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Subj:  SURFACE SHIP MAINTENANCE VALIDATION, SCREENING, AND 

       BROKERING
Ref:   (a) OPNAVINST 4700.7K
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Encl:  (1) Validation Business Rules
  (2) Screening and Brokering Process and Business 

      Rules
       (3) Maintenance Figure of Merit (FOM) Business Rules
       (4) Maintenance Team Metrics

  (5) Planning Board for Maintenance (PB4M)
1.  Purpose:  To provide revisions to and update COMNAVSURFOR (CNSF) ship maintenance work candidate validation, screening, and brokering processes.  These process changes affect COMNAVSURFPAC (CNSP) and COMNAVSURFLANT (CNSL), Regional Maintenance Centers (RMC) and CNSF Maintenance Teams. These revisions are a part of the ongoing SHIPMAIN initiative being worked by SHIPMAIN Cross Functional Teams. 

2.  Cancellation:  COMNAVSURFOR NOTICE 4701 dtd 27 May 03 is superseded and cancelled.
3.  Background:  Management of surface ship maintenance processes and procedures has been the subject of considerable review.  Budgetary constraints, improvements in both work processes and in maintenance automated information systems, and the continuing need to streamline and re-engineer our approach to maintenance in order to maximize resource efficiency have driven multiple studies.  This notice sets policies for CNSF ship maintenance that have developed out of such efforts as VCNO’s Task Force Maintenance, SECNAV Maintenance Panel, and SHIPMAIN.  This re-engineering process has not ended.  Future, metrics driven changes will continue to improve the efficiency of the maintenance process while contributing to improvements in ship material readiness and availability for operations (Ao).

4.  Definitions:  
    a.  Maintenance:  All actions applied by ship’s force or any off-ship activity to assess material condition or to accomplish preventive, corrective, or alterative maintenance actions.  In compliance with reference (a), ships shall document all deferred preventive and corrective maintenance requirements regardless of the source of the requirements in the ship’s Current Ship Maintenance Project (CSMP).  Any maintenance action requiring off-ship activity assistance requires a work candidate in the ship’s CSMP prior to brokering to an accomplishing activity.
        (1) Single process - Maintenance is maintenance.  All maintenance is managed using the same process, from work discovery through work execution.  A goal of Continuous Maintenance is that all work follows the same process, uses the same forms, formats, products, and procedures.  Using the same repeatable process facilitates the flexibility required to redirect work and workforce as circumstances and priorities change, without having to rework any planning products.

        (2) Single maintenance database - CSMP.  All maintenance is managed in the same database, the CSMP.  The Commanding Officer must ensure that the flow of accurate, objective, and prioritized work candidates documenting problems are uplined to the CSMP Master file ashore as material deficiencies are discovered.  This permits work to be planned in a continuous, orderly manner.  Using the same database for all maintenance allows the flexibility to redirect work between different windows of opportunity, i.e., availabilities, and between different repair activities.

    b.  Regional Maintenance Center (RMC):  The command, in each homeport, designated as the maintenance center with overall responsibility for efficient planning, brokering, and execution of all ship maintenance and modernization for assigned ships.  The RMC is a subordinate command to the Fleet Commander.  The RMC shall report Additional Duty (ADDU) to the appropriate Surface Force Commander.  This reporting relationship ensures that the Surface Force Commanders continue to effectively carry out their responsibilities relating to material readiness of their ships.

    c.  Maintenance Team:  The team, directed by the ship’s Commanding Officer, of representatives from the ship and the supporting ship maintenance infrastructure responsible for validating, brokering, scheduling, and tracking through execution all maintenance candidates.  This team acts collectively to streamline the various stages of the maintenance process with each member of the maintenance team responsible for performing their assigned duties within the maintenance process.  At a minimum, the membership consists of the Commanding Officer, the Port Engineer, the  Ship’s Maintenance Management Officer (SMMO), the depot Naval Supervising Activity project manager, the intermediate maintenance facility Ship Superintendent, and, for private sector depot work under multi-ship/multi-option contracts, a representative from the prime contractor.  The core Maintenance Team shall consist of the following members:
Commanding Officer - Leader

