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PLACEMENT AND OVERSI GHT (dtd 09 MAR 04)

Encl : (8) Continuous Mi ntenance Availability (CMAV) Business Rul es
(9) Hotwash Feedback Process Business Rul es
(10) Port Level Loading Process Business Rul es

1. Purpose. To pronulgate Addendum 2 to reference (a). This
addendum affects Regi onal Mai ntenance Centers (RMCs), Surface Type
Commander s ( COMWNAVSURFPAC, COWNAVSURFLANT) and RMC Ship Mai ntenance
Teans.

2. Background. Detailed information concerning Continuous

Mai nt enance Availabilities (CMAV); Availability Hotwash Feedback
Process; and Port Level Loading Process was not included in the
initial issuance of reference (a). Enclosures (8), (9) and (10) of
this addendum provide this critical information. Insert Enclosures
(8), (9) and (10) into Reference (a).

a. Continuous Maintenance Availabilities (CMAV) are an inportant
el ement of the entitled SH PVMAIN process. CMAVsS provide the
Mai nt enance Teamwith the flexibility required to do the right
mai nt enance at the right tinme for the right price. CMAVs al so provide
the agility and required to support the Fleet Response Plan (FRP).
Busi ness rul es for CMAV scheduling, planning, and execution are found
in enclosure (8).

b. One of the basic prem ses of the SH PMAIN process is
continuous inprovenent to achi eve the very best mai ntenance busi ness
practices. A post-availability feedback process, heretofore referred
to as the “Hotwash” process fosters opportunities for continuous
i nprovenent by pronoting know edge creation and shari ng.

Encl osure (9) provides business rules for the Hotwash Process.



COVNAVSURFORNOTE 4703
19 Aug 04

c. Until now, the process for scheduling ship maintenance was
| argel y dependent on the intuitive understanding of the prem um costs
i ncurred by unfavorable port |oading. Because there was no way to
quantify the effects of non-optiml port |oading, proposed deviations
froma baseline port |oading scenario could not be objectively
measured or conpared in order to determ ne the prem uns associ at ed
with each scenario. Enclosure (10) provides business rules for
managi ng prem uns associ ated with port | oading.

3. Action. RMC Commanders, RMC Mai nt enance Teans and TYCOM
Mai nt enance Directorates (N43) shall inplenent applicable changes of
t hese business rules i nmedi ately.

/1 SI GNED/ /
M W BALMERT
Deputy and
Chi ef of Staff

Di stribution:

SNDL Part 1 and 2

21A1 Commander, U.S. Atlantic Fl eet

21A2 Commander, U.S. Pacific Fleet

24A1 Air Force Commander LANT ( COVNAVAI RLANT)
24A2 Air Force Conmander PAC ( COWNAVAI RPAC)

24D  Surface Force Commanders ( COMNAVSURFPAC/ COMNAVSURFLANT)
24G  Submari ne Force Commanders ( COVWNAVSUBLANT/ COVWNAVSUBPAC)
25 M ne Warfare

25A1 M ne Counterneasures Divisions And Squadrons
26A1 Anphi bi ous Group LANT

26A2 Anphi bi ous G oup PAC

26C Beach G oup

16E1 Anphi bious Unit LANT

26E2 Anphi bi ous Unit PAC

26J1 Afloat Training Goup and Detachnent LANT
26J2 Afloat Training Goup and Detachnent PAC
26T1 Regional Support G oup and Detachnment, LANT
26T2 Regi onal Support G oup and Organi zati on PAC
262 Sout hwest Regi onal Mai ntenance Center

26Z1 Shore Internedi ate Maintenance Activity LANT
2672 Shore Internedi ate Maintenance Activity PAC
28A1 Carrier Goup LANT

28A2 Carrier Goup PAC

28B1 Cruiser-Destroyer G oup LANT

28B2 Cruiser-Destroyer G oup PAC

28Cl1 Surface G oup and Force Representative LANT
28C2 Surface G oup and Force Representative PAC
28D1 Destroyer Squadron LANT

28D2 Destroyer Squadron PAC

28F2 Logistics Goup Western Pacific

28J1 Conbat Logistics Squadron LANT

28L1 Anphi bi ous Squadron LANT
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28L2 Anphi bi ous Squadron PAC
29A1 @uided Mssile Cruiser LANT (CQ
29A2 @iided Mssile Cruiser PAC (CQ
29C1 Patrol Coastal LANT (PC)
29C2 Patrol Coastal PAC (PC)
29E2 Destroyer (DD) LANT, 963 C ass 29E2 Destroyer (DD) PAC 963
Cd ass
29F1 @uided Mssile Destroyer LANT (DDG
29F2 @uided Mssile Destroyer PAC (DDG
29AA2 @uided Mssile Frigate LANT (FFQ
29AA2 @uided Mssile Frigate PAC (FFG
30 M ne Warfare Ships
31A1 Anphi bi ous Command Ship (LCC) LANT
31A2 Anphi bi ous Command Ship (LCC) PAC
31GL Anphi bi ous Transport Dock LANT (LPD)
31& Anphi bi ous Transport Dock PAC (LPD)
31H1 Amphi bi ous Assault Ship (LHA) LANT
31H2 Anphi bi ous Assault Ship (LHA) PAC
3111 Dock Landing Ship LANT (LSD)
3112 Dock Landi ng Ship PAC (LSD)
31IN1 Ml ti-Purpose Anphi bi ous Assault Ship LANT (LHD)
31IN2 Ml ti-Purpose Anphi bi ous Assault Ship PAC (LHD)
32H1 Fast Conbat Support Ship LANT ( ACE)
32H2 Fast Conbat Support Ship PAC (ACE)
32X1 Sal vage Ship LANT (ARS)
32X2 Sal vage Ship PAC (ARS)
32DD1 Submarine Tender LANT (AS)
32DD2 Submari ne Tender PAC (AS)
32KK M scel | aneous Conmmand Ship (AGF)
AlJ1L PEO SHI PS (PM5400/ PMS377/ PMS325)
FB30 SHI P REPAIR FACI LI TY (NSRF Yokosuka, Japan)
C31G Ship Repair Facility Detachnent, PAC (Sasebo, Japan)
FA8 Fl eet Technical Support Center LANT
FB8 Fl eet Technical Support Center PAC
FB29 Naval Internedi ate Mai ntenance Facility PACNORWEST
FKAL1G Sea Systens Conmand ( SEA 04/ SEA 02)
FKP7 Shi pyard (PSNSY, PHNSY, NNSY only)
FKP8  Shi pbui | di ng, Conversion And Repair, USN
FT88 Engineering Duty O ficer School
FT43 Surface Warfare O ficers School Comrand
SURFMO Yokosuka, JA
SURFMO Sasebo, JA
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Conti nuous Mai ntenance Availability (CVAV) Busi ness Rul es

Background. The purpose of these business rules is to
provi de gui dance for Continuous Mintenance Availability
(CMAV) schedul i ng, planning, and execution.

Concept . Conti nuous nai ntenance is intended to be
accompl i shed without the incurrence of Late Wirk or Port
Loading Premuns. |In fact, Continuous Mintenance should
be schedul ed and executed in a manner that will avoid such
prem uns. Conti nuous Maintenance can be acconplished in
one of two types of CMAVS.

a. Schedul ed CVAVs (“XAZ” Availabilities) are normally
two to six weeks in duration and are nomnally
schedul ed once per non-depl oyed quarter.

b. Unschedul ed CVAVs (“XCM Availabilities) are year-|ong
avail abilities schedul ed for each ship. Continuous
Mai nt enance i s acconplished in distinct maintenance
opportunities throughout the year when the ship is not
in a XAZ availability.

CMAV Busi ness Rules. These business rules shall apply to
all (schedul ed XAZ and unschedul ed XCM) CMAVS:

a. Regional Maintenance Center (RMC) (or Naval Shipyard
if applicable) shall be assigned as the Nava
Supervising Activity (NSA) for all work acconplished
in CMAVs. Note: The Joint Fleet Mintenance manual
(JFMM) does not currently recognize a NSA for non- CNO
avai labilities, but rather defines the role of a Lead
mai nt enance Activity (LMA). Because the entitled
process has the potential to result in nore conpl ex
non- CNO availabilities, a NSAw |l be assigned for al
surface ship CMAVs.

b. CMAVs shall be executed in NVD and NEMAIS (in those
RMCs where NEMAIS is not currently online the | ocal 1I-
Level managenent system shall be used).

c. Dependent upon the conplexity of the schedul ed
mai nt enance and/ or noderni zati on and the nunber of
mai nt enance activities involved, the Mi ntenance Team
may include a work itemfor production scheduling and

integration in the work package or bid specs. |If this
work itemis not utilized, then the Mii ntenance Team
NSA Project Manager will performthis function

d. All levels of work (Depot, Internediate) shall be
screened into a single CMAV for a specific
availability period. CMAVs shall enconpass all work

Encl osure (8)
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brokered to a schedul ed period regardl ess of the
executor. Separate internediate and depot

avail abilities shall not be established for the sane
period of tine (except internally to the RMC
Producti on Departnent as required to facilitate the
use of I-Level managenent systens (NEMAIS, etc)). For
exanpl e, although an I-level “project” may need to be
established in NEMAIS for |-Level work conpl eted
during a CMAV, all maintenance shall be integrated
into and managed as one availability. These business
rul es establish CVAVs as the only type of
availabilities that will be acconplished on surface
shi ps outside of CNO Avail abilities for non-emergent
mai nt enance. The ternms FMAV, RAV, TAV are no | onger
used to describe surface ship maintenance

avai l abilities.

