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AIT PROCESS & POLICY WORKING GROUP 

FMP ACTION ITEM 8/99-P-17

PROGRESS REPORT & RECOMMENDATIONS

BACKGROUND

AIT Process/Policy Working Group ACTION ITEM 8/98-P-17

 “AIT Working Group review the current AIT policy guidance - determine problems and develop a POA&M to solve them by 1 Nov 98.  Further review AIT documentation by 1 Jan 99.  Provide a draft AIT policy document by 1 April 99.  Ensure policy is uniformly applied across the SYSCOMS and define AIT technical installations qualifications, who should have AIT contracts and reporting requirements.”

· Established in August 1998 by the Planning Committee at the Fleet Modernization Program (FMP) conference.

· Chartered to:

· Review current AIT policy guidance 

· Determine problems

· Provide recommendations for improvement to the FMP Executive Steering Committee via the Planning Committee, ensuring  policy recommendations are uniformly applied across the SYSCOMs
· Team composition includes over 40 participants from a variety of organizations including:

RSG/Ingleside, NSLC N51, C-HET Norfolk, FTSCLANT, FTSCPAC, NAVAIR, Bath Iron Works, PMS 400, PMS 444, SPAWAR, NAVSEA 392, PEO TSC, NAVSEA 91K4, SEA 02, PEO MIW PMS 303, Ingalls Planning Yard, SUPSHIP San Diego, SUPSHIP Bath, NSWC Port Hueneme, CNSL, NUWC , NAVSSES  & NAVAIR

· Meetings held monthly to address issues and review AIT  policies & processes:

·   22-23 Sep 98 (Norfolk)

·   27-28 Oct 98 (Crystal City)

·   8-9 Dec 98 (Crystal City)

·   14 Jan 99 (Norfolk)

·   11-12 Mar 99 (Crystal City)

STATUS
· Identified AIT process & policy documents for review (9/1/99)  

·  AIT QMB Report (11/95)

·   Decision paper SEA04 (11/96)

·   OPNAVINST 4720.2G (5/95)

·   NAVSEAINST 4720.11C (12/89)

·   AIT ILS Verification Statement (10/97)

·   NAVSEA TECH SPEC 9090-310B (3/97)

·   Proposed NAVSEA TECH SPEC 9090-320

·   Proposed MIL-STD-1662D

·   SL720-AA-MAN-010/FMP (7/93)

·   OPNAVINST 4700.7J (12/92)

·   SPAWARINST 4720.3C (6/95)

·   AIT Control (PEO MIW Procedure Brief)

·   Wedge One Pilot

· Developed AIT Working Group POA&M (10/28/99)
· Completed general review of  AIT policy guidance (10/28/99)

· Determined priority of specific guidance policies needing attention (11/1/99)
· NAVSEA TECH SPEC 9090-310B

· NAVSEA INST 4720.11C

· OPNAVINST 4720.2G

· Started a systematic review/update of policy documents (11/1/99)

· Briefed recommendations to FMP Planning Committee (1/26/99)
· Recommended canceling NAVSEA TECH SPEC 9090-320 draft 
· Recommended that a “new” AIT Policy is not needed if current AIT Policy Documents are updated and enforced   

· Recommended standardized definitions across the board 

· Finalize recommended revision to proposed NAVSEA TECH SPEC 9090-310C (4/1/99)

· Finalize recommended revision to  OPNAVINST 4720.2G (4/1/99)

· Finalize recommended revision to  NAVSEAINST 4720.11C (4/1/99)
· Evaluate Wedge One Pilot for value added, practicality & feasibility (4/1/99)
RECOMMENDATIONS
1.
NAVSEA TECH SPEC 9090-310C
The Working Group recommends incorporation of revision C to NAVSEA TECH SPEC 9090-310.  This revision provides a general update as well as incorporation of all types of AIT installations.  Attachment A is provided for review and implementation.
2.
NAVSEA TECH SPEC 9090-320 draft 

The Working Group recommends canceling proposed NAVSEA TECH SPEC 9090-320.  This document was written to facilitate alterations not defined in NAVSEA TECH SPEC 9090-310.  If revision C to the 9090-310 is incorporated this document would be redundant.

3.
OPNAVINST 4720.2G

The Working Group recommends incorporation of revision H to  OPNAVINST 4720.2G.  Although this instruction is reasonably accurate, some general updates are suggested to bring it up to date.  Attachment B is provided for review and implementation.
4.
NAVSEAINST 4720.11C

The Working Group recommends cancellation of  NAVSEAINST 4720.11C.  A thorough review of this document revealed a redundancy with OPNAVINST 4720.2G.  If a NAVSEA AIT instruction is required, recommend streamlining it similar to Attachment C.  

5.
AIT Policy Document

The Working Group recommends that a “new” AIT Policy document is not needed.