Port Engineer - Team Coordinator

Ship Material and Maintenance Officer (SMMO)

Fleet Maintenance Activity (FMA) Representative (Ship Superintendent)

Naval Supervisory Activity (NSA) Project/Program Mgr

MSMO Contractor Program Manager (if applicable)

Note:  While core team members are permanent, augmentation may be required during the ship’s interdeployment cycle.  Core team members may be assigned responsibilities for more than one ship.  Additional members, such as FTSC representatives, may be fully dedicated, as needed, or have split assignments.

The primary responsibility of the Maintenance Team is to execute the maintenance policies, directives and regional business rules of the TYCOM and the RMC.  The Maintenance Team has four principal roles:

(1) Management of ship maintenance.  This role requires that the Maintenance Team ensure the ship’s CSMP is validated and accurately reflects the ship's material condition and current maintenance status.  This task includes ensuring a cost estimate in man-days and material dollars for all CSMP entries requiring off-ship assistance, including assessments and 

technical assistance. The estimates shall be developed by the Maintenance Team during initial review of the work candidates as, at a minimum, Class F estimates (( 40 percent) and shall be based on information available to the Maintenance Team such as return costs from similar jobs, Port Engineer experience, and NSA or other government prepared or approved estimates. These estimates shall be updated within the CSMP as they are refined in order to provide the Maintenance Team with adequate data to plan maintenance actions.  The Maintenance Team coordinates inspections, certifications, assessments and assist visits in support of the Integrated Class Maintenance Plan (ICMP).  Additionally, the Maintenance Team may provide on-scene assessment of equipment condition, both of individual pieces of equipment and of all distributed systems, to assist ships in developing appropriate, valid, accurate work candidates. 

(2) Budgeting for Ship Maintenance.  The Maintenance Team is responsible for the ship’s Maintenance and Modernization Business Plan. The Maintenance Team applies their knowledge of the ship's material condition and prospective operating profile to develop the budget recommendation for the upcoming fiscal year ship's maintenance funding requirements 6-8 months prior to the start of the upcoming fiscal year.  The Maintenance Team’s assessment of the ship's anticipated material condition for budget consideration shall include the validated CSMP, ICMP applicable tasks, planned TYCOM funded alterations, outstanding departures from specification, CASREPs, and INSURV material discrepancies.  This Maintenance and Modernization Business Plan shall address funding required for CNO availabilities, advance planning, and continuous maintenance opportunities.  The Maintenance Team members review these funding requirements with the ship's Commanding Officer and  submit this funding requirement as the ship's Maintenance and Modernization Business Plan to the CNSL/CNSP N43 via the RMC Commander.  The CNSL/CNSP N43 and RMC commander assess the individual ship Maintenance and Modernization Business Plans against overall budget controls and other regional maintenance funding issues and, if required, make adjustments.  The result is a final Maintenance and Modernization Business Plan for each ship approved by the RMC and based upon budget authority from CNSL/CNSP N43.  Any adjustments to the business plans are negotiated between the individual Maintenance Team and the RMC.  The ship's Commanding 

Officer and the Maintenance Team members are required to maintain their ship within the fiscal guidance defined by the approved Maintenance Business Plan.  A ship’s ability to execute all assigned missions and operational tasking is a direct reflection of the Maintenance Team’s ability to execute the individual ship Maintenance and Modernization Business Plan. 

        (3) Technical expertise.  In this role the Maintenance Team members assist the Commanding Officer in maintaining a current, valid CSMP that serves as the single authoritative source for all information on all maintenance requirements.  All technical guidance and advice provided by the members of the Maintenance Team must be in compliance with NAVSEA approved guidance and policy.  Generally, the members of the Maintenance Team do not possess designation as a Technical Authority granted by the Commander, Naval Sea Systems Command.  In instances where action by a NAVSEA Technical Authority is needed the NSA representative on the Maintenance Team shall obtain this authorization. 