. Two different non-energent availabilities will not be

in progress at the same tine on the sanme ship. (CVAVsS
shall not be schedul ed concurrently with CNO
Avail abilities).

. Ships shall not get underway during CMAVS except to

shift berths or conplete sea trials.

Mai nt enance which will prevent the ship from being
Ready for Sea (RFS) within 96 hours will normally only
be screened into schedul ed (XAZ) CMAVs.

Mul ti-Ship / Milti-Option (MSMO) contracts, when in
pl ace, shall normally be used for acconplishnent of
Conti nuous Mai ntenance advanced pl anni ng and
execution. This practice will facilitate true
cooperation and participation in Business Case

Anal ysi s deci sions by the MSMO contractor Mintenance
Team Representative. For exanple, if the MSMO
contractor knows that growh work di scovered in a CNO
availability can be acconplished at a |lower cost in a
subsequent CMAV, he will be nmore inclined to present

t hat busi ness case perspective if he knows he w ||
eventual ly be tasked to acconplish that work in the
CMVAV.  The RMC Commander is authorized to go outside
the MBMO contract for CMAV pl anni ng and execution if
exceptional situations dictate.

For ship classes for which no MSMO contract (or no
CMAV CLIN) is in place, RMCs shall award and utilize
Indefinite Delivery, Indefinite Quantity (1D Q
contracts for the execution of Continuous Mai ntenance.
All Firm Fixed Price package preparation and contract
award ml estones in these CMAV business rules are
based on 1Dl Q contract vehicles. Wen MSMO Advance
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pl anning CLINs are not in place, CMAV advance pl anni ng
shall be acconplished by the executing RMC

4. Schedul ed CVAV (XAZ) Business Rules. The follow ng
busi ness rules apply to schedul ed XAZ availabilities:

a. Scheduling. Before the start of the fiscal year, as a
part of the Mintenance and Mderni zati on Busi ness
Pl an (MVBP) devel opnent, Maintenance Teans wl |
establish notional dates for one XAZ availability for
each quarter the ship will be in home port for three
conti nuous weeks or longer. The exact dates will be
adjusted |l ater once the schedule is promnul gated.
CMAVs shal |l be schedul ed by the Mintenance Team
t hrough the RMC and TYCOM using the normal Fl eet

schedul i ng process. In general, CMAVs will be
scheduled to start on the first weekday after arriving
in port and will be scheduled to conmpl ete one week
prior to schedul ed underway day. This will result in

schedul ed CMAVs being at | east two weeks in |ength and
reducing premuns paid to rush to conplete work prior
to underway. CMAVs shall normally not start on
weekends or holidays when support for tag-outs and
availability start-up is limted. CMAV schedul es will
be reviewed at each Pl anning Board for Mintenance
(PBFM, and will be adjusted as ships’ operational
schedul es dictate. Adjustnent of Schedul ed CVAV start
dates may be required throughout the year. Schedul ed
CMVAV start dates may not be adjusted “forward” if
package preparati on and workpackage “I ock” M| estone
dates woul d be violated by the new start date.

b. Pl anning. The nom nal duration for schedul ed CVAVs is
no | ess than two weeks and no nore than six weeks.
Moder ni zati on may be acconplished in schedul ed (XAZ)
CMAVs provi ded noderni zation mlestones applicable to
CNO availabilities are net for XAZ avail s.

Moder ni zati on planned for XAZ availabilities will be
identified in the MVBP before it is submtted for RVMC
/ TYCOM appr oval .

C. Mlestones. MSMO nmil|estones are provided in Table 1.

Due M | est one

A- 40 | -1 evel package | ocked
A- 30 D- I evel package | ocked
A- 20 Conduct W PR

A- 10 Definitize Package

Tabl e 1. MBMO M | est ones
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FirmFixed price (IDDQ mlestones are provided in Table 2.

d.

Due M | est one

A- 60 D- | evel Package Locked
A- 40 | -1 evel Package Locked
A- 40 Solicit Contract

A- 30 Bi ds Due

A- 20 Awar d Contract

Table 2. FFP (IDQ M/ estones

Execution. A Wrk Package Integration Review (WIR),
chaired by the NSA and attended by all executing
activities and all nmenbers of the Mintenance Team
shal | be conducted at A-20 (MSMO) or A-10 (FFP) to
review, prioritize, de-conflict, and validate the CVAV
wor k package. Any shipchecks required by IMA D Q
contractor, AT, MSR/ ABR contractor, or others, to
support CMAV pl anning shall be conpleted prior to the
WPR. If a job screened to a CMAV is not started in
that CVAV, it nust be noved into another availability.
At the discretion of the RMC, energent work di scovered
during an XAZ availability may be conpleted in a
concurrent Emergent Miintenance (XEM availability. A
Hot wash neeting / conference will be conducted wi thin
30 days of the CMAV conpletion for all schedul ed CVAVs
(XAZ Avails). The Hotwash may be acconplished at a

Pl anni ng Board for Maintenance for small CMAVS or a
separate Hotwash neeting may be required for a
successful Hotwash on nore conpl ex CMVAVS.

5. Unschedul ed (XCM CMAV Business Rules. The unschedul ed XCM

availability is a yearlong availability for the period 01
Cct ober through 30 Septenber. It is to be utilized for
mai nt enance desired to be conpleted in the fiscal year
during wi ndows of opportunity.

a.

Schedul i ng. XCM avail abilities are not to be
utilized as holding cues for maintenance itens. Wen
operational schedul e changes occur early enough to
all ow t he scheduling of a scheduled CM ( XAZ)
availability without violating the ml estones

di scussed in paragraph 4.c, a new XAZ avail should be
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schedul ed when possi bl e, rather than executing
mai nt enance in the unschedul ed XCM avail ability.

b. Planning. |-level namintenance may be brokered into
XCM avails. Maintenance itens may be acconplished in
the XCM availability when schedul ed XAZ availabilities
cannot be inserted due to length of inport period
(less than 3 weeks) or when |late identification of

mai nt enance opportunity will not support XAZ
m | estones. All rmaintenance acconplished in XCM
avails will be planned and specifications devel oped

(just as if the maintenance were to be executed in CNO
or Schedul ed CM avail abilities).

c. Mlestones. Al Internediate and Depot Level work
items to be acconplished in XCM CMAV nmai nt enance
opportunities shall be fully planned and
speci fications devel oped no | ater than 14 days prior
to the start of the nmmi ntenance period. The Depot
Level package shall be awarded or definitized no |ater
than 7 days prior to the start of the nmaintenance
peri od. If these m |l estones cannot be net, the
mai nt enance nust be reschedul ed to a subsequent XCM
Mai nt enance Opportunity, acconplished in a schedul ed
CMAV, or acconplished as Energent Mintenance (if
other conditions for energent maintenance are net).

6. CMAV Metrics. The follow ng Placenment and Oversi ght
metrics will be collected to nmeasure the effectiveness of
t he CMAV process:

a. Schedul ed (XAZ) CVAV Metri cs.

i. Amard On Tinme Delivery. Scheduled CVAV “On Tine
Award” is defined as the percentage of tinme
contract award is nmade on tine or early.
Specifically, for FirmFixed Price (ID Q CNAVs
“on time” is at least 20 days prior to CVAV
availability start date; and, for MSMO CMAVS “on
time” is at least 10 days prior to the CMAV
availability start date.

ii. Contract Mddification Cycle Tinme. The contract
nmodi fication cycle time netric is a neasure of
cycle time required to process a contract change
during execution. It is calculated using a
dynam c cycle tinme nmeasure in days from day
request contract change (RCC) is submitted unti

5
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Vi .

contract nod is settled and settlenent date is
docunented i n NVD.

Compl etion On Tinme Delivery. The CMAV Conpl etion
On Tine Delivery nmetric cal cul ates the percentage
of occasions when a CVAV availability is

compl eted on or before the CVMAV end date as
recorded in NMD. This metric is determ ned by
cal cul ati ng a percentage of CMAV contracts and
MSMO COVAV contract Line Itenms conpleted on tine
or early versus total CMAV contracts or MSMO

CLI NS awar ded.

