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Subj:  SURFACE SHIP WORK PACKAGE PREPARATION

Ref:
  (a) NAVSEA Instruction 4710.8A of 13 Jul 98

Encl:  (1) MSC General Information
  (2) MSC D-Level Use 


  (3) MSC I-Level Use

  (4) Work Package Preparation Milestones

  (5) Work Package Preparation Flow Chart

  (6) Work Package Preparation Metrics
1.  Purpose.  To promulgate COMNAVSURFOR (CNSF) ship maintenance work item/specification package preparation procedures, milestones and business rules.  These business rules apply to Regional Maintenance Centers (RMC), Surface Type Commanders (COMNAVSURFPAC, COMNAVSURFLANT), Systems Commanders (sponsoring Program Alterations) and other Alteration Installation Team (AIT) Sponsors.

2.  Cancellation.  COMNAVSURFOR message of 282034Z Jun 02, SURFACE SHIP MAINTENANCE POLICY CHANGE.

3.  Background.  As has been previously noted in CNSF Notes 4701 and 4703, surface ship maintenance today can be described as being highly effective.  However, it is not efficient.  The goal of the SHIPMAIN effort is to continue delivering effective maintenance while capturing efficiencies.  These savings can then be put to use for re-capitalization.  This notice introduces work package preparation improvements that leverage existing planning information and process capabilities to make final work package content decisions closer to the time work is actually scheduled to begin.  This will allow the work package to better reflect the real time material issues the ship is facing.  These changes are intended to significantly reduce the churn in the work package content.  This churn today causes work execution premiums that increase costs up to 40% more than they should cost.  The current process today does not support timely delivery of all work desired for the CNO availability.  New milestones build a work package and provide sufficient time for the executing activity to integrate all the work that has been identified.  This includes ship’s force, IMA and AIT modernization work.  These process changes have been developed in order to realize the work package preparation Vision of Entitlement (VOE).  VOE is the end state to which continuous improvements are applied to achieve an effective and efficient process.

    a.  Executing Activity (EA) Planning.  Work Package Preparation VOE includes long-term contractual relationships, Multi-ship/Multi-option (MSMO) contracts, with our executing activities, private ship repair yards.  VOE also envisions that the EA will perform the planning for this work.  This eliminates a handoff existing in today’s process and puts planning in the hands of the agency that is responsible for accomplishing the work.  It is anticipated that all work, whether CNO availability, continuous maintenance or emergent work will have a specification prepared.  The one exception to EA planning is first of ship class ship alteration advance planning (drawing preparation and material ordering).  This will be performed by the assigned planning yard.  It is expected that the EA will plan subsequent ship alteration installations provided they are not of such a complex nature that it is determined that these should be assigned to the planning yard.  In all cases, VOE anticipates that the EA will prepare the actual work specification (accomplished today in NMD for depot level, in NEMAIS for I-level).

    b.  Master Specification Catalog (MSC).  Work Package Preparation VOE will also leverage the large library of planning documents that exist today.  The vast majority of these documents can be reused for planning future repair actions. These documents are currently stored in a MSC.  The Depot level MSC can be accessed through the web-based Navy Maintenance Database (NMD) application.  The D-level catalog consists of master specifications, specifications used directly without any modification and templates that can be used with minor modifications.  NMD has been modified to capture the contractors’ planning estimates and actual return costs.  This will allow standard costs to be developed for the specifications residing in MSC.  Additional general information concerning the MSC is included in enclosure (1).  The D-level MSC is being maintained at SUPSHIP Bath.  They are the assigned gatekeepers to ensure the specifications that reside there are technically correct and reflect the most current guidance.  SUPSHIP Bath also acts as the clearinghouse for the nomination/acceptance of additional specifications to the MSC.  Details of how to access and use the D-level MSC are included in enclosure (2).  The I-level MSC is maintained by the Southwest Regional Maintenance Center (SWMRC).  I-level master specifications reside in a NEMAIS database and are available for use via a website that services NEMAIS users as well as non-NEMAIS users.  SWRMC provides the same gatekeeper functions for I-level that SUPSHIP Bath provides for the D-level specifications.  Details of how to access and use the I-level MSC are included in enclosure (3). The goal of the Master Specification Catalogs is to provide a ready resource of technically correct and current specifications that are universally accessible for use.  Maintenance Teams are expected to document the work candidate if they are aware of an MSC entry that addresses their work requirement.  If one exists it should be electronically brokered to the executing activity.  If a master specification or template does not exist, then the Maintenance Team should broker the work to the executing activity for specification development.  It is expected that use of the MSC will reduce the planning workload while also improving the quality of the specifications.  Additionally, there is a process for capturing the return costs when these specifications are used.  This will allow standard costs to be developed.  This will facilitate the process of building a work package within budget constraints.