        (4) Availability coordination.  The Maintenance Team, in support of the RMC, develops, plans, and coordinates scheduled availabilities, continuous maintenance opportunities, and emergent repairs of assigned ships within the resources provided.  The Maintenance Team, as a result of its familiarity with the ship and the maintenance requirements, serves as the RMC point of contact in coordinating maintenance and planning activities in support of maintenance. The maintenance team concept facilitates the orderly conduct of work candidate determination, validation and brokering, however functions which affect the contractual process can only be performed by certain designated individuals. The determination of Urgent and Compelling will be made by the RMC Commanding Officer or his designated representative. 

    d.  Port Engineer: The individual charged with the responsibilities as the Team Coordinator of the ship’s Maintenance Team. The Port Engineer is the first point-of-contact for maintenance brokering at the RMC, and is the manager of all maintenance requiring off-ship assistance.  As the Team Coordinator, the Port Engineer ensures that the Maintenance Team supports the ship and RMC maintenance goals while complying with CNSP/CNSL maintenance and modernization policies, budgets, 

appropriate technical direction, and RMC guidance.  The Port Engineers provide long-term continuity and expertise to the Maintenance Team in the execution of its duties assisting the ship’s Commanding Officer in defining maintenance requirements and in managing maintenance to maximize readiness while addressing long term maintenance issues which may affect the ship years in the future. Port Engineers act in a technical advisory role. Port Engineers are generally commercial marine engineering professionals with a BS degree in marine engineering, a minimum of five years operating experience, and a US Coast Guard license.  A small number of uniquely experienced Navy engineers who obtain a US Coast Guard license are also important members of the Port Engineer cadre.  The Port Engineer cadre consists of a mix of government and contractor personnel.  This mix is designed to provide and maintain the highest quality and skills as well as to promote the infusion of best practices from the private sector while also offering a stable workforce and the most flexibility to respond to operational and programmatic needs.  Because there is government review and approval of all Port Engineer recommended actions by the ship's Commanding Officer and by the cognizant RMC Commander, the Port Engineer functions contained in this notice are deemed non-inherently governmental in nature in accordance with Federal Acquisition Regulations (FAR) subpart 7.5. Contractor Port Engineers act in an advisory role and do not exercise approval or acceptance authority.  All final decisions must be made by authorized government personnel. Contractor Port Engineers do not supervise government personnel; neither do government personnel supervise contractor Port Engineers.  Contractor Port Engineers are provided daily direction and get written

evaluations from their company supervisor/manager.  Government Port Engineers are provided daily direction and get written evaluations from their government supervisor.  Both work within local business rules as guidance and in accordance with the decisions made by the ship's Commanding Officer.

    e.  Combat Systems Engineer:  Combat System Engineers are Navy experts with ten years or more of specific experience in ship operating and maintenance of combat systems equipment and systems on Navy ships.  This individual supports the Maintenance Team by providing specialized combat systems support, work definition, and guidance.
    f.  Planning Board for Maintenance (PB4M):  The regularly scheduled meeting between the ship’s Maintenance Team and the ship’s leadership to discuss shipwide maintenance issues.  Chaired by the Commanding Officer, this forum provides a review of current planned off-ship and organizational maintenance, CSMP quality and accuracy, future maintenance and modernization planning, and fiscal concerns.  The intent is to ensure clarity of intent of both the ship’s efforts and the shore infrastructure with respect to total ship maintenance, operational schedules, and other concerns affecting ship material readiness.  While the frequency of Planning Board for Maintenance meetings may vary due to a ship’s schedule, a minimum of one meeting per month is expected.  The core agenda for the PB4M is provided as enclosure (5) to this notice.