Avai l ability Churn. The CMAV Availability Churn
Percentage is a nonthly capture dollar val ue of
work itens changed, deleted or added in a CVAV
wor kpackage from contract award until
availability conpletion versus the dollar val ue
of the workpackage at award for all CMAV avails
that ended in the current measurenent nonth and
the previous two nonths. This netric is

coll ected by availability and reported one tine
in the nonth the availability conpl etes.

G owth and New Work Prem uns (GNWP). The GNWP
metric is a neasure of late work prem uns paid as
a percent of growth and new work nmonthly. It
does not include authorized work included at the
start of the avail as growth reserves for
specific spec itens or execution of pre-priced
option itens if executed within the scope and
schedul e as pre-priced. This nmetric is collected
weekly with each change to the original contract
award (FFP) or definitization (MSMD) work package
transaction will be reported one tinme in the data
call for the week in which it was settled for
schedul ed CVAVs.

CVAV Late Work Premium  The CMVAV | ate work
premumnetric is a nmeasure of the total dollar
value of late work premuns paid for CMAV avail s
completed in the current nonth divided by the
execution contract award (FFP) or definitized
CLIN (MSMO) plus the settled cost of all RCCs for
that availability.

b. Unschedul ed (XCM CNMVAV Metri cs.

Unschedul ed versus Schedul ed CVAV Obl i gations.
Total cumrul ative dollars obligated in XCM avail s
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as a percent of total CMAV obligations (XCM plus
XAZ) obligations cal cul ated each nonth.
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Hot Wash Feedback Process Busi ness Rul es

1. Background. The Navy’'s Sea Enterprise initiative has a
stated goal of instituting better business practices as part of
the transformati onal process. Thus, a basic prem se of the

SHI PMAI N process is continuous inprovenent to achieve the very
best business practices. The Hot Wash feedback process, an
integral part of the SHI PMAIN fabric, fosters opportunities for
conti nuous inprovenent by pronoting know edge creation and
sharing. It seeks to connect people to people and people to
information to enabl e process inprovenents. |Indeed, it is
essential to understand that the Hot Wash feedback process is not
sinply about accessing information. On the contrary, this

f eedback process seeks to provide a bal ance between recordi ng and
codi fication of explicit know edge. As with any know edge
transfer initiative, how fast we can reuse, adapt and inprove
what we know and have |earned is crucial to future successes.

2. Concept. SH PMAINis commtted to establishing the
environnment, culture and processes required to generate and
sustain transformati onal thinking and action. The Navy has
tremendous intellectual capital resident in its’ Ship Mintenance
and Moder ni zati on Community which includes the Sailors on our

shi ps, Regi onal Mintenance Centers (RMCs), and contractor
partners who are on the waterfront. These people are val uable
catal ysts for continuous inprovenent. They possess the skills
and resources to achi eve continuous advances in SH PVAI N

ef fectiveness. The Hot Wash nmeeting is not a programreview, nor
an eval uation of the M ntenance Team or contractor, or a place
to assign blane or acknow edge heroism It is a process review,
an eval uation of process execution and a place to resolve process
i ssues to inprove process execution.

The Hot Wash neeting will be sensitive to other feedback/review
processes, such as the Award Fee Board and Contractor Perfornmance
Assessnent Report (CPAR). Both of these processes tend to take
pl ace | onger than one nonth follow ng the availability in order
to fully test all systens once a ship is underway. These

busi ness rul es recogni ze the need for consistency between these
three feedback processes, and the need for all to exist. As the
Hot Wash neetings will nost |ikely occur prior to the Award Fee
Board neeting and the CPARS i ssuance, sensitive issues may ari se.
The Hot WAsh neetings intend to remain focused on process

i mprovenent and allow for such sensitive issues to remain in

cl osed sessions or within the scope of the other feedback/review
processes.

The Hot Wash Team for each availability is conprised of the

Proj ect Mai ntenance Team (the ship’s M ntenance Team augnent ed
by representatives fromvarious organi zati ons added to the team
for the availability planning and execution phases). See

1 Encl osure (9)
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attachment (1) for a list of Project Mintenance Team menbers.
The RMC O ass Team Leader has been designated as the overall Hot
Wash neeting facilitator and will work with the Mintenance Team
to ensure a productive neeting. As the Class Team Leader is a
central point of contact for all ships within a particular RMC

he will bring continuity to the Hot Wash process and can ensure
that feedback is appropriately dissenm nated and utilized. As the
facilitator, the C ass Team Leader shoul d consi der process issues
t hroughout the execution of the availability and those that have
occurred within other avails; he should maintain conmuni cati on
with the Miintenance Team and CFTs in order to ensure a ful
review. Note that while the C ass Team Leader possesses nmany
responsibilities as the facilitator of the Hot Wash neetings, he
is to be considered the coordinator and shoul d expect to gain
assi stance by all stakehol ders.

3. pjective. The objective of the Hot Wash feedback process
is toinplement a systematic strategy by creating a dynanic,
peopl e- cent ered approach used to identify process inprovenents,
which will be shared, and enbedded i nto nmi nt enance and
noder ni zati on processes. |In particular, the Hot Wash neeting as
depicted on the chart of attachnment (1) is an econom cal and
effective neans to identify opportunities to inprove the SH PVAI N
processes of requirenent identification, work package
preparation, placenent and oversight, alterations and
noder ni zation, and to share the best practices and | essons

| earned derived fromship availabilities with the Ship

Mai nt enance and Mbderni zati on Community.

i Busi ness Rul es

Preparing for the Hot Wash Meeting

a. Central to the feedback process is a post-availability
Hot Wash neeting. This formal neeting is conducted
wi thin one nonth of the availability conpletion in order
to capture information while it is still fresh

b. At the ship’s Arrival Conference (between A5 days and A-
0), the O ass Team Leader will |ead a discussion
outlining expectations for the post-availability Hot Wash
meeting. This discussion is intended to rem nd the
Mai nt enance Team and key availability stakeholders to
mai ntain a record of potential Hot Wash itens during the
execution of the availability. This includes a review of
t he Hotwash business rules, particularly the Availability
Feedback Form (see attachnent 4).

c. The ship’s Commanding O ficer will include in the weekly
situation reports any potential issues to be discussed in
the post-availability Hot Wash neetings. This will be a
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standard paragraph and used at the end of the
availability as a starting point for Hot Wash itens.

. The RMC Project Manager will include in the nonthly
availability status report any potential issues to be

di scussed in the post-availability Hot Wash neeti ngs.
This will be a standard paragraph and used at the end of
the availability as a starting point for Hot Wash itens.
(Messages are due no later than the tenth of the nonth
during the availability.)

. At availability conpletion (C+0), the O ass Team Leader
will review availability nmetrics and SH PMAI N Cross
Functional Teans’ (CFT) bridge plots. As a part of the
metric review, actual MI and availability performance
will be conpared to SHHPMAIN netric entitlenment targets
and ot her neasures of custoner satisfaction. See
attachnment (3) for the mnimumlist of netrics to review

Key stakehol ders involved with the followon availability

will attend the Hot Wash neeting for the previous
availability either within the ship class, with the sane
contractor, and/or within the sane port. This will be

one neasure taken to ensure | essons | earned are passed on
and utilized.

. The Maintenance Teamw || publish a neeting notice at G5
(see attachnment 2) along with a request to identify both
positive and adverse process issues. A Mintenance Team
menber desi gnated by the mai ntenance team | eader will
chair the neeting with the C ass Team Leader serving as
the Facilitator.

Feedback should be identified by using the Availability
Feedback Form (attachment 4), and should be submitted to
the Cl ass Team Leader as early as possible but no later
than 15 days prior to the Hot Wash neeting. Each
proposed process inprovenent shall be identified al ong
with the inpact and recommended corrective action.

| ssues describing ship availability best practices and

| essons | earned may al so be identified in order to
facilitate followon ship availabilities or ship
alteration installations.

Problens identified by the Hot Wash participants, al ong
with the availability nmetrics, should be anal yzed by the
Cl ass Team Leader to determ ne the apparent root causes.
These root causes wi |l be grouped under broad headi ngs as
|isted bel ow (in paragraph k).
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j-

Everyone who submits an Availability Feedback Formw ||
receive a response fromthe Hot Wash Team including a
summari zation of the issue ranking and any reasons for
action/non-action taken via the team m nutes.

Usi ng the Standard Barrier Ranking Process (see
attachment 5) for issues received, the C ass Team Leader
will consult with the Maintenance Teamto devel op the Hot
Wash neeting agenda. The focus of the neeting includes
SHI PMAI N pr ocesses, business rules, netrics, and
training. Ship availability process issues/best
practices and ideas for inproving the installation of
ship alterations also may be included in the neeting
agenda. Feedback provided and action itens determ ned
during the Hot Wash neeting will be published in the

m nutes and distributed as directed in paragraphs (q)-
(s). Specific agenda topics to review include, but are
not limted to, itens (1)-(8) below (See attachnment 6
for details).