    c.  New Milestones.  Study of our current package preparation process and maintenance policy has shown, that as currently executed, premiums are being paid for surface ship maintenance.  These premiums are the result of unnecessary work being inserted into work packages as place holders to either satisfy the current work package “lock down” date of A-240 or to “safeguard” funding so that it is not spent on something else. These practices cause work to be removed from the work package to accommodate work that is of a higher priority, or because the work was completed before the scheduled availability or because of a variable level of funding for the availability.  This churn causes additional costs to accrue.  In an effort to control these premiums a new set of package preparation milestones have been developed that better support the continuous maintenance philosophy.  These milestones are designed to allow a more continuous flow of work to create a work package.  Rather than requiring all work to be “locked” at A-240, the new milestones require that only 50% of the work, measured by 50% of the budgeted funds for the availability being committed, be “locked” at A-240.  It is expected that the majority of this work will be the modernization work, mandatory shipyard routines (e.g. boiler inspections, docking requirements, support services) and major industrial work that is generally known well before A-240.  Once work is placed in the package, and funding for that work is committed, the executing activity has a green light to plan that work, order material and expend other funds as necessary to execute the work.  It should be the rare exception that work is ever removed from a work package.  It is extremely important that the right work at the right time is placed in the work package.  The Maintenance Figure of Merit (MFOM) as described in CNSF Note 4701 provides a tool for the Maintenance Team to make the right choices.  CNSF Note 4703 describes the process that will be used to ensure stable funding is available as a result of building executable business plans.  The new milestones require that 80% of the depot level work package be committed at A-120.  At A-120 the new milestones require 100% of the ship’s force and I-level work that is planned to be executed during the availability concurrently with the depot level work be identified.  This will provide a period of time during which this work can be evaluated and placed in the depot level package if necessary.  Additionally, all AIT support requirements must be identified no later than A-120.  This will require that AIT installations not being performed by the prime contractor have their contracts awarded no later than A-150.  At A-75, 100% of the depot level package must be identified.  This will allow the activity accomplishing the planning to complete this by A-60.  The executing activity will then have 30 days to produce an integrated work schedule that will be reviewed at a Work Package Integration Review at A-30.  By delaying the final commitment of the last 20% of the depot level work package until A-75 there should no longer be any reason to front load “insurance” work.  It is expected that the new entitled work package preparation process will better reflect the most current priority of maintenance that needs to be performed on the ship.  Enclosure (4) includes a table of the new package preparation milestones.  Note that the milestones just described are designed for use for those ships supported with MSMO contracts.  Paragraph 5 describes milestones to be used with FFP contracts.

    d.  Flow Metric.  In order to track the progress of creation of the work package, a work package flow metric has been created.  The details of this metric are included in enclosure (5).  This metric will provide the maintenance team a tool to manage their work package preparation progress.  It will also provide the RMC Commander and his maintenance teams a leading indicator of the manner in which the ship’s Maintenance and Modernization Business Plan (MMBP) is being executed.

    e.  Continuous Maintenance (CM) Planning.  A vital part of 

continuous maintenance is the scheduling and accomplishment of work outside of CNO availabilities.  This allows the ship to be consistently maintained at acceptable readiness levels.  MSMO contracts create a long-term relationship with the executing activity that facilitates the execution of continuous maintenance.  The ship’s maintenance teams should recognize every scheduled in-port period as an opportunity to accomplish continuous maintenance.  Funding for continuous maintenance is included in the ship’s MMBP.  Discussions with MSMO contractors and I-level service providers indicate that in order to get the most efficient use of our CM maintenance dollars there are some minimum planning thresholds that should be adhered to in order to prevent premiums from being accrued.  A minimum of 30 days should be allotted between the time depot level work is brokered to the executing activity and work is scheduled to start.  A minimum of 40 days should be allotted for work brokered to I-level activities.  This assures there is adequate time to plan the work and acquire the necessary material in an efficient manner.  If these minimum thresholds cannot be complied with the work should be postponed until the next CM opportunity.  The Maintenance Team may run a business case if there are other factors that might justify the addition of work inside these preferred windows.  As described above all work for a CM availability (CMAV) should be identified at A-40 for I-level and at A-30 for D-level.  This will allow a Work Package Integration review to take place at A-20 and for all work to be definitized at A-10.  Metrics are currently being developed to monitor CM planning.