6.
Wedge One Pilot
A Wedge One Pilot  was evaluated by the Working Group for value added, practicality & feasibility. This proposed Wedge was to implement a platform manager for modernization of platforms  via  AITs.  The platform manager would be required to do all modernization for a particular platform from planning yard through installation and testing .  Overall the Working Group determined that this Wedge would not be worthwhile.  

Attachment D is provided for your review.

7.
AIT ILS Verification Statement

Recommend cancellation of  the AIT ILS Verification Statement.  The information contained in this document has been incorporated in proposed  9090-310C.

8.

NAVSEAINST 4720.16 (series) – Logistics Management Procedures for Configuration Changes Installed Outside of Depot Level Availabilities

Recommend cancellation of  NAVSEAINST 4720.16 (series). The information contained in this document has been incorporated in proposed  9090-310C.

ATTACHMENT A
9090-310 REV C RECOMMENDATIONS

(INSERT EMAIL ATTACHMENT A)

ATTACHMENT B
OPNAVINST 4720.2G RECOMMENDATIONS

SUGGESTED CHANGES TO OPNAVINST 4720.2G

1. Page 5. Par. 5.a.

( 7)   A determination that a ship or equipment alteration is to be installed in a ship by an Alteration Installation Team ( AIT ) does not exempt that alteration or alteration installation from the provisions of this instruction or the provisions of subordinate echelon instructions or technical specifications pertaining to ship or equipment alteration installation.

2.     Page 6, par. 5.b.    


b.    Ship alterations comprise any change in hull, machinery, equipment, or fittings which involves change in design, material, quantity, location, or relationship of the component parts of an assembly to the ship. Equipment alterations comprise any modification, other than a SHIPALT, in the configuration of an equipment or system (including embedded equipment, computer programs and expendable ordnance) after establishment of the product baseline. Ship alterations are classified by title / type. Equipment alterations are classified by type only. Both are described in enclosure ( 1 ).

3.     Page 10, par. 6.f. (14) 


( 14 )     Coordinate the planned accomplishment of alterations to ships with appropriate SPM/LCEM to ensure that each ship availability package is executable, and issues such as electromagnetic interference ( EMI ) and stability are considered. Coordinate installation planning and scheduling with the applicable naval supervising activity (NSA) or local industrial activity (Supervisor of Shipbuilding, Conversion and Repair (SUPSHIP), Naval Shipyard, Ship Repair Facility (SRF), etc.), Planning Yard and Type Commander (TYCOM).
4.     Page 11, par. 6.g. ( 5 )


( 5 )     Coordinate planning, design, scheduling and installation requirements with cognizant COMNAVSEASYSCOM SPMs to ensure that each ship availability or scheduled installation by an Alteration Installation Team ( AIT ) outside of an availability is executable, and issues such as electromagnetic interference ( EMI ) and stability are considered.  Coordinate installation planning and scheduling with the applicable naval supervising activity (NSA) or local industrial activity (Supervisor of Shipbuilding, Conversion and Repair (SUPSHIP), Naval Shipyard, Ship Repair Facility (SRF), etc.), Planning Yard and Type Commander (TYCOM). 

TYPES OF ALTERATIONS

1.  Ship Alteration (SHIPALT).  An approved permanent change to the configuration of a ship which is documented as a SHIPALT Record (SAR) and implemented through the FMP Process.  SHIPALTS are classified by title/type.
a. Title D SHIPALT – A permanent alteration that is equivalent to a repair, does not affect the military characteristics of a ship, and may require Centrally Provided Material (CPM) but does not require Headquarters CPM (HCPM) for accomplishment.  Title D alterations generally include more efficient, cost effective designs that improve ship maintainability.  Title D alterations are technically approved by COMNAVSEASYSCOM and authorized for accomplishment by the FLTCINC or TYCOM.

b. Title F SHIPALT – A permanent alteration that does not affect the military characteristics of a ship, does not require CPM, and is within the capabilities of ship’s force for accomplishment.  Title F alterations are technically approved by COMNAVSEASYSCOM and authorized for accomplishment by the FLTCINC.

c. Title K SHIPALT – A permanent alteration to provide a military characteristic or additional capability not previously held by a ship affecting configuration controlled areas or systems of a ship or which otherwise requires the installation of HCPM.  These SHIPALTs are approved for development and authorized for accomplishment by the CNO (military improvements) or the HSC (non-military improvements).  The technical approval for Title K SHIPALTs is provided by COMNAVSEASYSCOM.

d. Title K-P SHIPALT – A Title K SHIPALT which is within forces afloat or Alteration Installation Team (AIT) capability.