(1) Placenent and Oversi ght

(2) Package Preparation

(3) Requirenments

(4) Project Team

(5) Alterations and Mbderni zation
(6) Repeat Alteration

(7) Work Integration

(8) Best Practices

Hot Wash Meeti ng

At the start of the Hot Wash neeting (at approxi mately
C+14), key participants will present a brief overview of
the availability process fromwork identification through
execution oversight.

Br eakout sessions will be schedul ed as necessary in
regard to specific issues or concerns. The format is
intended to allow people to use their tine nore
effectively and participate in those di scussions in which
they have interest and expertise. It is inmportant that
there be a broad representation, since a single person or
organi zati on sel dom resol ves process issues. The d ass
Team Leader will identify and invite the appropriate
subject matter experts to | ead each breakout session and
to aid in understandi ng and devel opi ng the recommended
process change.

Each breakout session shall have a designated | eader,
previously identified in the Hot Wash nessage
announcenent. The Hot Wash neeting, and any breakout
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session, will have an assigned facilitator to foster open
di scussion while maintaining focus on the neeting
objectives. The RMC Business Ofice will provide

facilitators.

The results of the breakout sessions are translated into
actionable itens that becone part of the mnutes for the
meeting. Reports fromthe breakout sessions are provided
to the entire group of Hot Wash attendees in the
appropriate format (see attachnent 7). A pareto chart
will be utilized to graphically represent where the

| ar gest problens exist in the execution of the
availability (see below for an exanple of a pareto
chart). This will assist in focusing critical effort
toward resolution for the execution of follow on
availabilities and i nprovenent of SHI PMAI N processes.

Pareto Chart Example

Freguency of 1ssues
N

. . SO .
o@é& 659@ R '5963’ & @,&@ é},&@ \é&?
A A A
& &
& Process Topics

The Cl ass Team Leader will gain consensus and assign
specific actions to the appropriate process owners to
manage and coordi nate i npl enentati on of the process
change for resolution. Action item assignment wll

i nclude who is responsible, what the action is, and when
the action conpletion is expected (see attachnment 8).
Agenda itens that are deened to have an inmedi ate i npact
on avail ability managenent or execution, such as

i mproving ship alteration installations and availability
best practices, should be conpiled into a short list for
consi deration by follow-on availability stakehol ders.
The C ass Team Leader will forward this list to the

rel evant Mai ntenance Teans for integration.

Additionally, the list will be provided for review and

i nclusion into Maintenance Team tr ai ni ng.
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Post - Hot Wash Meeting Activity

g.

The RMC Cl ass Team Leader will publish Hot Wash neeting
mnutes and WB's in the appropriate format (see
attachment 9). Once the RMC Business Ofice posts the

m nutes on the SH PMAIN web site

(http://ww. spear.navy. m|/SH PMAIN ), the C ass Team
Leader will then send an e-mail nessage confirmng the
availability of all Hot Wash minutes and WB's to
appropriate points of contact; this includes neeting
attendees, CFT action officers, SH PMAIN process team
metrics team relevant RMCs, SPAWAR, NAVSEA, PEO SHI PS
and CNSL/CNSF N43. The points of contact in each of
these teans or conmands are responsi ble for ensuring that
key stakehol ders receive the m nutes and address assigned
actions.

Ship class points of contact are different for each of
the four ship categories: (1) L-Ships/Comrand Ships, (2)
Conbat ant Shi ps, (3) M Ships, (4) Auxiliary Ships. The
respective points of contact (listed in attachnment 10)
will receive confirmation of neeting m nutes for al

ships included in the listed category. The points of
contact are responsible for ensuring that key

st akehol ders receive the m nutes and address assi gned
actions.

. The SHIPMAIN web site will be organized so that Hot Wash

meeting mnutes and WB's will be |listed by ship class
categories. Actions will be extracted fromthe m nutes
and di spl ayed by the responsi ble command or team

Busi ness Rul es and process inprovenents will be posted by
categories, as listed in paragraph (k) above.

. The appropriate CFT will utilize feedback given during

the Hot WAash neeting in regard to process changes, and
wi Il incorporate as business rules into CNSF Note 4700
seri es.

The RMC Commanders and Waterfront Operations Oficers
will review Hot Wash itens on a nonthly basis in order to
track progress of WBs and AlIPs and to identify where
assistance is required for resolution. This is intended
to conpl enent the nmonthly Mintenance Team nmetrics and
busi ness plan revi ews.

PEO SHI PS is responsible for taking action on cross-
organi zati onal process issues that are discussed in Hot
Wash neetings. The relevant RMCs are responsible for
addressing and foll ow ng-up on issues that are port

rel ated.
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w. Feedback provided through the Hot WAash process will be
collected and included in a final annual report. This
report will include information gathered throughout the
year fromall Hot Wash neetings and the commands or
organi zations involved, the status of actions assigned at
meeti ngs, and resolution that has occurred from such

actions. It wll address process inprovenments and issues
requesting gui dance. The report will be conpiled by PEO
SHI PS and will be submtted to the appropriate senior

| eadership at OPNAV.
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| ndex of Attachnents

1. Maintenance Teamto Project Team Slide

2. Sanpl e Hot Wash Announcenent Message

3. Metrics - Candidates for Review at Hot Wash

4. Availability Feedback Form I nstructions and Sanple Form
5. Standard Barrier Ranking Process

6. Hot Wash Meeting Agenda Details

7. Sanpl e Breakout Team Report

8. Sanple WB Data Tabl e

9. Sanpl e Hot Wash Meeting M nutes / Meeting Attendance Li st

10. Shi p C ass Categories
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Maintenance Teams to Project Teams

Objective: Continuous ship readiness 4
V4
Maintenance P iy
Teams

7

Focus is on “What” == The “Plan” o
P Modernization
Contract Type
”
-Manage Ship Maint V< /
-Budget Ship Maint

” / = Accomplish the
-Technical Expertise P Project Maint and Mod
-Availability Coord Feedback == Maintenance |" Execm(;jte the Maint
Perio
On-going 7’ c T.eamﬁ_l . |» This team consists
Standing 7’ OCUS IS On “HOW of the Maint Tean
” augmented by:
Avail Type — PMR ; SY Project

Team; Planning
Yard; others as

Objective: Accomplish most work for the dollars available. ~ required.
9 ENCLOSURE (9)
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HOT WASH ANNOUNCEMENT MESSAGE
UNCLASSI FI ED

R Date Tinme G oup

FM XXRMC CI TY STATE/ [ XXX [ [/
TO

(From Attachment 10)

I NFO

(From Attachment 10)

UNCLAS / / NOXXXX / [
MBGUI D/ GENADM N XXRMC CI TY STATE/ XXX200X / |
SUBJ/ USS XX FYXX AVAI L TYPE HOT WASH MEETING /
REF/ A/ DOC/ CNSFNOTE 4703/ XXX2004
POC/ POC NAME/ Cl V/ CODE XXX/ LOC: TBD
/ EMAIL: “E’ MAIL ADDRESS PHONE # / /
AVPN REF A | S COMNAVSURFOR NOTI CE 4703 SURFACE SHI P MAI NTENANCE
PLACEMENT AND OVERSI GHT/ ( ADD SPECI FI C | NSTRUCTI ONS FOR | NFO TO RMC' S,
PLANNI NG YARDS AND OTHER SPECI AL | NTEREST ATTENDEES) / /
RVKS / 1. THE USS XX (HULL#) FYXX AVAIL TYPE HOT WASH
MEETI NG W LL BE HELD ( DATE- MONTH YEAR) AT TBD SPECI FI ED LOCATI ON,
ADDRESS/ STREET | NFORMATI ON. XXX BOQ RESERVATI ONS CAN BE MADE VI A
TELEPHONE AT XXX- XXX- XXXX OR XXX- XXXX.
2. THE PURPOSE OF THE MEETING |'S TO REVI EW THE COVPLETED HULL# FYXX
AVAI L TYPE AND | DENTI FY DETAI LED PROCESS | SSUES AND RECOMVENDATI ONS
THAT SHOULD BE SHARED W TH THE MAI NTENANCE AND MODERNI ZATI ON
COWUNI TY. REQUEST ATTENDANCE FROM ACTI ON ADDRESSEES, SHI PMAIN CFT
PROCESS OANERS AND ACTI ON OFFI CERS, PROCESS TEAM METRI CS TEAM SHI P
CLASS PO NTS OF CONTACT AND OTHERS TBD.
3. A DETAI LED AGENDA, READ AHEAD | NFO AND DI RECTI ONS W LL BE SENT
OUT UNDER SEPCOR.
4. HOT WASH MEETI NG FORMAT:

DATE TBD ( DAY)

0800- 0810 PRQIECT | NTRODUCTI ON
0810- 0815 HOT WASH PURPCSE AND GOALS
0815- 1015 AVAI LABI LI TY OVERVI EW

1015- 1215 AVAI LABI LI TY KEY | SSUES/ PROCESS | SSUES
1215- 1315 LUNCH

1315- 1430 BREAKOUT SESSI ONS ( AS REQUI RED)
1430- 1515 BREAKQUT TEAM REPCRTS
1515- 1545 | DENTI FY AND ASSI GN WB' S
1545- 1600 VRAP- UP, CLOSI NG AND REMARKS
BREAKQUT GROUPS:
- XXX
- XXX

5. REQ ALCON PROVI DE NAMES OF HOT WASH ATTENDEES TO MSG POC
(E MAIL ADDRESS) BY EMAI L NLT DATE- MONTH- YEAR. [/ /

10
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METRI CS — CANDI DATES FOR REVI EW AT HOTWASH

The follow ng are exanples of SH PMAIN netrics which should be
reviewed at the Hotwash. This list is not all inclusive:

CFT 1 (2Ks)

2K On Time Delivery (Panel 9)
o0 Were 2 Kilos screened and validated in accordance with
m | est ones?