f.  Advance Planning Status Messages.  The Advance Planning Status Messages required by ref (a) should continue to be issued by the activity responsible for planning the ship’s CNO availability.  Messages should commence at A-360.  These messages play a vital role in keeping all concerned parties informed of the status of the planning effort.  The messages document the successful accomplishment or failure to achieve milestones and produce deliverables.  The proper documentation and dissemination of information in this forum and the regular drumbeat of the PB4M (described in the 4701 Note) obviate the need for the Work Package Integration Conferences (WPIC) that are being held today.

    g.  Metrics.  Enclosure (6) provides a description of the metrics that are being used to monitor the performance of the work package preparation process.

4.  Definitions:

    a.  Vision of Entitlement (VOE).  The end state that is desired.  Implies a more efficient and effective process to which continuous improvement can be applied through cycles of learning.

    b.  Executing Activity (EA).  The public or private enterprise that is assigned or awarded the responsibility for accomplishing the actual production work to effect modernization and repairs to surface ships.

    c.  Master Specification Catalog (MSC).  Databases (in NEMAIS and in NMD) that contain specifications available for use by the Maintenance Team and the Executing Activity

    d.  Planning Yard (PY).  The activity that is assigned responsibility for producing advance planning products such as Ship Installation Drawings (SIDs), ShipAlt Records (SARS) and Integrated Logistics Support (ILS) items for a class of ships.

    e.  Navy Maintenance Database (NMD).  Software that is used to manage all government actions required to plan and execute private sector depot level work.  Private sector contractors also use this software to conduct planning and transmit cost estimates and actual cost return data to the government.

    f.  NEMAIS.  An Enterprise Resource Program (ERP), software, that is being used by I-level activities to manage all actions required to plan and execute I-level work.

    g.  Work Package Integration Review.  A meeting that takes place at A-30 for CNO availabilities and at A-20 For CMAVs. There should be representation from all the organizations that are going to accomplish work during the scheduled CNO availability.  The purpose of this meeting is to review the integrated work production schedule that has been prepared by the executing activity.  This is the final opportunity to resolve any work interface or production support issues between the different activities before actual production work begins.

5.  Guidance for Maintenance Teams Executing Maintenance with FFP contracts:  Unfortunately, MSMO contracts are not in place for all surface ships in the Navy’s inventory.  Some classes of ships will not receive MSMO contracts as they will be decommissioning soon, others have such a small number in their class that is not worthwhile to do this.  Ships that fall in this category will continue to have their work planned via the existing SHAPEC process and have their work contracted using FFP contracts.  Since there are quite a few ships that will be covered by this vehicle as we complete the transition to MSMO and a number that will always use a FFP vehicle, SHIPMAIN has also explored how we can improve the efficiency of the FFP planning effort.  We will adapt the same concept that was proposed for the MSMO contracts, the concept of multiple interim milestones that work to build a work package that supports a FFP solicitation.  A modified planning milestone table for FFP contracts is included in enclosure (4).

6.  Action: 

    a.  Maintenance Teams and RMC Commanders supported by MSMO contracts should develop Maintenance and Modernization Business Plans (MMBP) in accordance with the guidelines published in this Note.  These business plans should be in place to support execution of maintenance beginning 1 Oct 04 (FY 05).

    b.  The MMBP should incorporate the work package milestones that are included in enclosure (4).  These milestones will assist in the development of a funding phasing plan that supports the business plan.

    c.  Planning activities will use the Master Specification Catalog databases when planning assigned work.  They should also provide input to the MSC gatekeepers for improvement of the existing catalog or to propose new candidates for the catalog.

    d.  For continuous maintenance availabilities (CMAVs), Maintenance Teams should adhere to the goal of ensuring there is 30 days between the time work is brokered to a depot level executing activity and the day work is started.  If this is not the maintenance team’s preference then they should run a business case to evaluate the premiums that may be incurred by starting the work sooner.  Time span for I-level activities is 40 days.

    e.  Maintenance Teams and RMC Commander’s should become familiar with the metrics monitoring the work package preparation process and use them to manage their effort in providing the ship its required maintenance.