2.    Equipment Alteration.  Any modification, other than a SHIPALT, in the configuration of an equipment or system (including embedded equipment, computer programs and expendable ordnance) after establishment of the product baseline. An Equipment Alteration involves a change in design, type of material, quantity, installed location, logistics, supportability, or the relationship of the component parts of an assembly within the ship or shore installation. Equipment Alterations include the addition, deletion, rework or replacement of parts, assemblies or equipment; or changes in assembly procedures. Alterations to associated computer programs include the incorporation of different computer program versions, approved modification or corrections to both operational test and maintenance programs.  Equipment Alterations apply equally to changes installed in delivered systems and equipment, and changes installed in systems and equipment in production to identify differences from an established product baseline. Equipment Alterations 

may be initiated to correct a design defect, to change equipment operational capability, to eliminate safety hazards, to update obsolete components, or for any combination of these reasons. There are four types of Equipment Alteration.

 (1)  Machinery Alteration (MACHALT).  A planned change, modification or alteration of any hull, mechanical, or electrical (HM&E) equipment in service (shipboard or shore activities) when it has been determined by the MACHALT Configuration Control Board that the alteration or modification meets all of the following conditions:

a. Can be accomplished without changing an interface external to the equipment or system.

b. Are modifications made within the equipment boundary or is a direct replacement of the original equipment system.

c. Can be accomplished without the ship being in an industrial activity.

d. Will be accomplished individually and not conjunctively with a SHIPALT or other MACHALT.

If power, weight or air conditioning requirements are modified, the modification must be discussed with the appropriate SPM, who will decide whether to proceed with the modification as a MACHALT or SHIPALT.

(2) Ordnance Alteration(ORDALT). An ORDALT is a change made to ordnance equipments or their computer programs by the addition, deletion, rework, or replacement of parts, assemblies, or equipment, or by a change in assembly procedures.



(3) Field Change (FC).  A mechanical, electronic or electrical change, modification or alteration made to electronic equipment after delivery to the government or installation on board ship, including software changes, which does not impact interfaces to other equipment within the ship, change the footprint, form or fit, change power, weight, or air conditioning requirements. If power, weight or air conditioning requirements are modified, the modification must be discussed with the appropriate SPM, who will decide whether to proceed with the modification as a field change or SHIPALT. Field Changes are initiated and approved by the cognizant HQSYSCOM and are implemented by Field Change Bulletin (FCB).  AIT or Ship’s Force can accomplish FCs. For these specific types of alterations the cognizant SPM shall be notified of the approved changes effecting their respective platforms, shall be periodically advised of installation status and shall be notified of any logistics upgrades which have been completed as a result of the alteration. 

 (4)  Engineering Change (EC).  A modification, usually to Anti-submarine Warfare equipments or systems, or other equipment groups as designated by HQSYSCOMS, PMs, PARMs and CCBs.
3.
Alteration, permanent.  Any alteration which is intended to remain on board the ship for more than one year or one operational deployment.  These alterations are accomplished as Ship Alterations (SHIPALTs), Alterations Equivalent to a Repair (AER), TYCOM Alts, and other SYSCOM and TYCOM alterations e.g. Field Changes (FC), Engineering Changes (EC), etc.

4.
Alteration, temporary.  Any alteration which provides given capabilities on a temporary basis (not to exceed one [1] year or one [1] operational deployment in duration) in support of Research, Development, Test and Evaluation (RDT&E) or exercise or mission requirements.  TEMPALTs are reviewed and technically approved by the cognizant Ship’s Program Manager (SPM) and authorized for accomplishment by the cognizant TYCOM.  The SPM review considers safety, technical adequacy, impact on ship stability, operational characteristics including warfare capability, damage control, ship structure, ship services, ships interfaces, and habitability.  Alterations which are intended to be installed for a period in excess of one year or one operational deployment shall be considered a permanent change to a ship’s configuration and shall be accomplished accordingly (see “Alteration, permanent”).  After completion of testing requirements, mission or exercise support requirements or one year, whichever comes first, TEMPALTs must be removed and the ship restored to its previous configuration.  The activity sponsoring the accomplishment of the TEMPALT shall be responsible for funding the removal of the TEMPALT and the restoration of the ships.
5.
Type Commander Alterations (TYCOMALTs).  TYCOMs are authorized to approve temporary changes to compartments of ships, other than nuclear powered ships, ship nuclear support facilities or compartments adjacent to ship nuclear support facilities, through use of TYCOMALTs subject to the following requirements and criteria:

a.
Military characteristics of the ships must not be affected (for the purposes of this instruction, changing the number of berths is not considered to be a change in military characteristics). 

b.
 Only those temporary changes necessary to meet the requirements of higher authority shall be proposed for accomplishment.

c.
All proposed TYCOMALTs must be submitted formally to Naval Sea Systems Command for review and technical approval.  COMNAVSEASYSCOM review shall consider safety, damage control coordination and effectiveness, ship stability, traffic flow, materials and installation methods.

d.
Watertight integrity or the ability to establish damage control condition must not be affected.

e.
Operation or maintenance of installed equipment must not be interfered with.

f.
Fluid, electrical, heating cooling ventilation, plumbing or electrical systems must not be involved.

g.
Changes must not require additional ILS.

h.
Compartments or areas covered by non-deviation drawings must not be involved.

i.
Installed equipment must not be modified.