CFT 2
% Specs Reused (Panel 1)
0 How effectively did we use the nmaster spec catal og?

% Specs Executed (Panel 4)
o Was our planning accurate?

CFT3 (Wrk ltens)

G owth and New Wrk Prem uns (Panel 8)
o Was G owh and New Wrk deferred to CV?

CFT4 (Alts and Mods)
M | est one Conformance (Panel 7)
o How well did we neet the requirenents?

% Alts Through Process (Panel 8)
o Were the requirenents ready at SOA?

EXAMPLE:

CFT 1 (2Ks for Depot Level Wrk)

2K On Tinme Delivery (Panel 9)
0 Was the 2K process on track with the m |l estones?

Entitl ed Process requires:
-50% at A- 240
-80% at A-120
-100% at A-75

USS EVERSAI L:

-40% at A- 240 Boiler work and Alt package not sufficiently
identified

-60% at A-120 Shi p experienced upl oad problens and was depl oyed,
could not fix

-100% at A-75 Recovered in tinme but nmeant that KTR expendi ng
premumto plan

Attachment (3) 11
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AVAI LABI LI TY FEEDBACK FORM | NSTRUCTI ONS

In order to support the SHI PMAI N processes and Conti nuous Mai ntenance
phi |l osophi es, a “Hot Wash” Feedback Process has been devel oped. This
process will ensure that, vital feedback information is continually
bei ng collected by the process participants and corrective

action/ process inprovenents devel oped and instituted by the process
owners. It is requested that any process issue be docunented on the
attached Avail ability Feedback Form and routed to the Executing

Mai nt enance Team / Cross Functional Team for action. Below are sinple
guidelines for filling this formout, blocks that do not apply should
be “NAd".

This formis available on the SH PMAIN web site

(www. spear.navy.m | /shipmain). It should also be provided by the

Cl ass Team Leader to all participants at the ship’s arrival conference
(as discussed in CNSF4703 paragraph 4.b.).

Block 1. Ship Name / Hull Nunber: |nput the al pha-nuneric designator
for the ship worked, i.e. CG XX, DDG XX

Block 2. Availability Type / FY: Input the type of maintenance
availability and the fiscal year acconplished, i.e. SRA/ 2004, FMAV
2005.

Bl ock 3. Subject Title: |Input a brief description of the process, issue
or feedback being generated, i.e. corrosion control, contract scheduling
i ssues, Maintenance Team process i ssues.

Bl ock 4. Executing Authority: Input the nanme of the organization
i nvol ved.

Bl ock 5. Shipyard/ Repair Activity: Input the nane of the repair
activity.

Bl ock 6. Description of process success or problem |Input a brief
description of the process issue in question, i.e. late funding receipt,
contract change processing, availability scheduling.

Block 7. Inpact: |Input a brief description of the resultant inpact to
the process in question.

Bl ock 8. Recommended Action: |Input a brief description of the
recommrended corrective action that could correct the overall process
probl em

Bl ock 9. Prepared by: Input your nane.

Bl ock 10. Organization/Activity: |Input the nane of your parent
organi zation, activity or comrand.

12 Encl osure (9)
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Block 11. Date: Input the date of submttal

Bl ock 12. Phone nunber: |nput the phone nunber that would provide the
nmost success in contacting you

Bl ock 13. E-Mail Address: |Input the “E’ Mail address that woul d provide
t he nost success in contacting you.

Attachment (4) 13
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Availability Feedback Form
1. Ship Name/ Hull No: 2. Availability Type/ FY: 3. Subject Title:
USSXX /CG-XX SRA 2004 Requirements definition
4. Executing Authority: 5. Shipyard / Repair Activity:
XX Regional Maintenance Center “Wefix Ships Corporation”

6. Description of process successor problem:
Definization of work package did not occur |AW planned milestones dueto late work
identification. In particular, HM& E Main Propulsion Diesels and boiler repairs.

7. Impact:

L ate definition of the work package delayed award of contract CLIN by three weeks, which in
turn delayed procurement of materials, award of subcontractor Purchase Ordersand final
package planning and integration. This had a ripple effect through the execution phase.

8. Recommended Action:

Evaluate the process of identifying repairs associated with diesels and boilers. Include
reservationsfor historical typical repairsbased on an engineering analysis of Notional repairs.
Include diesel and boiler inspectorsin the work package preparation process.

9. Prepared By: 10. Organization / Activity: | 11. Date:

Joe Feedback XXRMC 29 January 2004
12. Phone Number: 13. E-Mail Address:

(757) 555-1234 jrfeedback @navy.mil

14
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Availability Feedback Form

1. Ship Name/ Hull No:

2. Availability Type/FY:

3. Subject Title:

4. Executing Authority:

5. Shipyard / Repair Activity:

6. Description of process successor problem:

7. Impact:

8. Recommended Action:

9. Prepared By:

10. Organization / Activity:

11. Date:

12. Phone Number :

13. E-Mail Address:

14
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STANDARD BARRI ER RANKI NG PROCESS

= The Standard Barrier Ranking Process is a subjective nunerica

nmet hodol ogy to evaluate and rank any identified barrier(s), which
coul d possi bly hinder the successful conpletion or inplenmentation of a
speci fic process.

= The Ranking Process may be utilized by any team (i.e. CFT, BRT or
Mai nt enance Team) when evaluating identified barriers, and is

i npl emrented by first establishing a barrier ranking team chaired by
the RMC O ass Team Leader and conprised of key Mintenance Project
Team nenbers. The exact conposition of the ranking team may be

determ ned by the Cl ass Team Leader and may vary depending on the type
and conplexity of the availability. The process involves the
foll ow ng steps:

o Each team nenber subjectively evaluates the individua
barriers in ternms of both an “lInpact “ and “Renova
Difficulty” ranking using a 1-10 nuneric scal e.

0 Individual team nenbers may di scuss and justify their
scores (if necessary) with the entire teamagreeing to an
overal | consensus rank for both scores.

o0 The actual barrier rank is calculated by utilizing an
equation of: |npact Score divided by the Renpbva
Difficulty Score.

0 The resultant score is then recorded and evaluated, with
those barriers having a higher score, theoretically having
a higher probability of success for its’ renpoval and
i npl emrentation of a resulting process change.

= Visually, the scores may be plotted on a 1-10 hori zontal and
vertical scale graph. The individual barrier Inpact and Renoval
Difficulty scores are then plotted on the grid, with those plotting in
the upper left quadrant being the ones nost |likely to have a
successful renoval

Attachnent (5) 15 ENCLOSURE (9)
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(1)

(2)

(3)

(4)

(5)

(6)
(7)
(8)
(9)

HOT WASH MEETI NG AGENDA TOPI CS

Pl acement Oversi ght
0o Mintenance Team Executi on
= Ship alteration execution
= On-tinme, on-cost review
0 Metrics (see attachment 3)

Package Preparation

o Planning Yard
* LAR Response
= Draw ng accuracy

o Milti-Ship Miulti-Option execution planning
* Proper work scope accuracy
= Estimate versus actual cost
*= Long lead tine materi al

Requi renent s
o Proper docunentation (including ECS, test nenos,
etc.)
0 On-tinme ILS certification
o Fundi ng

Proj ect Team
0o Quality of training
= Maintenance Team Trai ni ng
= | T Training
0o Team preparation for the availability
0 Preparation of Project Team for SH PVAI N process

Al t s/ Mbds

Pl anned al terati ons executed

M| estones vs. actual conpletion dates

On-tinme availability of material

Changes planned for install vs. changes actually
installed

O O0OO0oOo

Repeat Alterations
Wirk Integration
Barriers

Best Practices

16
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BREAKQUT TEAM REPORT

USS XX HULL# FY- XX AVAIL TYPE Availability Hot Wash
(Title of Breakout Team Task Assi gnnent)
G oup Leader- (Nane)

PURPOSE: Provide | earning points fromthe conpleted project that wll
allow future projects to run nore snoothly and achi eve conti nued

i nprovenent in cost, quality, and schedul e performance. It is

i mportant that all understand that there is no hidden agenda to pick
on failures or weak points, or to pat one another on the back.
Renenber, “Think Process.”

