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Mr Chairman, Good Morning Ladies and Gentlemen, I am Mark Dunn from UK and I have been asked to give a short presentation on how Codification has helped to provide better more effective and efficient support solutions in support of operations. Rather than state how wonderful Codification is, I am going to give you a real example of how you can risk operational effectiveness if you DO NOT codify properly.



 This Is What I Will Cover: 

 
 

• Context of Urgent Operational Requirements 
 

• What Challenges Did UORs Present 
 
• What Did We Do About It 
 
 

Presenter
Presentation Notes
I am going to highlight challenges we have faced in Iraq and Afghanistan with the advent of a new process of acquiring military equipment which was known as the Urgent Operational Requirement (UOR).  This is a reality lesson for everyone as to what happens if you do not undertake your support solution and codification effectively.UORs were designed to shorten the rather ponderous procurement cycle down from “years” to being able to acquire state of the art, bespoke equipment “off the shelf” in significantly quicker timeframes and deploy them to meet an urgent need



 

The Advent of  
Urgent Operational Requirements 

(UORs) 
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So What Are UORs and Why Are They Different?What I will say right from the outset is that the equipment and capability that has been delivered via the UOR process has saved many thousands of lives and given us a tactical and operational advantage over the enemy in many Theatres – so their utility is not in doubt.However they did present challenges in other areas.



The Need For Force Protection…… 
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UORs were designed to shorten the rather ponderous procurement cycle down from “years” to being able to acquire state of the art, bespoke equipment “off the shelf” in significantly quicker timeframes and deploy them to meet an urgent need.The UOR would then plug the gap whilst a core capability was then developed that would replace the UOR.As you know the type of warfare we faced in Iraq and Afghanistan merited a step change in capability.
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As you can see, UORs for Iraq and Afghanistan were very big business and as you can see by the quadrants FORCE PROTECTION amounted for about 70% of the total and I will say at this stage in terms of Life Saving equipment, communications, mobility, firepower and target acquisition, UORs have been a definite GAME CHANGER.Whilst there were many capabilities deployed today I will use the MASTIFF as an example.
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However, in Terms of Support Solutions, UORs were about to take us into a whole world of pain.This slide shows in simple terms what happens.  We procure a base platform such as a COUGAR, we then integrate communications, weapons, ECM, applique armour, upgraded engines, brakes, transmission, Thermal Imigary and Sights and so on.



MASTIFF – New Version (1, 1.5, 1.75, 2 or 3?) 
 

Delays in Deployment COULD Cost Lives 
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And when it is complete it looks like this. The key requirement is speed of integration and deployment – any DELAY at this stage MIGHT cost LIVES.As an aside, the UOR may also be being continually upgraded as new specifications are available – the MASTIFF at one point had 5 different versions – which did not have commonality of spares or assemblies.



Mastiff Damaged by IED 

Delays To Repair Could Also Cost Lives 
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UORs went straight into action and literally within hours were becoming battle damaged.This was a huge bomb that blew the axles 50 metres away but everyone walked away from the blast.Our issue now was how do we keep up Equipment Availability.  As the reality now was whilst these equipments were off the road our forces were placed in a greater degree of danger.



UORs – A Summary of the Supply Problem 

• Numbers of UORs increased Rapidly. 
 
• Support Functions Did Not Keep Pace. 

 
• They Delivered Sub-optimal Support Solutions. 
 
• Costly to Rectify in Time and Resource. 
 
• Traded Governing Policies of ILS for Rapid Delivery. 
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This is a simple summary of the issues that we faced by the rapid deployment of a huge range of equipment:Bottom line – the Support Solutions Did Not keep Pace with the Deployments which was in some part because Governing Policies of the Support Solutions Envelope were traded for speed of delivery.
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Our Through Life Support Solutions for Core Equipment is very thorough and as you can imagine for complex equipment is very demanding in order to underpin equipment supportability.To build up the necessary Failure Analysis, Repair and Maintenance Analysis, turn that into a spares requirement and CODIFY it and then encapsulate it all into Technical Publications so that maintainers can undertake repair – TAKES TIME.
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Time that was TRADED so that Rapid Deployment initially took precedence over Supportability.



Current UK Support Chain Policy 

 JSP 886 Vol 2 Part 4 states: 
 
 “All Items of Supply procured by PTs or by Industrial 

partners under Contractor Logistic Support (CLS) 
arrangements that are to be demanded, managed or 
tracked using Log IS within the JSC, must be NATO 
codified.  

 
 

 
 

 

Prior to deployment..! 