j.
Materials must meet approved MILSPEC or industry standards.

k.
Installation must be accomplished in accordance with approved methods and procedures.

l.
All changes should be limited to compartments reserved for future growth whenever possible.

m.
All accomplished changes must be formally documented at the TYCOM level, copy to the cognizant COMNAVSEASYSCOM SPM and planning yard, including actions necessary to restore compartment to original configuration.

n.
No habitability self-help improvements shall be accomplished unless contained in class habitability improvement plans developed in accordance with reference (e).  If specific class habitability improvement plans have been previously approved by COMNAVSEASYSCOM, items continued there need not be resubmitted to COMNAVSEASYSCOM for TYCOMALT approval.

o.
Ship’s force (with or without IMA assistance) must be able to restore compartment to its original configuration within 72 hours, if so directed.

p.
All costs, including restoration of the space or compartment to its original configuration, are to be funded by the TYCOM.

FMP DEFINITIONS

1.
Alteration.  Any change in the hull, machinery, equipment or fittings of a ship which involves a change in design, materials, number, location or relationship of the component parts of an assembly regardless of whether it is undertaken separately from, incidental to or in conjunction with repairs.

2.
Alteration Equivalent to a Repair (AER).  An alteration which has one or more of the following attributes:

a.
The use of different material which has been approved for like or similar use and such materials are available from standard stock.

b.
The replacement of obsolete, worn-out or damaged parts, assemblies, or equipment, requiring renewal by that of later and more efficient design previously approved by the SYSCOMs concerned providing such replacement does not cause a change to the existing system design and does not effect a change to the systems or equipment normally associated with the military characteristics of the ship.

c.
The strengthening of parts which require repair or replacement in order to improve reliability of the parts and of the unit, provided no other change in design is involved.

d.
Minor modifications involving no significant changes in design or functioning of equipment but considered essential to prevent recurrence of unsatisfactory conditions.

e.
The replacement of parts, assemblies, or equipment with like items of later or more efficient design where it can be demonstrated that the cost of installation and maintenance of the new parts, assemblies or components is less than the cost of maintaining the installed parts, assemblies, or components, and such replacement does not cause a change to the existing system design or affect any interfacing system design and does not effect a change to the system or equipment normally associated with the military characteristics of the ship.

f.
Only the SYSCOM exercising technical control over the article, or the authority to whom such technical control has been delegated by that command, shall designate an alteration as an AER and approve it for accomplishment.

3.
Alteration Installation Team (AIT).  A unit (military, civilian, or contractor) under the direction of the AIT Manager or designated agent of the AIT Manager, that is trained and equipped to accomplish specific alterations on specified ships.

4.
AIT Activity or AIT Manager.  The activity, military person or government civilian tasked and funded by the AIT Sponsor to initiate, plan, coordinate, schedule manage and oversee the successful accomplishment of the alteration in accordance with FMP policy and procedures.

5.
AIT Sponsor.  The cognizant LCEM (NAVAIR, NAVSEA, SPAWAR, etc.), Command SPM, FLTCINC, TYCOM, CNO or other sponsor which tasks and funds the AIT.
6.
Approved Alteration.  A permanent change to a ship or an equipment that has been determined to be desirable and technically feasible.

7.
Authorized Alteration.  A SHIPALT programmed or budgeted for accomplishment with funding and year of accomplishment identified and formally scheduled for accomplishment for specific ships in a specific fiscal year which is reflected in FMPMIS.

8.
Centrally Provided Material (CPM).  CPM is provided to the installing activity by the cognizant material manager or other central activity as determined by the HSC.  Factors considered in designating CPM are technical and quality constraints, logistics support requirements, and material criticality.  Activities designated to procure CPM will be responsible for the material control and management functions including full logistics support.

9.
Cost and Feasibility Study (C&F).  A detailed study of a proposed improvement which provides additional technical information and installation cost estimates.  It is tasked by OPNAV resource sponsors and used to decide whether or not to proceed with the development of the proposed improvement.

10.
Emergent Requirements.  A requirement to accomplish an alteration, alteration design, or other program support which arises during execution.  Any changes recommended during execution should be thoroughly studied to ensure that design, material, and ILS is available, feasibility has been established, and any interface problems with other ship systems have been identified and resolved.  Required funding compensation should also be identified.

11.
Fleet Modernization Program (FMP).  A formal process which provides the management structure by which the characteristics of ships and service craft are improved.  Changes to ship characteristics are accomplished by SHIPALTs, MACHALTs, ORDALTs, or field changes and are developed and installed when safety, survivability, technical, or military characteristic considerations dictate ship configuration changes.

12.
FMP Management Information System (FMPMIS).  The official automated system supporting the information and decision support requirements of FMP managers Navy-wide.  The FMPMIS database contains data related to:  ships and their availability schedules; alterations applicability; alteration material requirements and procurement status; and material, installation and outfitting costs.  The FMPMIS database is the only sanctioned authoritative planning baseline for FMP operations.

