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R 162306Z APR 04 

FM COMNAVSURFOR SAN DIEGO CA//N00//

TO ALNAVSURFOR

SOUTHWEST RMC SAN DIEGO CA//00/40/200/300//

SOUTHEAST RMC MAYPORT FL//00/40//

MIDLANT RMC NORFOLK VA//00/40//

SOUTH CENTRAL RMC INGLESIDE TX//00/40//

INFO COMFLTFORCOM NORFOLK VA//43//

COMPACFLT PEARL HARBOR HI//43//

COMCARGRU FIVE SURFMO YOKOSUKA JA//JJJ//

SURFMO SASEBO JA//JJJ//

NAVSHIPYD AND IMF PEARL HARBOR HI//JJJ//

NAVSHIPYD AND IMF PUGET SOUND WA//JJJ//

NAVSHIPYD NORFOLK VA//JJJ//

NAVSHIPYD NORFOLK VA//JJJ//

COMNAVSURFPAC SAN DIEGO CA//N43/N434//

COMNAVAIRPAC SAN DIEGO CA//N43/N434//

PEO SHIPS

PEO CARRIERS

NAVSEA//00/02/04/05//

COMNAVSURFOR SAN DIEGO CA//N00//

BT

UNCLAS  //N04700//

THIS IS AN UNNUMBERED ALNAVSURFOR

MSGID/GENADMIN/COMNAVSURFOR//

SUBJ/SHIPMAIN GRAM 4//

REF/A/DOC/COMNAVSURFOR/26JAN2004//

REF/B/DOC/COMNAVSURFOR/09MAR2004//

NARR/REF A COMNAVSURFOR NOTICE 4703, SURFACE SHIP MAINTENANCE

PLACEMENT AND OVERSIGHT BUSINESS RULES. REF B COMNAVSURFOR

NOTICE SURFACE SHIP MAINTENANCE PLACEMENT AND OVERSIGHT BUSINESS

RULES ADDENDUM 1.//

POC/XXXXXXXX/CAPT/CNSL N43/TEL: 757-836-3486/DSN: 836/

XXXXXXX@CNSL.SPEAR.NAVY.MIL//

POC/XXXXXXXX/CIV/CNSP N43A/TEL: 619-437-3265/DSN: 577/

EMAIL: XXXXXXXX@NAVY.MIL//

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

PROVIDING INFORMATION REGARDING THE CHANGES IN SURFACE SHIP

MAINTENANCE PROCESSES RESULTING FROM SHIPMAIN.

2. REFS A AND B PROVIDE INFORMATION AND DIRECTION FOR SURFACE SHIP

MAINTENANCE TEAMS, REGIONAL MAINTENANCE CENTERS AND TYCOMS FOR SHIP

MAINTENANCE PLACEMENT AND OVERSIGHT PROCESSES.  PLACEMENT AND

OVERSIGHT INCLUDES THE DEVELOPMENT OF MAINTENANCE TEAM MAINTENANCE

AND MODERNIZATION BUSINESS PLANS (MMBP), THE DEVELOPMENT AND AWARD

OF SHIP MAINTENANCE CONTRACTS, THE MODIFICATION OF THESE CONTRACTS

DURING EXECUTION AND THE ASSOCIATED FINANCIAL BUSINESS RULES REQUIRED

TO CONVERT MAINTENANCE AND MODERNIZATION REQUIREMENTS INTO COMPLETED

MAINTENANCE AND MODERNIZATION ACTIONS.  PLACEMENT AND OVERSIGHT IS

THE FOCUS OF SHIPMAIN CROSS-FUNCTIONAL TEAM THREE (CFT-3) LED BY RDML

HUGEL AND RDML LEFEVER.  WHILE THE ACTUAL WRENCH-TURNING,

STEEL-WELDING, CABLE-PULLING PRODUCTION PROCESSES OF SHIP MAINTENANCE

ARE NOT WITHIN THE SCOPE OF SHIPMAIN, MANY OF THE CFT-3 PLACEMENT AND

OVERSIGHT PROCESSES AND METRICS DESCRIBED IN REFS A AND B OVERLAP THE

ACTUAL PRODUCTION OR EXECUTION PHASE OF SHIP MAINTENANCE.  IT IS

DURING THIS PHASE OF THE MAINTENANCE PROCESS THAT THE SAVINGS

ASSOCIATED WITH MANY OF THE SHIPMAIN ENTITLED PROCESSES DEVELOPED BY

CFTS 1-4 ARE MEASURED AND REALIZED.  IT IS CRITICAL THAT MAINTENANCE

TEAMS AND THOSE WHO SUPPORT MAINTENANCE TEAMS READ, UNDERSTAND AND

FUNCTION IAW REFS A AND B.

