Subj: CHIEF PETTY OFFICER ROLE IN SHIPBOARD MAINTENANCE
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FM COMNAVSURFOR SAN DIEGO CA//N00//

TO ALNAVSURFOR

COMAFLOATRAGRU ATLANTIC NORFOLK VA//N00/N41// 
COMAFLOATRAGRUPAC SAN DIEGO CA//N00/N41//

INFO COMFLTFORCOM NORFOLK VA//N43//

COMPACFLT PEARL HARBOR HI//N43//

SOUTHWEST RMC SAN DIEGO CA//00//
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NAVSHIPYD AND IMF PEARL HARBOR HI//00//

NAVSHIPYD AND IMF PUGET SOUND WA//00//

NAVIMFAC PACNORWEST BANGOR WA//00//

NAVIMFAC PACNORWEST DET EVERETT WA//00// 

NAVSHIPREPFAC AND JAPAN RMC YOKOSUKA JA//00// 

COMCARSTRKGRU FIVE DET YOKOSUKA JA//JJJ// 

SURFMO SASEBO JA//JJJ// CENSERVSUPP ATHENS GA//JJJ// 

SWOSCOLCOM NEWPORT RI//JJJ// 

COMNAVSURFOR SAN DIEGO CA//N00//
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UNCLAS

MSGID/GENADMIN/COMNAVSURFOR/368//

SUBJ/CHIEF PETTY OFFICER ROLE IN SHIPBOARD MAINTENANCE//

REF/A/GENADMIN/COMNAVSURFOR SAN DIEGO CA/200024ZOCT2004//

REF/B/GENADMIN/COMNAVSURFOR SAN DIEGO CA/222106ZOCT2004//

REF/C/GENADMIN/COMNAVSURFLANT NORFOLK VA/111846ZAPR2005//

REF/D/GENADMIN/COMNAVSURFPAC SAN DIEGO CA/121506ZAPR2005//

NARR/REF A IS COMNAVSURFOR SHIPMAIN GRAM NUMBER 6.  REF B IS MDS SHIPBOARD 2-KILO REVIEW CHANGE PROCEDURE.  REFS C AND D ARE TYCOM REQUESTS FOR STATUS OF IMPLEMENTATION.// 
POC/NIMITZ/CAPT/COMNAVSURFLANT N1/EMAIL:STEPHEN.NIMITZ@NAVY.MIL//

POC/HEKMAN/CDR/COMNAVSURFPAC N43A/EMAIL:THOMAS.HEKMAN@NAVY.MIL//

RMKS/1. THIS MSG REQUIRES COMMAND ATTENTION AND ISIC REPORTING.

2. A FUNDAMENTAL REQUIREMENT OF SURFACE FORCE MAINTENANCE PROGRAM QUALITY AND EFFICIENCY IS TIMELY AND ACCURATE WORK IDENTIFICATION.

SHIPBOARD WORK CANDIDATES ARE DOCUMENTED ON A 4790/2K AND INDUCTED INTO THE PLANNING PROCESS AFTER EACH ITEM IS VALIDATED, SCREENED AND BROKERED BY THE SHIP'S MAINTENANCE TEAM.  QUALITY AND TIMELINESS OF THE SHIPBOARD WORK IDENTIFICATION PROCESS IS MEASURED BY FIRST PASS YIELD (FPY) AND SHIP TO SHORE CYCLE TIME (CT).  THE STANDARDS TO WHICH THESE PROCESSES ARE MEASURED ARE:

- 2K FPY:  85 PERCENT OR HIGHER

- SHIP TO SHORE CT:  7 DAYS OR LESS.

FOLLOWING A STUDY IN 2004 OF 2K FLOW THROUGH THE SHIPBOARD CHOP CHAIN, COMNAVSURFOR DIRECTED IN REF A THAT SHIPS CHANGE THE FLOW PATH.  PROCEDURES TO ACCOMPLISH THE CHANGE IN DIFFERENT SHIPBOARD AIS SYSTEMS WERE PROVIDED IN REF B.  BOTH MSGS WERE RETRANSMITTED BY COMNAVSURFOR ON 13 APR 05.