13.
Headquarters Centrally Provided Material (HCPM).  Equipment provided by the Systems Commands.  Material Managers provide status of material requirements in FMPMIS.  This material is provided at no cost to the shipbuilding/installing activity and is considered Government Furnished Material (GFM).

14.
Integrated Logistics Support (ILS).  All maintenance planning, manpower and personnel, supply support, support equipment, technical data, training and training support, computer resources support, facilities, packaging, handling, storage and transportation and design interface are necessary to ensure the effective and economical support of systems and equipment during their life cycle.

15.
Military Improvement.  Improvement changing a ship’s military or operational characteristics, qualities, and or features resulting in increased capabilities to perform its approved mission and tasks.

16.
Quick Reaction Capability (ORC) Requirements.  Emergent requirements which require rapid entry of high priority SECDEF, SECNAV, CNO, national interest items or vital technical changes into the FMP process.  QRC requirements necessitate rapid SHIPALT development and close coordination between OPNAV resource sponsors and the HSCs.

17.
Repair.  The restoration of a ship, equipment, assembly or article to serviceable condition without change in design, materials, number, location or relationship of the component parts.

18.
Ship Alteration (SHIPALT).  An approved permanent change to the configuration of a ship which is documented as a SHIPALT Record (SAR) and implemented through the FMP process.

19.
Ship Alteration Budget Reporting and Evaluation System (SABRES).  SABRES is a OPNAV computer gaming system used for the development and execution of ship modernization plans.  Successful utilization of this gaming system is predicated upon the extraction of current and accurate ship modernization information from FMPMIS.

20.
Ship Alteration Financial Execution (SAFE).  A COMNAVSEASYSCOM management information system which provides summaries of funds availability and funds expenditure, establishes program tracking, and records authorization files used for obligations established at the budget line item level.

21.
Survivability Improvement.  An alteration which provides a naval surface ship with increased ability to sustain its warfighting capability, as well as peacetime operational requirements.  Survivability alterations are generally improvements in passive fire protection, firefighting, electromagnetic protection (EMP), chemical/biological/radiological (CBR) warfare protection, shock resistance, personnel protection, damage control and carrier ASCM side protection.

22.
Technical Improvement.  An alteration which provides improvement to the safety of the ship or its personnel or equipment, provides compliance with legally mandated requirements (EPA, OSHA, etc.), provides improvement to the reliability, maintainability or efficiency of installed equipment, or provides improvement to habitability.
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NAVSEAINST 4720.11D

NAVSEA INSTRUCTION 4720.11D

From:  Commander, Naval Sea Systems Command (NAVSEA)

Subj:   SHIPBOARD  INSTALLATIONS AND ALTERATIONS PERFORMED BY ALTERATION INSTALLATION TEAMS (AITS)

References

(a) OPNAVINST 4720.2, Series, Subj:  Fleet Modernization Program (FMP) Policy

(b) SL720-AA-MAN-010/FMP, Subj: Fleet Modernization Program Manual

(c) NAVSEA Tech Spec 9090-310, Series, Subj: Ship Alteration Accomplishment By Installation Teams

(d) NAVSEAINST 3960.2D, Subj:  

(e) NAVSEAINST  4720.14, Subj:  Temporary Alterations to Active Fleet Submarines; Control of

(f) MIL-STD-1680, Series, Subj:  Installation Criteria for Shipboard Secure Electrical Information Processing Systems 

(g) OPNAVINST 5510.143, Series, Subj: Signal Security (SIGSEC) 

(h) OPNAVINST 4790.4, Series, Subj: Ships Maintenance and Material Management (3-M) Manual 

(i) NAVSEAINST C9210.4, Series, Subj: Changes, Repair and Maintenance to Nuclear Powered Ships 

(j) SPAWAR letter 4720 Ser __________  of  ___________

1.  Purpose

The purpose of this instruction is to ensure proper accomplishment and centralized control of shipboard installations and alterations performed on active fleet ships by AITs.  This instruction clearly defines the use of AITs and emphasizes that close coordination must be maintained with the cognizant Command Ship Program Manager (SPM), the applicable equipment or system Life Cycle Engineering Manager (LCEM), the cognizant Planning Yard, the cognizant Type Commander (TYCOM) and, when applicable, the Naval Supervising Activity (NSA).   This is a major revision to the basic instruction.