M. W. BALMERT

Deputy and
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21A1
 Commander, U.S. Atlantic Fleet

21A2
 Commander, U.S. Pacific Fleet

24A1  Air Force Commander LANT (COMNAVAIRLANT)

24A2  Air Force Commander PAC (COMNAVAIRPAC)

24D 
 Surface Force Commanders (COMNAVSURFPAC/COMNAVSURFLANT)

24G 
 Submarine Force Commanders (COMNAVSUBLANT/COMNAVSUBPAC)

25 
 Mine Warfare

25A1
 Mine Countermeasures Divisions And Squadrons

26A1  Amphibious Group LANT

26A2  Amphibious Group PAC

26C
 Beach Group

26E1
 Amphibious Unit LANT

26E2
 Amphibious Unit PAC

26J1
 Afloat Training Group and Detachment LANT

26J2
 Afloat Training Group and Detachment PAC

26T1
 Regional Support Group and Detachment, LANT

26T2  Regional Support Group and Organization PAC

26U2  Southwest Regional Maintenance Center

26Z1  Shore Intermediate Maintenance Activity LANT

26Z2  Shore Intermediate Maintenance Activity PAC

28A1  Carrier Group LANT

28A2  Carrier Group PAC

28B1  Cruiser-Destroyer Group LANT

28B2  Cruiser-Destroyer Group PAC

28C1  Surface Group and Force Representative LANT

28C2  Surface Group and Force Representative PAC

28D1  Destroyer Squadron LANT

28D2  Destroyer Squadron PAC

28F2
 Logistics Group Western Pacific

28J1  Combat Logistics Squadron LANT

28L1  Amphibious Squadron LANT

28L2  Amphibious Squadron PAC

29A1  Guided Missile Cruiser LANT (CG)

29A2  Guided Missile Cruiser PAC (CG)

29C1  Patrol Coastal LANT (PC)

29C2  Patrol Coastal PAC (PC)

29E1  Destroyer (DD) LANT, 963 Class

29E2  Destroyer (DD) PAC 963 Class

29F1  Guided Missile Destroyer LANT (DDG)

29F2  Guided Missile Destroyer PAC (DDG)

29AA2 Guided Missile Frigate LANT (FFG)

29AA2 Guided Missile Frigate PAC (FFG)

30    Mine Warfare Ships

31A1  Amphibious Command Ship (LCC) LANT 

31A2  Amphibious Command Ship (LCC) PAC

31G1  Amphibious Transport Dock LANT (LPD)

31G2  Amphibious Transport Dock PAC (LPD)

31H1
 Amphibious Assault Ship (LHA) LANT

31H2  Amphibious Assault Ship (LHA) PAC

31I1  Dock Landing Ship LANT (LSD)

31I2  Dock Landing Ship PAC (LSD)

31N1  Multi-Purpose Amphibious Assault Ship LANT (LHD)

31N2  Multi-Purpose Amphibious Assault Ship PAC (LHD)

32H1  Fast Combat Support Ship LANT (AOE)

32H2  Fast Combat Support Ship PAC (AOE)

32X1  Salvage Ship LANT (ARS)

32X2  Salvage Ship PAC (ARS)

32DD1 Submarine Tender LANT (AS)

32DD2 Submarine Tender PAC (AS)

32KK
 Miscellaneous Command Ship (AGF)

A1J1L PEO SHIPS (PMS400/PMS377/PMS325)

FB30  SHIP REPAIR FACILITY (NSRF Yokosuka, Japan)

C31G  Ship Repair Facility Detachment, PAC (Sasebo, Japan)

FA8   Fleet Technical Support Center LANT

FB8   Fleet Technical Support Center PAC

FB29  Naval Intermediate Maintenance Facility PACNORWEST

FKA1G Sea Systems Command (SEA 04/SEA 02)

FKP7  Shipyard (PSNSY, PHNSY, NNSY only)

FKP8  Shipbuilding, Conversion And Repair, USN

FT88  Engineering Duty Officer School

FT43  Surface Warfare Officers School Command


 SURFMO Yokosuka, JA


 SURFMO Sasebo, JA
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