As we discuss itenms in this group, the desired outcone will be to
answer each the follow ng questions:

-What's the topic for inprovenent?

-What do we want to get fromthe discussion?
-\What are we going to do?

-Why are we going to do it?

-\Were/ how do we get it done?

TOPI CS FOR BREAKOUT SESSI ON DI SCUSSI ON:

l. Breakout G oup 1A (List as necessary)
A. Subj ect

. Breakout G oup 1B (List as necessary)
A. Subj ect

[11. Wat is the topic?:
= Brief description of issue
V. Wiat is the result we want?
= Bullet list of the desired outcones
V. What are we going to do?
= Bullet Iist of the reconmended corrective actions
VI. Wy are we going to do it?
= Bullet list of why the change is desired
VII. \Wiere/How will this be done?
= Bullet Iist of howthe actions will be inplenmented

Br eakout Team Leader: (Nane, Conmmand, Phone & Emmil)
CFT Process Oaner: (Nane, Conmand, Phone & Enail)

Attachnent (6) 17
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VB DATA TABLE
VBs (Date)
(Ship, Avail Dates)
Not s WBs are arranged chronol ogically by due date. Sequence nunbers are for
' reference purpose only and do not inply priority.
Nunber : What : Who: When:
Seq Enter the
Numnber ; A description of the action to be taken goes Name of the dat.e the
per son action is
. e. 1, here. .
responsi bl e to be
2, 3
conpl et ed

Attachnent (8) 18
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HOT WASH MEETI NG M NUTES

XX Regi onal Mai ntenance Center, Code “XXX’
D stribution

Subj ect: REPORT OF HOT WASH MEETI NG ( DATE AND YEAR OF MEETI NG

Encl :

FOR | NFORVATI ON AND FOLLOW UP

(1) Attendance Li st
(2) Breakout Team Reports —(Separate enclosure for each
topic):

Backgr ound:

Provide informati on on type of availability, |ocation and
schedul ed tine frane.

I dentify M ntenance Team nmenbers and representatives of

partici pati ng commands, which provided an availability overview
Provide a |list attendees using the enclosed roster. CQutline the
obj ective of the neeting and nmake recommendati ons that woul d

i nprove mai ntenance processes and practices for future

avai labilities.

Descri be the format and gui dance of the Hot Wash neeti ng.

Descri be the Breakout Team agendas, discussion, and
recommendati ons. Attach Breakout Team Report. The intent is that
the process owners will review themand if required hold foll ow
on di scussi ons.

. The m nutes shall contain suggestions for continuous i nprovenent

of SHI PMAI N processes.

Di scussi on at Meeti ng:

. The C ass Team Leader, shall open the neeting and rem nd al

present that the purpose of the neeting is to evaluate the
processes, practices and procedures for the availability with the
obj ective of inmproving themfor future availabilities. He should
note the planned format for the nmeeting, how to invol ve working
groups in framng issues, and how t he Hot Wash process is used to
find better ways for the Mii ntenance Teans to |earn from
conpleted availabilities. He nust stress that the purpose is to
eval uate the processes dispassionately and objectively, not to
rate or evaluate individuals’ or contractor’s performances.

. The Ship’'s Commanding O ficer is requested to provide his or her

openi ng remarks and provide the ship’ s overview of the
availability.

Attachnent (9) 19
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C. The O ass Team Leader is requested to provide a sumrary overvi ew

of the major work, key netrics, key personnel, key process
i ssues, and Mai nt enance Team conments.

Provide informati on on Additional |tens:

. The O ass Team Leader shall provide a listing of those

availability feedback issues that were subm tted but not

di scussed during the Hot Wash neeting. This shall include a
bri ef explanation of the standard ranking process used to
identify those key process issues.

. Action itens should be recorded on the WB form and i ncluded with

final mnutes. Follow up of action itens should be referenced in
the mnutes, as designated in business rules.

. The RMC Business Ofice will post the neeting minutes to the

desi gnated | ocation on the SH PMAIN web site.

. The Hot Wash report shall be forwarded for appropriate review and

follow up to designated points of contact, including neeting
attendees (mai ntenance tean), SH PMAIN CFT Process Omners and
Action Oficers, SH PMAIN Process Team and Metrics Team ship

cl ass points of contact, follow-on availability points of
contact, and RMC Commanders, waterfront officers, and others as
necessary. All attachnents shoul d be considered *working notes”
and interested parties and process participants shoul d contact
the responsi bl e group | eader for further explanation or detail

20
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HOT WASH MEETI NG ATTENDANCE LI ST

Subject Title Nanme/ Activity Phone Emai |

Attachnent (9) 21
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SHI P CLASS CATEGORY DI STRI BUTI ON LI STS

L-Ship Distribution

AFLCATRAGRUPAC PACNORWEST DET

CG | MEF
CG Il MEF
CG Il MEF

CHET NORFCOLK VA

CHET SAN DI EGO CA

CHET YOKCOSUKA JA

CMC WASHI NGTON DC
COVAFLOATRAGRU MAYPORT FL
COVAFLOATRAGRU NORFOLK VA
COVAFLOATRAGRUM DPAC PEARL
HARBOR HI
COVAFLCATRAGRUPAC SAN DI EGO
CA

COVAFLOATRAGRUVESTPAC
YOKOSUKA JA

COMFLTFORCOM NORFOLK VA
COMLANTFLT NCRFOLK VA
COMVARFORLANT

COMVARFORPAC

COWNAVAI RLANT NORFCOLK VA
COWMNAVAI RPAC SAN DI EGO CA
COWNAVAI RSYSCOM PATUXENT

Rl VER MD

COWNAVBEACHGRU ONE
COMWNAVBEACHGRU TWO
COMWNAVNETWARCOM NORFOLK VA
COMNAVSAFECEN NORFCOLK VA
COWNAVSEASYSCOM WASHI NGTON DC
COWMNAVSURFLANT NORFOLK VA
COMWNAVSURFOR SAN DI EGO CA
COMNAVSURFPAC SAN DI EGO CA
COVPACFLT PEARL HARBCOR HI
COVPHI BGRU ONE

22

COVPHI BGRU THREE

COVPH BGRU TWO
COMSECONDFLT

COMSEVENTHFLT
COVMSPAVARSYSCOM SAN DI EGO CA
COMTACGRU ONE

COMIHI RDFLT

CTF 51

ELEVENTH MEU

EWIGLANT NORFOLK VA
EWIGPAC SAN DI EGO CA

FI FTEENTH MEU

FTSCLANT NORFOLK VA

NAVSHI PYD AND | MF PUGET SOUND
DET BOSTON MA

NAVSHI PYD NORFOLK VA
NAVSURFWARCEN COASTSYSTA
PANAVA CI TY FL

PEO C41 AND SPACE SAN DI EGO
CA

PEO I W5 WASHI NGTON DC

PEO SH PS WASHI NGTON DC

PHI BGRU ONE

PH BGRU THREE

PH BGRU TWO

PRESI NSURV NORFOLK VA
SOQUTHWEST RMC SAN DI EGO CA
TH RTEENTH MEU SOC

THREE ONE MEU

T™WO FOUR MEU

TWO SI X MEU

TWO TWO MEU



COVNAVSURFORNOTE 4703
19 Aug 04

SHI P CLASS CATEGORY DI STRI BUTI ON LI STS (conti nued)

M Ship Distribution

CENNAVENG NEERI NG NORFOLK VA
CNO WASHI NGTON DC

COMCMDI V' ELEVEN

COMCMDI V. THREE ONE

COMCMRON ONE

COMCVRON THREE

COMCMRON TWO

COM NEWARCOM CORPUS CHRI STI TX
COMLANTFLT NCRFOLK VA

COMLOG WESTPAC
COMWNAVNETWARCOM NORFOLK VA
COWNAVSEASYSCOM WASHI NGTON DC
COMNAVSURFCGRU MED
COWMNAVSURFLANT NORFOLK VA
COMNAVSURFOR SAN DI EGO CA
COMNAVSURFPAC SAN DI EGO CA
COVREGSUPPCGRU | NGLESI DE TX
COMSERVFORSI XTHFLT SRU BAHRAI N
COMSPAVARSYSCOM SAN DI EGO CA
FTSCLANT DET | NGLESI DE TX
FTSCLANT NORFOLK VA

