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RMKS/1.  THIS MESSAGE IS THE FIRST IN A SERIES OF SHIPMAIN-GRAMS

DESIGNED TO PROVIDE INFORMATION REGARDING THE CHANGES IN SURFACE

SHIP MAINTENANCE PROCESSES RESULTING FROM SHIPMAIN.

2.  SHIPMAIN IS AN EFFORT AIMED AT CHANGING OUR MAINTENANCE

CULTURE TO ONE OF CONTINUOUS MAINTENANCE VICE EMERGENT

MAINTENANCE. THIS WILL RESULT IN BETTER USE OF THE RESOURCES

AVAILABLE.  PAST PRACTICES OF IMMEDIATELY REPAIRING EQUIPMENT HAVE

CAUSED US TO PAY PREMIUMS FOR THIS EMERGENT SERVICE.  AS THE NEW

PROCESSES ARE FULLY IMPLEMENTED, WE EXPECT TO REDUCE THESE PREMIUMS

AND PROVIDE MORE EFFICIENT MAINTENANCE FOR OUR SHIPS.

3.  SHIPMAIN IS FOCUSED ON RE-ENGINEERING THE FOLLOWING PROCESSES:

IDENTIFICATION OF REQUIREMENTS, WORK PACKAGE PREPARATION, CONTRACT

PLACEMENT AND OVERSIGHT, AND ALTERATION DEVELOPMENT.  SHIPMAIN IS LED

BY CNSF AS THE SHIPMAIN CEO AND SUPPORTED BY THE PROCESS IMPROVEMENT

TEAM (PIT), A PANEL OF FLAG OFFICERS AND SES'S COMPRISING THE

STAKEHOLDERS IN SHIP MAINTENANCE.  REPORTING TO THE PIT ARE FOUR

CROSS-FUNCTIONAL TEAMS (CFT), EACH CHAIRED BY A FLAG OFFICER AND

CONSISTING OF SENIOR PERSONNEL INVOLVED IN SHIP MAINTENANCE.  CFT

AREAS OF RESPONSIBILITY ARE:

A.  CFT 1 - MAINTENANCE TEAM, WORK CANDIDATE VALIDATION, SCREENING,

AND BROKERING;

B.  CFT 2 - WORK PLANNING;

C.  CFT 3 - CONTRACT PLACEMENT AND OVERSIGHT INCLUDING WORK

CANDIDATE PACKAGING, PLACEMENT WITH THE APPROPRIATE MAINTENANCE

PROVIDER AND COLLECTION OF METRICS FOLLOWING WORK COMPLETION;

D.  CFT 4 - MODERNIZATION/ALTERATION DEVELOPMENT

E.  PROCESS TEAM, MADE UP OF THE ACTION OFFICERS FROM EACH OF THE

CFTS AND RMC COMMANDERS, TO -

  (1)  BRIDGE ACROSS THE CFTS,

  (2)  INTEGRATE THE SHIPMAIN ENTITLED PROCESSES,

  (3)  INSTITUTIONALIZE THE NEW PROCESSES,

  (4)  MAINTAIN THE SHIPMAIN POA&M,

  (5)  DEVELOP AND PROVIDE THE NECESSARY TRAINING FOR THE ROLL OUT OF

THE SHIPMAIN ENTITLED PROCESSES.

4.  MAJOR SHIPMAIN-DRIVEN CHANGES TO DATE INCLUDE:

A.  ISSUANCE OF CNSF NOTICE 4700 (REF A) TO DEFINE THE PROCESS OF

VALIDATION, SCREENING AND BROKERING OF WORK CANDIDATES.  EXPECT AN

UPDATED VERSION OF THE CNSF 4700 NOTICE THAT WILL INCLUDE A SAMPLE

AGENDA FOR THE PLANNING BOARD FOR MAINTENANCE TO BE ISSUED IN

SEPTEMBER.

B.  ESTABLISHMENT OF A MAINTENANCE TEAM FOR EACH SHIP.  THIS TEAM IS

COMPRISED OF THE SHIP'S COMMANDING OFFICER, PORT ENGINEER, SMMO,

NAVAL SUPERVISORY ACTIVITY PROJECT MANAGER, AND SHIP SUPERINTENDENT

FOR THE LOCAL FMA.  THE SHIP'S DEPARTMENT HEADS AND 3M COORDINATOR

PROVIDE SUPPORT TO THE TEAM FROM INSIDE THE LIFELINES AND ADDITIONAL

EXTERNAL SUPPORT RESOURCES CAN BE PROVIDED AS NEEDED DURING THE IDTC.

DUTIES OF THE TEAM INCLUDE:

  (1) VALIDATION OF ALL CSMP ITEMS IN RMAIS FOR THE PURPOSE OF

ENSURING THE ACCURACY OF DATA AND TO DETERMINE THE BEST OPPORTUNITY

TO ACCOMPLISH REQUIRED WORK.

  (2) SCREEN AND BROKER THE WORK CANDIDATES TO THE RIGHT AVAILABILITY

AND APPROPRIATE ACTIVITY FOR PLANNING AND EXECUTION.

  (3) ACT AS THE SINGLE TOUCH POINT OF ALL SHIP MAINTENANCE ACTIONS

AND THE COORDINATOR FOR INTEGRATION OF ALL SHIP MAINTENANCE ISSUES

INTO THE SHIP'S OVERALL PLAN OF ACTION AND MILESTONES.

  (4) CONDUCT A PLANNING BOARD FOR MAINTENANCE, CO-CHAIRED BY THE

SHIP'S CO AND PORT ENGINEER, AT LEAST MONTHLY.

  (5) MANAGE THE MAINTENANCE FUNDING PROVIDED FOR THAT SHIP FOR THE

YEAR.