    g.  Maintenance Support Tool (MST):  MST is a NMCI approved software tool developed to assist the ship's maintenance teams in the performance of their responsibilities as outlined in this notice. MST utilizes the ship's maintenance requirements by loading the ship's CSMP data from the assigned Ship's Regional Maintenance Automated Information System (RMAIS) database or Shipboard AIS systems such as SNAP, OMMS or OMMS NG and other required maintenance tasks and configuration data from NAVSEA 04's: Integrated Class Maintenance and Modernization Plan (ICMP) and Configuration Data Manager's Database-Open Architecture (CDMD-OA) respectively. MST is then used to automatically match the configuration (SCLSIS) data on a 2 kilo against the most current configuration data. Where applicable MST provides the Maintenance Team with the means to correct a 2 kilo. This correction is then fed back to the ship for placement into the existing SCLSIS feed back process. (see enclosure 1).  MST automatically calculates the Maintenance Figure of Merit (MFOM) from static SCLSIS databases and dynamic data pulled from each CSMP entry. This allows the MT's to prioritize all jobs with in the ships CSMP file. Utilization of the MFOM is covered in Enclosure (3). In addition MST allows the remote screening, brokering, validation, estimating and correction or enhancement of the block 35 statements. This can be done at the Planning Board for Maintenance (see enclosure 5). When the MT determines a CSMP entry is maintenance ready it can then remotely authorize the work and upline the job or jobs to the ship or RMAIS.
    h.  Maintenance Figure of Merit (MFOM): MFOM is a method of assigning a priority to a maintenance candidate to facilitate the maintenance team in managing the ship’s maintenance requirements. The MFOM is described in enclosure (3).
5.  Maintenance Process Description:
    a.  The process of getting the needed maintenance actions accomplished begins with these major steps:

        (1) Discovering Work.  Work is discovered during routine operations, PMS, and scheduled ship’s force and off-ship material assessments and assist visits.  The Maintenance Team adds class maintenance plan tasks, availability support routines and TYCOM scheduled maintenance alterations to scheduled availability work packages, while the PEO and SYSCOMs add modernization alterations.        

        (2) Documenting Work.  All work is documented in the CSMP.  The importance of documenting all maintenance requirements cannot be over emphasized, as the CSMP is the basis for all funding.  Only work documented in the CSMP is authorized for accomplishment.  An accurate, up-to-date CSMP is the mark of a thorough Commanding Officer and is essential for a well maintained ship.  The CSMP consists of two files, the shipboard file and the shore file (the master file).

            (a) CSMP shipboard file.  The shipboard file contains all known material discrepancies.  It is upline reported at least twice weekly to the shore file.  All routine material discrepancies are documented in the CSMP shipboard file within twenty-four hours of discovery and are internally reviewed and ready for routine upline report within seven days.  Emergent repairs (C3/C4 CASREPS) are documented and upline reported within four hours.  C2 CASREPS are documented and upline reported within 24 hours.  Inspection, assist, material assessment, and training individuals and visit teams discovering material discrepancies document the discrepancies as work candidates either directly in SNAP/OMMS or in electronic files which they clerically assist ship's force in loading into 

SNAP/OMMS before leaving the ship.  The Maintenance Team reviews assessment visit work candidates prior to entry on the CSMP, when available.  During material assessment and assist visits, upline reports may be required daily.

            (b) CSMP shore file.  In addition to the material discrepancies upline reported from the shipboard file, other work identified and funded by shore based managers, such as scheduled class maintenance (“pushed” ICMP assessments and “pulled” ICMP maintenance requirements), alterations, availability support requirements and history data are entered on the CSMP shore file, the master CSMP file.  Although only on the CSMP shore file, this work is visible to ship's force through the ship’s Maintenance Team.
        (3) Validating Work Candidates.  The Maintenance Team validates work candidates before screening them to the planning activity.  Work candidates written by an independent technical expert or by material assessment visit teams are assumed to be valid and to correctly describe the extent of required repairs.  The Maintenance Team validates work candidates by personal shipboard observation of conditions, knowledge of the quality of work candidates written by selected work centers, or through additional technical assistance.  The Maintenance Team may write a new work candidate or return any work candidate to ship's force that lacks sufficient data, description, or clarity and which cannot be corrected without ship's force assistance.  The Maintenance Team provides an estimate for each job, either through personal expertise or through the planning activity.  Enclosure (1) discusses work candidate validation.