FTSCPAC DET YOKOSUKA JA

M NEWARTRACEN | NGLESI DE TX
NAVI CP MECHANI CSBURG PA
NAVSEALOGCEN MECHANI CSBURG PA
NAVSHI PREPFAC DET SASEBO JA
NAVSHI PYD AND | MF PUGET SOUND WA
NAVSHI PYD PUGET SOUND WA
NAVSURFWARCEN PANAVA CI TY FL
NAVSURFWARCEN SHI PSYSENGSTA PHI LADELPHI A
PA

PEO C41 AND SPACE SAN DI EGO CA
PEO LMW WASHI NGTON DC

PEO SH PS WASHI NGTON DC

PRESI NSURV NORFOLK VA
SERVSCOLCOM GREAT LAKES | L

SI MA NRVF | NGLESI DE TX

SOQUTH CENTRAL RMC | NGLESI DE TX
SOUTHWEST RMC SAN DI EGO CA
SUPSHI P JACKSONVI LLE DET | NGLESI DE TX
SWOSCOLCOM NEWPORT RI
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SHI P CLASS CATEGORY DI STRI BUTI ON LI STS (conti nued)

Combat ant Ship Distribution

AEG S BVMD WASHI NGTON DC
AFLSC NORFOLK VA

CBTDI RSYSACT DAM NECK VA
CHET EVERETT WA

CHET MAYPORT FL

CHET NORFCOLK VA

CHET PASCAGOULA MS

CHET PEARL HARBOR HI

CHET SAN DI EGO CA

CHET YOKCOSUKA JA

CNO WASHI NGTON DC
COVAFLOATRAGRU NORFOLK VA
COMCARGRU EI GHT

COMCARGRU FI VE

COMCARGRU SEVEN

COMCARGRU SI X

COMCARGRU THREE

COMCARGRU TWO
COMCRUDESGRU ElI GHT
COMCRUDESGRU THREE
COMCRUDESGRU TVEELVE
COMCRUDESGRU TWO
COVDESRON FOURTEEN
COVDESRON NI NE

COVDESRON SEVEN

COVDESRON THREE ONE
COMFLTFORCOM NORFOLK VA
COMLANTFLT NCRFOLK VA
COMWNAVNETWARCOM NORFOLK VA
COMNAVSAFECEN NORFCOLK VA
COWNAVSEASYSCOM WASHI NGTON DC
COMNAVSURFGRU M DPAC
COMNAVSURFCRU PACNORWEST
COMNAVSURFLANT NORFOLK VA
COMNAVSURFPAC SAN DI EGO CA
COMNAVSURFPAC SAN DI EGO CA
COVPACFLT PEARL HARBCOR HI
COVPHI BRON SEVEN
COMSECONDFLT

COMSEVENTHFLT
COVMSPAVARSYSCOM SAN DI EGO CA
COMIHI RDFLT

COMUSFLTFORCOM NORFOLK VA
DSCC COLUMBUS OH

FLETRACEN NORFOLK VA
FTSCLANT DET | NGLESI DE TX

FTSCLANT DET MAYPORT FL
FTSCLANT DET NAPLES IT
FTSCLANT NORFOLK VA

FTSCPAC DET EVERETT WA
FTSCPAC DET PEARL HARBOR HI
FTSCPAC SAN DI EGO CA

HAWAI | RMC PEARL HARBOR HI
M DLANT RMC NCORFOLK VA

NAVI CP MECHANI CSBURG PA
NAVMEDI ACEN FSD NCORFOLK VA
NAVSHI PYD AND | MF PEARL
HARBOR HI

NAVSHI PYD AND | MF PUGET SOUND
WA

NAVSHI PYD NORFOLK VA

NAVSHI PYD PORTSMOUTH NH
NAVSURFWARCEN PHDI V VI RG NI A
BEACH VA

NAVSURFWARCEN PORT HUENEME
DET SAN DI EGO CA
NAVSURFWARCEN PORT HUENEME
DV DET LQOU SVI LLE KY
NAVSURFWARCEN SHI PSYSENGSTA
PH LADELPHI A PA
NAVSURFWARCENDI V. CRANE | N
NAVSURFWARCENDI V. DAHLGREN VA
NAVSURFWARCENDI V' PORT HUENEME
CA

NRL WASHI NGTON DC

PEO C41 AND SPACE SAN DI EGO
CA

PEO I W6 WASHI NGTON DC

PEO SHI PS WASHI NGTON DC
SERVSCOLCOM GREAT LAKES | L
SOQUTHEAST RMC MAYPORT FL
SOQUTHWEST RMC SAN DI EGO CA
SPAWARSYSCEN CHARLESTON SC
SPAWARSYSCEN SAN DI EGO CA
SUPSH P BATH ME

SUPSHI P GROTON CT

SUPSHI P GULF COAST Ms
SUPSHI P JACKSONVI LLE FL
SUPSH P NEWPORT NEWS VA
SUPSHI P PORTSMOUTH VA
SUPSHI P PUCET SOUND WA
SUPSHI P SAN DI EGO CA
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SHI P CLASS CATEGORY DI STRI BUTI ON LI STS (conti nued)
Auxiliary Ship Distribution

CNO WASHI NGTON DC
COVAFLOATRAGRU NORFOLK VA
COMVENTSTRKGRU

COMFLTFORCOM NORFOLK VA
COMLANTFLT NCRFOLK VA
COVLOGRON TWO
COWNAVSEASYSCOM WASHI NGTON DC
COMNAVSURFCRU PACNORWEST
COMNAVSURFLANT NORFOLK VA
COMNAVSURFOR SAN DI EGO CA
COVPACFLT PEARL HARBCOR HI
COVPH BGRU TWO
COVMSPAVARSYSCOM SAN DI EGO CA
COMUSFLTFORCOM NORFOLK VA
FLETRACEN NORFOLK VA

FTSCLANT DET MAYPORT FL
FTSCLANT DET NAPLES IT
FTSCLANT DET NEW LONDON CT
FTSCLANT NORFOLK VA

FTSCPAC SAN DI EGO CA

M DLANT RMC NCRFOLK VA

NAVI CP MECHANI CSBURG PA
NAVPERSDEVCOM NCORFOLK VA
NAVSHI PYD AND | MF PUGET SOUND WA
NAVSHI PYD NORFOLK VA
NAVSURFWARCEN PORT HUENEME DIV DET
LOU SVI LLE KY

NAVSURFWARCEN SHI PSYSENGSTA
PH LADELPHI A PA
NAVSURFWARCENDI V. CRANE | N
NAVSURFWARCENDI V. DAHLGREN VA
NAVSURFWARCENDI V PORT HUENEME CA
NORWESTREGVAI NTCOORD BREMERTON WA
PEO I W5 WASHI NGTON DC

PEO SH PS WASHI NGTON DC

PRESI NSURV NORFOLK VA
SERVSCOLCOM GREAT LAKES | L

SI MA NORFCLK VA

SOQUTHWEST RMC SAN DI EGO CA
SPAWARSYSCEN CHARLESTON SC
SPAWARSYSCEN SAN DI EGO CA
SUPSHI P NEWPORT NEWS VA
SUPSHI P PORTSMOUTH VA

SUPSHI P PUCET SOUND WA

SUPSHI P SAN DI EGO CA
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Port Loadi ng Busi ness Rul es

1. Purpose. To pronulgate process guidelines for mnimzing prem um
costs incurred due to non-optim zed port |oading for ship maintenance.
The process is guided by operational and mai nt enance schedul e
docunent ati on and port loading nmetrics that reflect the expected
prem um costs for inplenmenting a particular plan or port | oading
scenario. A significant devel opnent inplenented via this set of
business rules is the use of a workflow nodeling tool, which is used
for quantitative anal yses of potential workload scenarios. These

busi ness rules affect Type Commanders (TYCOWVs), Fleets, Regiona

Mai nt enance Centers, and Naval Sea Systens Conmmand ( NAVSEA 04).