3. THE REVISED 2K CHOP CHAIN RUNS FROM THE MAINTENANCE PERSON WHO PREPARES THE 2K, TO THE DIVISION LCPO, AND DIRECTLY TO THE SHIP'S 3M COORDINATOR.  IN ADDITION TO STREAMLINING MOVEMENT OF WORK CANDIDATES TO PLANNING, THE OBJECTIVE OF THIS CHANGE IS TO INSTALL THE DIVISION LCPO AS THE SINGLE PERSON -- FOR EVERY WORK ITEM IN HIS/HER DIVISION -- WHO IS RESPONSIBLE FOR THE CONTENT AND TECHNICAL ACCURACY OF THE 2K.  THIS IS NOT A RESPONSIBILITY SHARED WITH ANY OTHER MEMBER OF THE CHAIN OF COMMAND.  IF THERE IS REASON TO QUESTION THE 2K'S CONTENT, ACCOUNTABILITY RESTS ON THE SHOULDERS OF THE CHIEF.  WHEN THE LCPO IS SATISFIED WITH THE 2K, IT WILL BE PASSED TO THE 3M COORDINATOR WHO WILL VERIFY THAT IT IS ADMINISTRATIVELY COMPLETE AND UPLINE IT TO THE SHORE FILE.  SOME SHIPS HAVE FOUND IT BENEFICIAL TO PERMIT THE SHIP MATERIAL MAINTENANCE OFFICER (SMMO) TO REVIEW NEW 2K'S IN CONJUNCTION WITH THE 3M COORDINATORS REVIEW.  THIS IS AN ACCEPTABLE DEVIATION WITHIN THE COMMAND'S PURVIEW TO IMPLEMENT SO LONG AS THIS REVIEW DOES NOT APPRECIABLY SLOW THE PROCESS AND THE CO BELIEVES THERE IS VALUE ADDED (E.G. A MORE ACCURATELY PREPARED 2K).  WHEN THE SHIPBOARD PROCESS BREAKS DOWN, IT RESULTS IN REPAIRS THAT ARE DELAYED, UNNECESSARY OR INACCURATE PLANNING, AND PROCUREMENT OF INCORRECT PARTS.  A THOROUGH REVIEW OF EACH 2K BY THE LCPO IS EXPECTED TO ADDRESS THIS SHORTCOMING.  THE PAST PRACTICE OF NUMEROUS REVIEWS THROUGH THE CHAIN OF COMMAND DID NOT INSTILL THE SENSE OF OWNERSHIP AND RESPONSIBILITY NEEDED TO MEET THE HIGH STANDARDS WE ARE SEEKING.

4. IN RECENT FEEDBACK FROM SHIPS OF THE FORCE SOLICITED BY REFS C AND D, SEVERAL INSTANCES OF RELUCTANCE TO IMPLEMENT THIS CHANGE CAME TO LIGHT.  MOST CONCERNS PERTAINED TO A "LOSS IN JUNIOR OFFICER TRAINING OPPORTUNITY" OR "NO DEPARTMENT HEAD AWARENESS OF WORK REQUIREMENTS."  THERE IS A CULTURAL CHANGE THAT SHIPBOARD LEADERSHIP NEEDS TO EMBRACE TO MAKE THIS WORK - THAT WE CAN ACCOMPLISH MAINTENANCE WITH A CLEAR AWARENESS OF REQUIREMENTS WITHOUT THE NEED FOR OFFICERS TO REVIEW EVERY SINGLE DOCUMENT AT ITS INCEPTION.  NOTHING PRECLUDES A DIVISION OFFICER OR DEPT HEAD FROM REVIEWING THE CONTENT OF THE CSMP ANYTIME HE/SHE DESIRES AND THERE ARE VARIOUS MANAGEMENT TOOLS AVAILABLE IN THE SHIPBOARD SYSTEMS.

STEPS TO EFFECT DEPT HEAD PARTS APPROVAL AUTHORITIES IN OMMS-NG SHIPS WERE ADDRESSED IN REF B AND SHOULD NOT BE REASON TO DELAY THIS CHANGE.