2.  Cancellation

a.      NAVSEAINST 4720.11C of 18 December 89, Subj:  Shipboard  Installations and Modifications performed by  Alteration Installation Teams (AITs)

b.      NAVSEA ltr Ser 041X1/085 of 16 October 97, Subj:  AIT ILS Verification Statement Checklist (Version 3.1)
3.  Exceptions.
This instruction does not apply to: 

a. Alterations and modifications to nuclear components and systems under the cognizance of the Deputy Commander for Nuclear Propulsion (NAVSEA 08). 

b. Strategic Systems Program Alterations (SPALTs) affecting the configuration and/or capabilities of systems and equipment under the cognizance of the Director, Strategic Systems Programs (DIRSSP). 

c. Temporary Alterations (TEMPALTs) performed as part of a shipyard availability to support drydock or dockside testing.   This instruction does apply to all other TEMPALTs including Type Commander Alterations (TYCOMALTs), which provide temporary changes to ships other than nuclear powered ships, to support  operational deployment, Research, Development, Test and Evaluation (RDT&E), exercise or mission requirements.

d. Aircraft launch and recovery equipment changes under the cognizance of the Naval Air Systems Command (NAVAIR) except when the change affects ship structure. 

e. Submarine deployed site availabilities such as Forward Site Modernization Program (FSMP) and Submarine Extended Operating Cycle Modernization (SEOC MOD) Program. 

4.  Scope  This instruction applies to AIT work in support of the following:

a. Accomplishment of non-nuclear SHIPALTs, which have been developed and approved per reference (a) as, implemented by references (b) and (c).

b. SHIPALTs and TEMPALTs, which are initiated by the TYCOMs per, reference (a).

c. Changes to equipment and systems or the internals of equipment which do not impact interfaces to other equipment within the ship, change the footprint, increase power, weight or air conditioning, and are not accomplished as SHIPALTs, (i.e. Machinery Alterations (MACHALTs), Ordnance Alterations (ORDALTs), Field Changes (FCs), and Engineering Changes (ECs).  MACHALTs, ORDALTs, FCs, and ECs as implemented by reference (c).

5.  Background 

a. References (a) and (b) establish policies and procedures for the planning and management of the CNO FMP Program. 

b. This document and reference (c) define the use of AITs and re-emphasize coordination with all participants. The submarine community currently uses Submarine Modernization Program (SMP), Steam Plant Improvement Program (SPIP) and Package Alteration (P-ALT) availabilities to identify AIT installations.  

c. Reference (d) implements T&E policy within the Command.  Included in reference (d) are procedures for obtaining fleet support for T&E efforts that are not part of an acquisition program but which require liaison with the Command regarding ship weight and moment or safety consideration.

d. Reference (e) established policy and procedures for the review and approval of TEMPALTs to Active Fleet Submarines.

e. Reference (b) provides requirements for the planning, estimating, programming, budgeting, scheduling, funding, design and accomplishment of alterations on active and reserve ships by AIT.

6.  Policy

a. SHIPALTs and TEMPALTs to ships will not be accomplished by AITs unless installation drawings and supporting technical data are approved by the Command.   The Command SPM shall be responsible for ensuring that the installation data is reviewed and shall provide written approval prior to accomplishment of the alteration.  For AIT, accomplishment of SHIPALTs, at least the applicable Planning Yard and the cognizant LCEM shall be included in the technical review of the submitted installation data.  For TEMPALTs, the SPM will determine the reviewing activities based on the magnitude and duration of the alteration.

b. AIT accomplishment of SHIPALTs and TEMPALTs requires full compliance with applicable quality assurance, safety and environmental statues and regulations, applicable approved installation drawings and those test procedures described in the SHIPALT Installation Drawings (SIDs) and as amplified and provided by the Project Sponsor.  For installations in TEMPEST certified spaces, the provisions of reference (f) for at least a partial TEMPEST inspection will be followed.  The provisions for Signal Security (SIGSEC) in reference (g) will be implemented for any installation or modification of a communications space or system.

c. NAVSEA Tech Spec 9090-310, Series, Subj: Ship Alteration Accomplishment By Installation Teams shall be used by all AITs per reference (b).  There are no other AIT ILS Verification Statements authorized for use.  This policy applies to all SHIPALTs, ORDALTs, ECs, FCs, MACHALTs, and other configuration changes accomplished either during planned industrial availabilities or outside of planned availabilities.

d. All SHIPALTs and TEMPALTs which are to be accomplished by AITs will be scheduled and coordinated with the cognizant TYCOM, the Headquarters AIT Sponsor and, if applicable, the cognizant NSA.  Planning for SHIPALTS and TEMPALTs to be accomplished by an AIT during a scheduled industrial availability shall be coordinated with the NSA which is designated to supervise the availability.  The AIT Sponsor will keep the Command SPM informed of the AIT’s schedule and any other schedule change.  For Space and Naval Warfare Systems (SPAWAR) Command AITs, specific scheduling procedures, using a centralized East Coast and West Coast concept, will be provided in a separate SPAWAR instruction.

e. All installations are to be provided with complete logistics support concurrent with accomplishment of the alteration, per reference (a), (b), (c) and (i).  The on-board ship availability of all logistics support will be verified at the time of installation.  For TEMPALTs, logistics support will be provided to the extent necessary to maintain the system or equipment for the duration of the alteration.

f. Completion reporting will be provided in accordance with references (c) and (e), as applicable. 

g. Alterations to the portions of the propulsion plants of nuclear ships which are not under the cognizance of NAVSEA 08 shall be approved by the Command as required by reference (i).