  (6) THE MAINTENANCE TEAM'S POA&M:

    (A) MAINTENANCE TEAM TRAINING USING CNSL MAINTENANCE UNIVERSITY

TRAINERS WILL COMMENCE AT THE END OF AUGUST IN NORFOLK WITH THE

OTHER PORTS SOON TO FOLLOW.   SHIPMAIN TRAINING FOR THE REGIONAL

MAINTENANCE CENTERS ALSO COMMENCES AT THE END OF AUGUST AND WILL BE

ACCOMPLISHED ALONG THE SAME TIMELINE AS THE MAINTENANCE TEAM

TRAINING.

    (B) SHIPS' MAINTENANCE TEAMS WILL BE STOOD UP STARTING IN

SEPTEMBER WITH ALL PORTS ANTICIPATED BEING COMPLETE BY THE END OF

OCTOBER.  A PILOT MAINTENANCE TEAM HAS ALREADY BEEN ESTABLISHED IN

USS BENFOLD.

C.  DEVELOPING A FIGURE OF MERIT PROCESS FOR BOTH CSMP WORK

CANDIDATES AND FOR PROPOSED MODERNIZATION.  THE FIGURE OF MERIT

PROCESS PROVIDES UNBIASED PRIORITY INFORMATION DURING THE SCREENING

AND BROKERING PROCESS TO ENSURE THE RIGHT REPAIRS AND MODERNIZATION

ARE ACCOMPLISHED AT THE RIGHT TIME.  THE INTENT IS TO AVOID DOING

TASKS WITH LOW FIGURES OF MERIT AND INSTEAD APPLY THOSE RESOURCES

AGAINST HIGH FIGURE OF MERIT TASKS.  THIS SHOULD ALSO HELP US MORE

ACCURATELY DISTRIBUTE FUNDS TO REACH A COMMON READINESS GOAL ACROSS

THE FORCE.

D.  USE OF CONSISTENT DEFINITIONS FOR WORK EXECUTED AS EMERGENT

MAINTENANCE OR AS CONTINUOUS MAINTENANCE REGARDLESS OF THE EXECUTING

ACTIVITY.  CONSISTENT DEFINITIONS FACILITATE ANALYSIS OF METRICS.

  (1)  EMERGENT MAINTENANCE IS DEFINED AS WORK WHICH IS TO CORRECT A

C-3 OR C-4 CASREP, OR A DEFICIENCY WITH THE POTENTIAL TO BECOME A

C-3/C-4 CASREP IF NOT CORRECTED AT SOONEST OPPORTUNITY.  THE

MAINTENANCE TEAM WILL EVALUATE POTENTIAL EMERGENT WORK CANDIDATES

AND VALIDATE THE NEED TO EXPEND ADDITIONAL RESOURCES OR PREMIUMS TO

CORRECT THE DISCREPANCY.  THIS DETERMINATION WILL TAKE INTO ACCOUNT

SHIP'S OPERATIONAL SCHEDULE AND MATERIAL CONDITION AS WELL AS THE

MAINTENANCE PROVIDER RESOURCES PRIOR TO CLASSIFYING A WORK CANDIDATE

AS EMERGENT WORK.

  (2)  CONTINUOUS MAINTENANCE ACTIONS ARE DEFINED AS WORK CANDIDATES

WHICH REQUEST CORRECTIVE ACTIONS, ASSESSMENTS, GROOMS, OR ASSIST

VISITS AND FOR WHICH PLANNING CAN DETERMINE AN OPTIMAL TIME FOR

ACCOMPLISHMENT OF THE WORK.

  (3)  ALL DEPOT WORK CANDIDATES ACCOMPLISHED DURING A CNO SCHEDULED

AVAILABILITY ARE CONSIDERED AS CNO AVAIL SCHEDULED WORK VICE

CONTINUOUS MAINTENANCE OR EMERGENT WORK.

E.  INSTITUTIONALIZING THE PLANNING BOARD FOR MAINTENANCE (PBFM).

CO-CHAIRED BY THE COMMANDING OFFICER AND THE PORT ENGINEER, THIS

FORUM PROVIDES A REVIEW OF CURRENT PLANNED OFF-SHIP AND

ORGANIZATIONAL MAINTENANCE, CSMP QUALITY AND ACCURACY, FUTURE

MAINTENANCE PLANNING, AND FISCAL CONCERNS. THIS MUST BECOME A KEY

PART OF THE SHIP'S ROUTINE AND THE DIRECT INVOLVEMENT OF THE

COMMANDING OFFICER IS ESSENTIAL.

5.  AS WE PROCEED FURTHER DOWN THIS PATH OF PROCESS IMPROVEMENT, I

WILL KEEP YOU ALL INFORMED VIA A SEQUENCE OF SHIPMAIN GRAMS TIMED

TO THE ROLL OUT OF THE VARIOUS STAGES OF THE NEW PROCESSES.

ALTHOUGH MANY OF THESE PROCESS CHANGES WILL OCCUR ON THE SHORE

SIDE, EVERY SHIP, AND ULTIMATELY EVERY SAILOR, IS INVOLVED IN THE

IMPROVEMENT OF OUR MAINTENANCE PROCESSES.  EMBRACE THESE IMPROVED

PROCESSES AND MAKE THE MAINTENANCE TEAMS AND THE PLANNING BOARD FOR

MAINTENANCE A PART OF YOUR CORE ROUTINE.  WE WILL GET MORE WRENCH

TURNING FOR OUR MAINTENANCE DOLLARS AND CONCURRENTLY HELP

RECAPITALIZE OUR NAVY.

6.  KEEP SMILING, VADM LAFLEUR.//
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