2010DIN04-142 - NATO Codification of Urgent 
Operational Requirement (UOR) - First Time demand 
items and priority timescales applicable.   
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Our Support Chain Policy is ABSOLUTELY CLEAR – Must do CodificationBEFORE Deployment!And we even had Policy for UORs that stated CODIFICATION Must take place when the first item was demanded from Theatre – although this slipped and Project Teams were waiting until the 3rd demand for an item – by which time we were already on the road to problems.
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We then began to have a deluge of UOR (mainly uncodified) spares arriving in Theatre.  Many had been demanded on any number of different codes, makers part numbers, psuedo NSNs and then were repeat demanded if they did not arrive promptly.These are Quarantined items awaiting identification of NSN.
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These spares have been awaiting NSN identification for greater than 3 months, leading to a lack of asset visibility, duplication, larger logistic footprint, unnecessary additional stress on supply chain, loss of confidence in supply chain.This is because fundamentally the UORs did not have a resilient spares package to support them and we therefore had to go back to Original Equipment Manufacturers to get them.  There was then communication issues about what we wanted as we did not have a common codification language to refer to.As the amount and depth of repair got bigger, so did the range and scale of spares required to fix them and the problem just got worse.
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And the most important thing to remember was that we were pushing the problem of rectifying this issue to those logisticians in Theatre – they were the people who were most hard pressed in the whole Support Chain and had the least time to deal with the investigations.Codification is the first step.  Asset tracking and correct packaging of containers still needs to be undertaken.



RAF Equipment (Tornado Digital Joint Recce Pod).  
There were Just 14 in the RAF Inventory - £1M Each.   
No NSN visible. 

Presenter
Presentation Notes
Two Simple examples of where Codification was an issue.Firstly – this item had no markings and no NSN.  It arrived in Camp BASTION where the soldiers had no idea what it was, made a few quick enquiries and then parked it outside in the stores area.  It stayed there for 6 weeks until this Wing Commander happened to be visiting from HQ Air, and happened to know that the RAF was frantic over why it had lost a crucial UOR.  This is what it was – this is how much it was worth – but because it was not codified we lost a real operational capability.



Gold Royal Navy Buttons 
 
Flown from UK 
Not Required in Theatre 
Not Authorised to be Issued to Theatre. 
Codification Issue. 

Presenter
Presentation Notes
A slightly different slant – somebody ordered what they thought were parts for their UOR but the NSN they had been given was clearly wrong and they received 400 Gold Royal Navy Ceremonial Uniform Buttons – which cost £5 EACH, which is clearly NOT what they needed to fix their vehicle.



Outcome – The HERRICK Spares Diagnostic 

 
• SCM Tasked to Conduct Rapid E2E Review of Whole 

Support Chain. 
 

• CJO Directive - All Spares going to Theatre must be 
Codified PRIOR to Entry into Purple Gate (plus Packaged 
and Consignment Tracked Correctly). (38% Non 
Compliance at the Time). 

 
• Main Output was the Mandate to Codify Spares. 
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The problem continued to get worse and this began to affect operational availability of key equipments.  Things reached a head in the Autumn of 2010 when our Quartermaster general – a 3 star officer ordered a complete review of what was going on and directed my department to undertake it.The key outputs unsurprisingly was that we should start to do what our policy already stated that we should do – which was to Codify correctly prior to deployment.The key issue here is that we now had the direct intervention of two 3 star officers who were going to ensure that this was mandated.



 
 

So What Did We Do About It? 
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So what did we do to ameliorate the situation?



Impact - Supply Management Data 

• Ensure Line of Sight From Technical Publications 
in Theatre to Industrial Supplier. 
 

• Improve Supply Management Data. 
 

• Developed Theatre Temporary NSNs. 
 

• Better Assurance, Compliance and Performance. 
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These were the fundamental 4 subject areas that we concentrated upon in order to improve the supply process.The main areas was to ensure that In Theatre Engineers and Logisticians had a clear audit trail of data from Technical Documentation Back to the Suppliers.We Improved Supplier Management data, we allowed Theatre to create recognised Temporary NSNs rather than just make up PSEUDO NSNs.And our 3 star officers introduced a monthly Management Board with clear targets and milestones that a wide range of stakeholders had to achieve to make things better.



Lack Of Demand Alignment 
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There is no point in having the data correct on SS3 if the contractors LogIS does not have the up-to-date information.  This example, more than half the NSNs which were valid on SS3 were not recognised by the contractor.The GREEN is where there was NSN alignment between SS3 and the Contractors Log IS.The RED (55%) is where there was not.ORANGE is where NSNs were wrongly labelled due to a lack of supersession (had the stock but could not see it).