7.  Procedures

For SHIPALTs to be installed by AITs

a. When the decision is made to accomplish a SHIPALT by AIT, the AIT Sponsor or his designated AIT Activity or AIT Manager shall initiate coordination with the cognizant Command SPM.  The SPM shall ensure that the AIT installations are identified to the applicable material procurement activity.  Material identification must be accomplished in time to accommodate acquisition lead times for all material items.

b. When the CNO funds are specifically approved for AIT installation accomplishment of a SHIPALT or other permanent change, the Headquarters Sponsor for the AIT must prepare a tasking letter which specifies (1) the coordination required for AIT accomplishment, (2) the tasking plan for the AIT, (3) the distribution of the available installation funds and (4) comprises direction by the Headquarters Sponsor for release of the applicable programmed funds for the FMP.  AIT Sponsors shall provide budget inputs for project AIT installations. SPAWAR is provided all SPAWAR C4ISR FMP funding (procurement, installation and design) from CNO.  SPAWAR funds its installation activities directly for SPAWAR C4ISR alterations except those in an availability under NAVSEA contract, in which case SPWAR provides the installation funds to NAVSEA by Project Directive.

c. Upon receipt of the approved Task Assignment Letter and applicable FMP funds, the action addressee will implement the assigned tasks and funding, including AIT staging and pre-installation planning.

For SHIPALTs which are initiated by the TYCOM

a. Title D and Title F SHIPALTs must be technically approved by the cognizant SPM prior to FLTCINCs/TYCOM authorization for accomplishment.  AIT accomplishment is scheduled and funded by the FLTCINCs/TYCOM.  FMP (DSA) normally funds design (Ship Alteration Record (SAR) and initial SIDs).

For TEMPALTs, FCs, ORDALTS, MACHALTS and ECs

a. The AIT Activity/Manager will advise the cognizant NAVSEA SPM of the intent to accomplish the installation to a ship as soon as the decision is made.  For FCs, ORDALTs, MACHALTs and ECs which are determined to effect only equipment, systems or internals of equipment and which have no impact on the interface between a ship and its systems and equipment the SPM will be informed of the intent to install.  The SPM may request additional information regarding any or all changes designated.  Lack of such a request by the SPM within 20 working days shall constitute SPM concurrence that the changes do not influence ship interface or systems.

b. The SPM will be responsible for the technical review and approval of the installation design of those shipboard installations and modifications which impact ship safety, stability, operational characteristics, space, habitability, ships services and ship accomplishment, removal and reporting are specified, managed and controlled by the cognizant NAVSEA SPM.  Policy and procedures for the control of  TEMPALTs on active fleet submarines are contained in reference (e).

8.   Action
Headquarters AIT Sponsor

a. The AIT Sponsor or, as designated, his AIT Activity/Manager shall ensure that the AIT effort is fully coordinated with the cognizant NAVSEA SPM and LCEM.  Ensure that the installation design is approved by the NAVSEA SPM or planning yard prior to the start of shipwork.

b. The AIT Sponsor or, as designated, his AIT Activity/Manager shall ensure that installation scheduling and AIT Tasking are coordinated with the applicable TYCOMs and, if applicable, the cognizant NSA.  The AIT Sponsor will ensure that the Command SPM is informed of the AIT schedule and any schedule changes.  Continuing liaison throughout the AIT process with all participants is vital for successful accomplishment of alterations by AITs.

c. The AIT Sponsor or, as designated, his AIT Activity/Manager perform reviews and audits to ensure AIT compliance with technical guidance, policy and procedures.

AIT Activity/Manager

a. Coordinate installation planning and accomplishment with the AIT Sponsor, the applicable TYCOMs and, if applicable, cognizant NSA.  

b. Report completion of the alteration in accordance with reference (c) and (e), as applicable.

Command SPM

a. Ensure technical design approval of AIT installation designs and ensure proper reporting and recording of installation completion have been completed including the FMP Management Information System (FMPMIS) by appropriate activities.

9.  Concurrence

Commander, Space and Naval Warfare Systems Command (COMSPAWARSYSCOM) concurrence with this instruction was provided by reference (j) .  Any future revisions to this instruction will be provided COMSPAWARSYSCOM for review and concurrence.
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UPDATE DATE: 4/1/99

PILOT I.D. #:  

TITLE:  FMP Consolidation for AITs

PILOT DESCRIPTION:   For Modernization of platforms via AITs, pick one FMP manager to do all modernization for a particular platform from planning yard through installation and testing.