        (4) Screening and Brokering Work Candidates.  The Maintenance Team reviews and screens work candidates continuously as they are documented.  Work integration may entail screening multiple work candidates together when synergistic or separately when they interfere with each other.  Work screening also entails selecting the appropriate level of repair and the best opportunity in which to accomplish the work.  Brokering entails recommended assignment of the work to a specific level or activity. The Maintenance Team makes recommendations on the lowest level of executing activity with the capability and the capacity to accomplish the work during 

the required time frame, filling public capacity first and following the guidance of the RMC Business Rules.  Enclosure (2) discusses screening and brokering processes.
    b.  Management of ship maintenance is best performed by those individuals most familiar with the condition of the ship, budgetary considerations, and available workforce.  For CNSF ships, the RMC resident  Port Engineers and ship’s Commanding Officers  lead the Maintenance Teams in the day-to-day maintenance focus while ships' crews prepare for their operational missions.  These team members accomplish their maintenance identification, planning, and execution with supporting functions from other commands and activities; however, the Commanding Officers and their Maintenance Teams manage ship maintenance support under the supervision of the RMC Commander.
c.  Supporting the waterfront maintenance team are activities, such as the CNSF ship Type Desk personnel, 

Fleet Technical Support Center (FTSC), NAVSEA, and NAVSEA field activities. They provide support in assessing material condition, determining maintenance requirements, identifying and programming ship modernization, and funding and contracting issues.  These entities are an important part of the ship maintenance process and will continue to support the Maintenance Team and the RMC efforts.  Because the Maintenance Team represents the needs of the ship their requests shall take precedence over other activity priorities.

6.  Action:
    a.  All material condition assessments, including HM&ERA, C5RA, SEMAT, etc., shall be derived from the mandatory and scheduled condition assessment tasks within the ship's ICMP.  The Maintenance Team shall review all required ICMP tasks and determine which assessment maintenance candidates will be brokered for accomplishment to an assessing activity.  Tasks that are due but not accomplished shall be transferred from the ICMP to the CSMP shore file, annotated with the reason(s) for not accomplishing the assessment task, and then the completed work candidate shall be passed to history.

   (1) Assessment requirements not included within the ICMP, such as local practices, ISEA unique items, FTSC practices, etc., shall be forwarded to NAVSEA 04RM for review and approval as an acceptable addition to the ICMP.  If not approved, these practices shall be discontinued.

     b.  Work candidates shall be classified as CNO, CM, or emergent through the use of consistent definitions regardless of the executing activity.  Consistent definitions facilitate analysis of metrics.


(1) Emergent maintenance is defined as work that is to correct a C-3 or C-4 CASREP, or a deficiency with the potential to become a C-3/C-4 CASREP.  The Maintenance Team will evaluate emergent work candidates and validate the need to expend additional resources or premiums to correct the discrepancy at the earliest opportunity rather than at a more opportune time with lower costs.  This determination will take into account ship's operational schedule and material condition as well as available resources of potential maintenance providers resources prior to classifying a work candidate as emergent work.

Note: The work candidate is considered as emergent maintenance because this was a failure driving corrective maintenance that is not covered with the class maintenance plan.  Corrective maintenance arising from class maintenance plan assessments or other condition based reviews would be classed as CM, as defined below.

 (2) Continuous maintenance actions are defined as work 

candidates which request corrective actions, assessments, groom, 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.

     c.  The Maintenance Team will make the preliminary determination of the most appropriate source for all off-ship maintenance for its assigned ships.

7.  Metrics:  The validation and the screening and brokering processes will be measured using the basis for measurement established by the SHIPMAIN Requirements Cross Functional Team.  These metrics will be reflected in CO’s Metrics Tool (COMET).  Enclosure (4) provides the details of the established basis for measurement.

                             M. W. BALMERT

                             Deputy and

                             Chief of Staff
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