2. Background. Until recently, the processes for scheduling ship

mai nt enance has depended upon nothing nore than an intuitive
under st andi ng of the prem um costs incurred or savings gai ned when
assessing and nodi fying port |oading. Under this forner process, CNO
availabilities were scheduled to conmply with OPNAV N43 requirenents
and then nodified to satisfy operational requirenments within the
constraints of available funding. Port resources (workforce and
facilities) were considered, but in a very subjective manner. These
deci sions were made by the TYCOVMs with assistance fromthe Fl eet
Commander’s staff (FLTCOM s) and NAVSEA 04. The schedul e was entered
into FMPM S and, upon approval by OPNAV N43, becane the program of
record. The primary tools applied in the assessment of these
schedul es were workl oad charts, produced by NAVSEA 04. These charts,
simlar to the Wrkload And Resource Report (WARR) used by the Nava
Shi pyards, provide a notional “nmen per day” of effort required to
execute the given schedule. Schedulers at the TYCOVs and Fl eets woul d
attenpt to smooth the port |oading based on the hypothesis that a fl at
wor kl oad woul d be | ess expensive to execute. Because there was no way
to quantify the effects of non-optimal port |oading, proposed

devi ations fromthe “baseline” port |oading scenario could not be
effectively judged as being nore or |ess expensive. Conmander, Naval
Surface Force (CNSF) initiated an anal ysis of the influence of

wor kf | ow del i very patterns on productivity and the man-day rate for
depot | evel mmintenance in the San Diego area and subsequently for the
Norfol k area. The analysis was conducted during May and June 2002 to
devel op a quantitative conputer nodel that reacts in a manner simlar
to the San Diego or Norfolk private shipyards when a given workload is
assigned. The nodels resulting fromthese efforts provide significant
insight into the effects of port |oading fluctuations. Studies

associ ated with SH PMAI N have estimated that premuns resulting from
“non-ideal” port |oading conprise up to 40% of the total prem uns
pai d. Because of this, proper consideration of the inpact of port
loading is critical to the proper fiscal managenment of the ship

mai nt enance enterprise.

3. Definitions. Definitions to support workl oad optim zation are
provi ded bel ow.

a. Premum Any additional cost for maintenance planni ng and/ or
execution over and above what it would have cost if it was planned and
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executed under ideal conditions. |In the case of Port Loading, idea
conditions would be a constant workl oad with constant work for all
activities and all work fully planned at time of execution.

b. Wrk Load: A static projection of the average “nmen per day”
required to acconplish the anmount of expected work. This is the
primary input variable to the Port Loadi ng nodel .

c. Port Loading: A dynamc output of the Port Loadi ng Mdel
denmonstrating the average “nmen per day” required to acconplish the
anmount of Work Load proposed for the port.

d. FWPM S: The Fl eet Mddernization Program Managenent | nformation
Systemis the Navy's official database of schedul ed CNO availabilities
and programed noderni zation

4. Business Rul es.

a. Type Conmmander (TYCOM Responsibilities: The TYCOM proposes a
long-term (i.e., that required to cover the nmaintenance requirenents
for each of the years in the current POV schedule for CNO
availabilities based on OPNAV N43 requirenents and depl oynent

schedul es. I n devel oping the schedule, the TYCOM nust consi der
infrastructure limtations including dry-dock schedul es and avail abl e
wor kforce. In addition, the TYCOMs proposed schedule will reflect

fundi ng considerations such as Fiscal Year boundaries, current and
future year predicted controls, and funding limtations. The goal of
this effort is to produce a long-term schedule that satisfies all the
technical requirenents while providing the best opportunity to
mninmze prem uns associated with port loading. It mnmust be noted that
even if the TYCOM schedul er produces a schedule that |evel |oads the
port, individual contractors or maintenance providers m ght not be
ideally | oaded. The TYCOM schedul er nust work within the constraints
of operational schedule requirenents, as well as notional OPNAV N43
availability intervals and durations. The schedul er nay use a version
of the workflow nodel tailored to each port in order to evaluate
various availability schedul es or scenarios to mnimze predicted
prem uns while staying within the boundary conditions previously
noted. The TYCOMis responsible for entering the proposed schedul e
into FMPM S so that RVAI'S and NVD can be updated to accurately reflect
t he current schedul e.

b. NAVSEA 04 Responsibilities. NAVSEA 04 is responsible for
assessnment of expected availability performance and industrial base
variables. In this case, expected availability perfornmnce neans
produci ng the notional workload curve, (or phasing of nman-days) for a
specific type of availability. These curves are based upon historical
performance reported to NAVSEA 04 by the SUPSH Ps or RMCs. |Industrial
base vari abl es include assessnents of baseline workforce in a
particul ar port, man-day rates charged in the port, observed overtinme
usage, and other factors. This data is provided to the Fleet
Commander’s staff and TYCOM s staff as requested for application in
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the workfl ow nodel. NAVSEA 04 reviews proposed schedul e changes in
FMPM S. The approved schedul es are conmbined with the notional phasing
to produce a notional workload chart for a given port. This workl oad
chart and data is provided to FLTCOMs and RMC s as in input to the
port loading nodel. It should also be noted that while nmany

organi zati ons may be engaged in the consideration of different
wor kl oad scenarios, SEA 04 has a unique responsibility to maintain the
of ficial Navy plan of record for ship depot maintenance, and is
frequently called upon to brief OPNAV and Congressional staffs on

i ndustrial base and workl oad i ssues. As such, it is inportant for al
organi zations to maintain clear and open dial ogue with SEA 04 on any
proposed wor kl oad changes or alternative scenarios bei ng consi der ed.

c. Fleet Commander Responsibilities. The Fleet Conmander’s staff
is responsible for assessing and approvi ng/ di sapprovi ng proposed

changes to the mai ntenance schedul e as proposed by the TYCOMs. In
assessing the schedul ed availability dates, the Fleets are verifying
that the TYCOM has adhered to nost current guidance. |If there is a

deviation, the Fleets insure that a valid reason (i.e. energent
repairs, operational changes, etc.) have been docunented in FMPM S
with the proposed change. |If the deviation is not supportable, Fleet
wi |l not authorize the schedul e change. |In assessing the schedule
relative to funding, the Fleets are verifying that the proposed change
can be executed financially. |If there are insufficient funds, but the
change is desired, the Fleet Conmander’s staff will coordinate with
OPNAV N43 and the TYCOM to obtain necessary resources or devel op an
alternative solution. As proposed schedul e changes are accunul at ed,
the Fleets wll request a workload chart from NAVSEA 04 for the port

of interest. The Fleet N3 will task the respective RMC to performa
Port Loadi ng assessnent and report the results to Fleet and the
respective TYCOM

d. Regional Mintenance Center Responsibilities. The RMC will
focus on the short-term schedule (i.e., the year of execution and the
followi ng year) rather than the | ong-term schedule. The focus of the
RMC differs fromthat of the TYCOM schedul er because the RMC wi ||
general ly have nore detail ed know edge of the near-term workl oad and
other conditions in the port. The RMC will maintain an up-to-date
wor kl oad forecast that covers the current year of execution plus the
followng fiscal year, at a mninmum The RMC Conmmander shoul d direct
eval uations of this workload on a periodic basis. The focus of these
eval uati ons nust include analysis of the inpacts of within scope
growt h, new work, contractor performance, unplanned schedul e
ext ensi ons, adverse weather or other Acts of God and their inpact on
schedul es, etc. This analysis is critical, as it presents the only
opportunity to take proactive neasures to conpensate for deviations
bet ween plan and actual execution. When schedul e changes are
proposed, the RMC will input the workload chart that reflects the
current schedul e, run the nodel and evaluate the results. Conpare the
current vs. proposed schedule to determine if the changes produce an
acceptabl e prem um based on the current entitlenent.

If it is acceptable and the proposed schedule is within the
constraints of paragraphs b. and c. above, then the Fleet will approve
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the changes in FMPMS. If the premumis not acceptable, coordination
with TYCOVMs and NAVSEA 04 is required to nodify the proposed changes
and repeat the assessnent process. The ability to regulate

schedul i ng of the Continuous Mi ntenance workl oad is one of the
primary mtigation tools at the disposal of the RMC Commander
Tailoring the CM workload in response to actual port conditions
(rather than executing as a constant man-day workl oad | oad) represents
an opportunity to further mnimze prem um paynents. Evaluation of

t he RMC wor kl oad shoul d i ncl ude an analysis of options relative to CM
scheduling. The current Port Loading prem um nodel views only the
overal | port workl oad. | an ideal situation, each contractor and each
trade skill will be Ievel |oaded. The RMC shall attenpt to |level |oad
critical trades throughout the port. The organic capabilities of the
RMC Production Departnent represent another tool at the disposal of
the RMC Commander. Consi deration should be given to maxim zing the
enpl oynment of the RMC Production Departmnent during port workload peaks
(i ncluding judicious use of overtine). During periods of scarce
wor kl oad, RMC organic capabilities (particularly mlitary workforce)
could be pulled fromthe waterfront and schedul ed for acconpli shnent

of mlitary training or other activities that are requirenents, but do
not acconplish ship maintenance. This would have the effect of
transferring nore work to the private sector, and preventing costs
associated with laying off and then rehiring skilled workers.

5. Metric reporting. Each RMC will be responsible for reporting port
| oadi ng prem uns, in accordance with the Port Loading Metric. The
metric currently consists of only a “planned premuni, which is the
prem um proj ected by the nodel when the planned workl oad is conpared
to a level, average workload. Since the “planned prem uni data wll
only change when the planned workl oad changes, it need only be
reported each cal endar quarter, or in any nonth in which the planned
workl oad in a future nonth changes by 10% or nore.
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