NOMINATING OFFICE:  Director, FMP

ACTION DIRECTORATE:  SEA 04


POC   NAME:  Director, FMP


PHONE #:  (703) 602-0970 ext. 601

PILOT TEAM MEMBERSHIP:     N/A
LEAD (NAME/CODE/PHONE #/E-MAIL):  

MEMBERS: (NAME/CODE/PHONE #/E-MAIL): 

     CURRENT STATUS :     STUDY PHASE
 

     APPLICABILITY :      DIR/PEO/CTR      

BENEFITS:

TANGIBLE: Assigning an FMP manager per platform could provide an undefined cost savings which could be realized by more effective coordination of Alterations in that: 

1.  Unauthorized alterations could be minimized due to platform alteration coordination.

2.  Potential rework due to uncoordinated alterations could be minimized which would have a net effect of reducing man-hours and decrease installation time.

3.  Coordinating alterations that have similar skill levels could be resource leveled.  Savings of man-hours for a given alteration could be realized by coordinated sharing of labor resources during combined alteration installations.

INTANGIBLE:  Coordinating installations by platform would provide a single POC for all installations associated with a given platform.  This could assist in resolving conflicting evolutions as well as providing better control during the planning and conduct phases.  

ANNUAL ANTICIPATED SAVINGS: $  UNKNOWN    TYPE FUNDS: SCN     OPN   O&MN    OTHER

YRS IN WHICH SAVINGS CAN BE REALIZED: N/A  

PILOT KEY EVENTS SCHEDULE:  

STUDY START DATE: 12/1/98

STUDY COMPLETE DATE:4/1/99

PILOT START DATE: N/A

PILOT COMPLETE DATE: N/A

IMPLEMENTATION START DATE: N/A

IMPLEMENTATION COMPLETE DATE: N/A

PROJECT COMPLETE/ON-LINE DATE: N/A

PERFORMANCE METRICS (SELECTED BASED UPON PILOT):

ORIGINAL EFFORT RECURRING COSTS AND SOURCE OF FUNDS: N/A

ESTIMATED REVISED EFFORT RECURRING COSTS: N/A

ACTUAL REVISED EFFORT COSTS, BASED ON PILOT DATA: N/A

ESTIMATED INVESTMENT COSTS AND SOURCE OF FUNDS: N/A

PILOT INVESTMENT COSTS: N/A

ACTUAL INVESTMENT COSTS: N/A

ORIGINAL EFFORT MANHOURS: N/A

ESTIMATED REVISED EFFORT MANHOURS: N/A

ACTUAL REVISED EFFORT MANHOURS, BASED ON PILOT DATA: N/A

BARRIERS TO SUCCESS: 

1.  A CINC scheduling process needs to be developed  to insure proper coordination of installations.

2.  Qualified personnel need to be identified who can perform the function of FMP Platform Manager.

3.  Identification of organizations to perform the function of FMP Platform Manager.

4.  Identification of funding required to perform the function of FMP Platform Manager.

SUMMARY COMMENTS/RECOMMENDATIONS:  Although the  concept of assigning an FMP manager to a given platform is certainly feasible; in the opinion of the AIT Policy & Process Working Group, it  is not considered practical. Many features of this proposal are currently already  being implemented in CV/CVNs, surface combatants, submarines and minesweepers.  AIRLANT and AIRPAC utilize engineering coordinators; C-HET uses port engineers to manage surface combatants; the submarine force utilizes squadron coordinators and the mineforce coordinates AITs through Fleet Reps. The overall advantages to having a single coordination point  per platform are: deconfliction of events during the planning/scheduling process, resource leveling between separate AITs, reduced installation of unauthorized or uncoordinated alterations, increased quality control and providing effective gatekeeper services to ensure compliance with required documentation requirements for AIT installed alterations.  In addition the CINCs are evaluating the potential of using Regional Maintenance Centers to assist in AIT coordination and Gatekeeping functions.  With current systems in place and consideration of other proposed coordination efforts; it is the opinion of the AIT Working Group that adding another "FMP Manager"  would not serve to decrease overall cost or increase efficiency.  The overwhelming  opinion of the AIT Working Group is to cancel the study phase of this wedge 1 pilot,  but if further study is deemed necessary the AIT Working Group suggests the following :

a. Determine actual cost savings (if any). A true business case analysis would need to  be conducted.  The true cost of current AIT installations must be determined and compared to the true costs of FMP Platform Manager integrated installations of the same alterations, including the costs of disruption and delay that sometimes result in execution of integrated alteration work packages. 

b. Compile a complete list of organizational candidates for platform managers such as: SPAWAR, TYCOM, RSG, FTSC, NAVSEA, Planning Yard...etc

c. Review of other initiatives that may be instituted that could provide the same results; e.g., resolute adherence to NAVSEA TECH SPEC 9090-310(series) would in itself achieve many of the benefits cited above.

d. The advantages and reasons behind the current AIT Installation process. The AIT Installation process has evolved over a period of thirty years, beginning with ORDALT installations in the 60’s and culminating with MACHALTs. The introduction of each of these programs has been premised on improving quality and quantity of installations, reducing costs (economy of scale), reducing delay and disruption, and providing an effective means of modernization control to accountable Life Cycle Equipment Managers. 
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