we need to do the job right. We are a target for these other efforts and we need to make sure we are doing the job correctly, while always trying to improve.

Tangential discussion developed concerning scheduling problems and tension between number of visits in schedule and resources available to support. Question was raised as to whether or not the schedulers were aware of resource constraints. Apparently they are, but it has been by virtue or working in the process, not by any established standard.

Action: Jack Bruckner is to start providing Jim Milburn notional dates for SEMAT I visits to help balance resource commitments and SEMAT II visit scheduling which SPORT must also support. No due date, this should be continuous action.

Action: Kevin Alexander to broach issue about moving SEMAT I to period in advance of the Availability, especially considering the tighter schedule that will be induced with upcoming 9-week Availability concept. Report on status due at next meeting.

Action: Jack Bruckner to forward memo to Kevin Alexander from a Port Engineer that discusses moving the SEMAT I to pre-Availability time slot. Due week of Nov 18.

2. Pre-Visit Briefing Package. With both SEMAT I and II concerns being represented during pre-visit, goal is to develop a standard package that addresses all concerns. SPORT has reviewed the existing FTSCLANT package and make recommendations for change.

Action: Mark Kiser to incorporate SPORT changes and provide Jack Bruckner for review by SPORT. Jack to provide response back to Mark for final product review at next meeting by the overall group.
Two concerns were expressed during discussion on pre-visit brief packages for future consideration. 

· With goal to standardize assessment visits between all TYCOMs and both coasts, as closer integration/consolidation occurs, more changes to pre-visit brief will be forthcoming.

· The pre-visit brief package has gone from 16 pages with lots of information and guidance to only 8 pages, even 5 pages for one TD. Has too much been cut from the pre-visit brief package and that is negatively impacting on the quality of the visits? Has brevity overcome purpose?

· More focus needs to be addressed on pre-visit planning and development/explanation of the test plan to Ship’s Force. The purpose of the pre-visit brief is to coordinate the events of the visit in addition to providing necessary guidelines for a successful visit. This means the pre-visit briefing has to be more that cursory 100,000 ft view point.

Emphasis was made that the Visit TD (now know as HMERA Project Manager (PM)) shall be the lead point of contact to Ship’s Force for in-brief and out-brief. 

3. Re-writing 2-Kilos. Issue was concern both over excessive time spent re-writing 2-Kilos and over differing technical evaluation/recommendation between FTSCLANT and SPORT FSEs.

John Riordan ran numbers on 3 visits for WTD system and only 35 2-Kilos were re-written. This number was considered well within acceptable limits. But question was raised about cancelled 2-Kilos as well – what was that number?

Action: John run numbers for same ship visits and WTD system for both re-written and cancelled 2-Kilos. Provide Jack Bruckner copies of the cancelled 2-Kilos. Due date is next meeting.

Action: Mark Kiser to advise all visit PMs that is there is the appearance of a problem with FSEs re-writing one another’s 2-Kilos to immediately notify of the situation, system and FSEs involved. Due date is by next meeting.

4. Assessment Procedures. Effort is to define and determine what are the assessment procedures being used, tie those procedures to the equipment being assessed (link to configuration), and then standardized the procedures being used Fleet-wide for all assessment efforts. This is a specific task assigned to FTSCLANT by CFFC.

Amidst the overall effort, primary emphasis is to be placed on the four ‘enhanced’ systems: Bleed Air System, HP Air System, Laundry, and Galley. Per Mark Kiser’s report, for these four systems, 100% of the assessment procedures have been identified. Not all of them are in electronic format, but that is in progress. Also most of the Galley procedures are not in MRC format.

Action: Mark Kiser develop an update chart that shows status/progress that can quickly be reviewed at Process Improvement meetings. Emphasis in the chart is to show trend of progress being made.

Also noted that drive for procedures identified and in electronic format is the need to be exportable for the MAI process and tie to configuration in order to develop a visit package linking work orders and work plans (i.e., test procedures).

5. Standard Statements. Effort is to develop ‘standard statements’ as next step in maintenance process once an assessment has determined/discovered that a material discrepancy exists. The intent of standard statements is to tie to pre-canned/pre-planned repair packages and associated bill of materials for quick and streamlined repair tasking. (This also fits into an ERP-style methodology) 

Roy Pierce provided background information on how some of the task at FTSCLANT had been started, by whom when, and for what systems. Since that time however, the initial effort has been somewhat integrated with similar effort at SPORT, and both given some corrective guidance to meet requirements to fit into MAI process.

Many of the standard statements currently in production are in the FTSCLANT tech codes undergoing technical evaluation. Roughly 2700 standard statements are in the present pipeline (365 standard statements for Galley system alone).

Immediate objective is produce for the four Enhanced Systems. (Basic goal for the Enhanced Systems is: 100% Identification for all items to be assessed, 100% Developed Test Procedures in Electronic Format, 100% Coverage by Standard Statements.) This latter goal seemed to not be as widely known as the first two.

Action: Kevin Alexander to contact Roy Pierce for walk-through and status presentation prior to next meeting.

There was discussion and concern about apparent differing views on why/why not (or if) the Standard Statements developed for SPORT contained the full data needed to support the present and future intent of Standard Statements (i.e., be tied to configuration and extractable for use in PDA issued to FSE for onboard assessments).

Emphasis was made very clear that push made be made to get the FSEs familiar with concept and plan for using standard statements and that Standard Statements must be technically correct prior to planned implementation with PDAs in January.

Brief mention was made about intent to use Standard Statements for a few systems on visits scheduled to start Monday, Nov. 18. However it seems that very little liaison with Tech Codes had been made to coordinate this effort as made rather pointedly by Timm Smith. This plan may have been revised.