SMD - Technical Documentation Issues 
 

Issue DMC1 DMC2 DMC3 DMC4
Incorrect NATO Stock Numbers (NSNs) 
references requiring update

1036 2 0 0

Incorrect Domestic Management Codes 
(DMCs) references requiring update

722 119 125 48

Incorrect Manufacturer Part Numbers (MPNs) 
references requiring update

87 0 0 0

There Were Thousands of Errors in Tech Pubs… 

One Item Had 28 Different NSNs….. 
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Many of the Technical Publications had been produced in a hurry and they contained thousands of errors, which we laboriously set about correcting – incorrect NSNs, DMC or MPNs were all re-aligned.The worst case we had was one item had been allocated 28 different NSNs.



Poorly Maintained Supply Management Data  

Issue DMC1 DMC2 DMC3 DMC4

Number of SMD fields amended/corrected on SS3 3410 222 46 0
Number of SMD fields amended/corrected on ISIS 130 0 4 0

Issue DMC1 DMC2 DMC3 DMC4
NSNs requiring supersession on SS3 32 3 0 0
NSNs recommended for removal from SS3 1690 493 673 0
Duplicate MPNs (one MPN but multiple NSNs) 25 16 4 0

Errors in Data 

Dirty Demands – Lack of Maintenance 
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SMD underpins good Cofification.  For the MASTIFF Fleet we did a deep dive into the SMD and found that there were 3410 errors contained within our Main base Inventory – SS3.There were a further 130 errors that we had to communicate with UK NCB as they were errors on ISIS as the contractor had made changes to their data without informing UK NCB.Further, we found that Suppliers had created thousands of NSNs which were no spared items that were outside of the technical publications which we recommended for removal.



Theatre Temporary NSNs 

• Pre-allocated List of ‘Temp NSNs’ Controlled by 
Theatre Logistic HQ. 

• Used to Account for Uncodified Materiel. 
• Item Details Recorded. 
• Sent to UKNCB 15th & 30th of Each Month. 
• UKNCB Then Create permanent NSNs for Items. 
• They Inform Theatre to Take Supersession 

Action. 
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One of our biggest problems were people who were trying to do their best were creating Pseudo NSNs which essentially then corrupted data.  UK NCB offered a proposal to allocate the Theatre HQ a block of pre-registered Temporary NSNs that they could allocate to uncodified items and then pass the details to UKNCB.The overview of the process is shown here.This then allows for the rapid deployment of new urgent items but allows us to capture them and codify correctly from Theatre.
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Total = 1259 NSNs 
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The simple graph shows that over the year that this has been introduced the number of Temporary NSNs issued from theatre is reducing – which means that the Policy of all items being codified before deployment is clearly working.For the few that are required to deploy without being codified, we can capture 100% of them from theatre in a recognised process.



Command Interest – Clear Direction 

  
• UKNCB Work to the Customer’s Required Delivery Date. 
• Can be Extremely Fast Turnaround often with very little Data. 
• Ensures item can be Managed by NSN thus avoiding Supply 

Chain Headaches 
• 18,000 UOR Codification Requests in Last 12 months 

Received by UKNCB, 99.4% Target Dates Met. 
• Targets Dates Range From 1 hour, 1 day, 1 week etc. 
• Flexible Approach Combining In-house and Contractor 

Capability to Meet the UOR Codification Requirement. 

COM(L) and CJO Direction: 

 Ensure EVERY Item Has NSN Prior to Deployment 
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The final strand, which also acts as a summary for my presentation is Command Interest.3 star direction is clear and is monitored every month.Now that we have got our support solution back on track, our Project teams have become very comfortable with UK NCB and their output and they now know that they can get their UORs codified in a very short timeframe should that be the requirement.18000 requests in the last year with a 99.4% success rate speaks volumes for the commitment and professionalism of our UKNCB.This has also allowed us to start to explore technology such as Unique ID and SMART STEP Codification which other speakers will cover.



 

2610-99-895-8631
NATO Supply 
Classification

Nation Code

Item Identification Number

National Item Identification Number

Codification is VITAL 
To Operational Effectiveness 

 
 
 
 
 
 
 
 

Ignore It At Your Peril!! 
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My Closing Message is hereCODIFICATION is VITAL to Operational Effectiveness and a robust and realistic support solution must be in place to underpin output.



 

Questions? 
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Mr Chairman, ladies and gentlemen, Thank You for your time – do you have any questions.
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