5. OVER EIGHTY PERCENT OF THE FORCE HAS IMPLEMENTED THE CHANGE AND SOME ARE SEEING THE BENEFITS OF REDUCED CT AND HIGHER FPY.

- USS BONHOMME RICHARD:  FPY REMAINS ABOVE ENTITLEMENT; CT REDUCED BY 1/3 SINCE IMPLEMENTATION IN DEC04 AND HAS AVERAGED 6 DAYS OVER THE LAST THREE MONTHS.

- USS OAK HILL: FPY HAS IMPROVED STEADILY SINCE IMPLEMENTATION IN OCT04; CT HAS BEEN 5 DAYS OR LESS IN 5 OF THE LAST 7 MONTHS.

- USS BOXER: CT HAS REDUCED STEADILY FROM 11 DAYS WHEN THE CHANGE WAS IMPLEMENTED IN OCT04 TO 2 DAYS IN APR05.

THE KEYS TO SUCCESS ARE FOCUSED TRAINING FOR THE LCPO'S AND A CLEAR UNDERSTANDING OF THE RESPONSIBILITY THEY HOLD IN THIS PROCESS.  THE THREE ESSENTIAL ELEMENTS ARE:

- MAKE IT CLEAR TO THE CHIEF'S MESS THAT THEY ARE THE TECHNICAL AUTHORITY AND RESPONSIBLE FOR EVERY SINGLE ONE OF THE 2K'S INITIATED BY THEIR DIVISION.

- ARRANGE TRAINING FOR THE CHIEF'S MESS USING RESOURCES THAT ARE ALREADY AVAILABLE (PORT ENGINEERS, MAINTENANCE UNIVERSITY, REGIONAL MAINTENANCE CENTERS, WRITTEN DIRECTIVES SUCH AS THE JFMM, 3M MANUAL, AND RMC PRODUCTION DEPT CAPABILITIES MANUALS).  THE ESSENCE OF THIS TRAINING IS TO ENABLE THE LCPO'S TO RECOGNIZE SHORTCOMINGS AND ERRORS IN WORK DOCUMENTATION BEFORE IT LEAVES THE SHIP.  IT IS EXPECTED THAT THIS KNOWLEDGE AND ATTENTION TO DETAIL WILL EVENTUALLY GET PUSHED DOWN THE CHAIN OF COMMAND SO THAT THE MAINTENANCE PERSON PRODUCES A BETTER QUALITY 2K FROM THE START.

- USE THE METRICS AVAILABLE ON THE SHIPMAIN WEBSITE TO DRILLDOWN TO FIND THE JOBS THAT DO NOT MEET FPY/CT STANDARDS.  GET FEEDBACK FROM THE PE ABOUT WHICH DIVISIONS NEED HELP.

6. ACTION:

A. COMPLIANCE IS REQUIRED NLT 1 AUG 05. ISICS CONSOLIDATE REPORTS.

ALL COMMANDS/ISICS ARE STRONGLY ENCOURAGED TO CONDUCT AN INTERNAL LOOK AT THEIR PROCESS AND AVAIL THEMSELVES OF TRAINING TO MAXIMIZE THE EFFECTIVENESS OF LCPO INVOLVEMENT.

B. ATGPAC/ATGLANT ARE DIRECTED TO VERIFY SHIPBOARD AIS CONFIGURATION COMPLIANCE AND CHOP CHAIN COMPLIANCE WITH REFS A AND B DURING THE COURSE OF REGULARLY SCHEDULED 3M ASSESSMENTS.  RESULTS ARE TO BE ARCHIVED AND MADE AVAILABLE UPON TYCOM REQUEST.

7. GETTING THIS RIGHT WILL ENSURE WE HAVE A SINGLE PROCESS ACROSS THE FORCE AND WILL REINFORCE BOTH SURFOR STANDARDS AND THE ROLE OF OUR SENIOR ENLISTED LEADERSHIP.

VADM ETNYRE SENDS.//

BT