Action: Mark Kiser and Timm Smith to get together and develop process for reviewing and onboard testing/validation of Standard Statements for systems destined for Jan implementation. Mark to report status at next meeting.

6. Results of Enhanced Visits. Status on this item was postponed to next meeting.

7. Visit Test Plans. Effort is to put more rigor and definition into the test plan development, tracking and utilization during the visit. Goal is to try to define and manage the entire visit versus plan day by day based on previous day’s results. Determine for every object/system to be assessed – what, who, when, how (specific assessment procedure instead of “hot check” and “cold check”)

Timm Smith is in process of developing a detailed test plan much like that discussed for the systems supported by his tech code.

Action: Mark to work with Claudie Brown on establishing some form of Tech Code input defining elements for FSEs to conduct assessments and then lay out process to merge separate Tech Code planning elements into overall integrated visit test plan. Report status at next meeting.

Emphasis was stressed that care would be noted that desires of all Tech Codes probably could not be satisfied due to the need to integrate system testing and the impact that system interrelationships have on a coordinated assessment visit.

8. Bleed Air System. Report by Timm Smith on the status of the additional focus this system has received as an ‘enhanced’ system. Tim provided a hand out for discussion and review (enclosed - see page 5)

Problems of the Bleed Air system were addressed, including why post-SEMAT visit ships were having a significant problem passing the range on their first try. A list of recommendations was provided and discussed. Decisions on those recommendations to be discussed at separate meeting focusing on this system.

9. Name change from SEMAT to HMERA. A preliminary copy of CNSL message directing the name change, per an earlier CFFC message was handed out. This message updated and outlined aspects the visit process and key points. All attendees were requested to review for errors or glitches. Message is in the approval process and anticipated to be on the streets prior to next meeting.

10. CNSP peek at visit on USS Cape St. George. John Knipe and Doug Briscoe from CNSP will be in town for various discussions and will attend the opening first half day of the visit on USS Cape St. George. Intent is to impress upon that an assessment visit is far more than just several tech reps onboard writing 2-Kilos. The assessment visit process is an integrated maintenance effort that ties Find – Fix – Train – Document into comprehensive effort including configuration validation and correction, parts support, ship’s force involvement, metrics and analysis, data management for equipment and process improvement, etc. May visit the ship also partially on Weds as follow up if needed or desired.

11. FTSCPAC executing combined HMERA/C5RA visit. On 27 Jan 03 for USS John Paul Jones and on 03 Mar 03 for USS Antietam, combined visits will be conducted by FTSCPAC with FTSCLANT assistance. The degree of that assistance is still in negotiations between Mark Kiser and FTSCPAC POCs. More to follow.

Action: Mark Kiser advise of progress and planning regarding these two visits and any insight gained from the assist. Update at next meeting.

12. Next meeting is scheduled for 05 Dec 02 at 1400 hours at SPORT.

Any questions of comments, please contact Mike Harris at Office Phone: 757-306-3591, Office Fax: 757-463-9110, E-Mail: Michael_Harris@amsec.com
fin

RESULTS of SSRNM IMPROVEMENT MEETING:

· 30% of SSRNM problems noted were valve discrepancies identified during SEMAT and not completed due to either parts problems or T/A-1 jobs not completed yet.

· 33% of SSRNM problems noted were due to S/F operator/alignment error.

· 2% of noted SSRNM findings were not found during SEMAT and those occurred after the SEMAT visit date according to S/F.

· 43%  of all SSRNM noted problems could have been directly avoided if MACHALT 513 were installed.

· Ships Force unaware of SSRNM and not prepared.

SYSTEM RECOMMENDATIONS:

· Support ISEA in continued testing/search for possible replacement for troubled/expensive  bleed air system valves.

· SURFLANT look into possibility of installing MACHALT 513 during SEMAT visit.  FTSCLANT waiting on funding, manpower, duration requirements from NAVSESS.

· Continue installation of MACHALT 498 during SEMAT.

FTSCLANT’s recommended improvements on SEMAT process for the Bleed Air System:

· Look into staging pre-overhauled valves at FISC of common failed valves for FFG and CG class ships.  (Questionable if feasible for DD class).

· Continue use of SIMA overhaul capabilities (T/A2’s) for all Mayport and Pascagula SEMAT’s.

· Continue utilization of PVI overhaul’s on DDG-51 class valves (T/A1’s) with the goal of having the valves completed prior to SSRNM.

· Get poppets and diaphram’s staged at FISC for easy fixes on DDG-51 class valves. (These two items are a large percentage of parts problems for this class).

· Continue training during SEMAT of Ships Force on system knowledge, troubleshooting of valves, and lineup of system during operation.

· Hold meeting during SEMAT visit w/ CHENG and Capt to “inform” on what to expect on upcoming SSRNM testing. Can also be added as part of the pre-visit brief to the ship by the visit TD.  Recommend they hold additional EOSS lineup practice/training and perform shipboard procedure of checking flow rates during next underway and provide information to FTSCLANT for analysis. (FTSCLANT noticed numerous ships show up to range not knowing anything about what the testing is or how to prepare for it). 

· For the 2% that occurred after the fact, get feedback from ship to improve upon what is done during SEMAT II.

· SURFLANT work on possibly changing SEMAT process towards running generators on day 1 of visit.  This would allow operation of bleed air system and prairie/masker components right away and give plenty of time to then concentrate on failed valves.  Recommended process would be:  Run generators on day 1 to cycle all valves, run prairie/masker system for flow checks and SUPSHIP skin valve checks, train S/F on alignment.  Day 2 can then tag-out system for installation of MACHALT 498, MACHALT 513, and removal/repair of any failed valves.
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