3.  THE FOLLOWING IS A SUMMARY OF IMPORTANT CONCEPTS CONTAINED IN

REFS A AND B:

  A. LATE WORK PREMIUMS - ONE OF THE MOST IMPORTANT CONCEPTS IN THE

SHIPMAIN INITIATIVE IS THE ELIMINATION OF THE PAYMENT OF UNNECESSARY

MAINTENANCE PREMIUMS.  A MAINTENANCE PREMIUM IS DEFINED AS ANY

ADDITIONAL COST FOR MAINTENANCE (OR MODERNIZATION) OVER AND ABOVE THE

COST THAT WOULD HAVE BEEN PAID IF PLANNED AND EXECUTED UNDER IDEAL

CONDITIONS. ALTHOUGH THERE ARE NUMEROUS CAUSES FOR MAINTENANCE

PREMIUMS, ONE OF THE MOST COMMON AND PROBLEMATIC PREMIUMS IS THE

EXTRA COST ASSOCIATED WITH ADDING WORK TO A MAINTENANCE AVAILABILITY

WITHOUT PROVIDING THE EXECUTING ACTIVITY SUFFICIENT TIME TO

EFFICIENTLY PLAN, SCHEDULE AND EXECUTE THE WORK. THE RESPONSIBILITY

FOR THE ELIMINATION OR REDUCTION OF LATE WORK PREMIUMS RESTS SQUARELY

ON THE SHOULDERS OF THE MAINTENANCE TEAMS AND ALL THOSE INDIVIDUALS

WHO SUPPORT MAINTENANCE TEAMS. REF A DESCRIBES THE METRICS

THAT ARE USED TO MEASURE PREMIUMS ASSOCIATED WITH LATE WORK AND THE

STRATEGIES USED TO REDUCE THESE PREMIUMS.  THESE STRATEGIES INCLUDE

EMPOWERING MAINTENANCE TEAMS TO DEFER GROWTH, NEW WORK AND IMMATURE

MODERNIZATION ITEMS INTO FOLLOW-ON MAINTENANCE PERIODS WHEN A

BUSINESS CASE ANALYSIS (BCA) INDICATES THIS IS THE APPROPRIATE

COURSE OF ACTION.

  B.  MAINTENANCE AND MODERNIZATION BUSINESS PLAN (MMBP)- IT IS

RECOGNIZED THAT IN ORDER FOR EACH MAINTENANCE TEAM TO MOST

EFFICIENTLY SCREEN MAINTENANCE TO THE APPROPRIATE AVAILABILITY DURING

THE FISCAL YEAR, IT IS CRITICAL FOR THE MAINTENANCE TEAM TO HAVE A

STABLE, CLEARLY DEFINED BUDGET. THE MMBP DESCRIBED IN REFS A AND B

PROVIDES THE STRUCTURE AND FORMAT FOR THE MAINTENANCE TEAMS, REGIONAL

MAINTENANCE COMMANDERS, AND TYCOMS TO USE IN DEVELOPING CLEARLY

DEFINED MAINTENANCE AND MODERNIZATION BUDGETS FOR EACH SHIP IN THE

FORCE.  ALL RMCS HAVE BEEN PROVIDED FY-05 CNSF MAINTENANCE POLICY

AND NOTIONAL FUNDING CONTROLS FOR EACH SHIP IN THE FORCE.

MAINTENANCE TEAMS AND RMCS SHOULD BE IN THE PROCESS OF MAKING ANY

REQUIRED ADJUSTMENTS TO NOTIONAL CONTROLS BEFORE FINAL MMBPS ARE

APPROVED IN LATE SPRING / EARLY SUMMER 2004. REF A PROVIDES BUSINESS

RULES WHICH ALLOW THE MT TO SHIFT FUNDING CONTROLS ESTABLISHED IN THE

MMBP BETWEEN CNO AVAILABILITY BUDGETS AND CONTINUOUS MAINTENANCE (CM)

BUDGETS IN ORDER TO MOST EFFICIENTLY ACCOMPLISH MAINTENANCE AND

MODERNIZATION.

  C. FIRM FIXED PRICE (FFP) CONTRACTS - THE SHIPMAIN ENTITLED PROCESS

INCLUDES THE USE OF MULTI-SHIP / MULTI-OPTION CONTRACTS FOR ALL

SURFACE SHIP CLASSES IN ALL PORTS.  WE ARE CURRENTLY IN A TRANSITION

PERIOD WHERE SOME SHIP MAINTENANCE CONTINUES TO BE ACCOMPLISHED USING

FIRM FIXED PRICE CONTRACTS.  SUPPLEMENTAL GUIDANCE FOR MINIMIZING

MAINTENANCE PREMIUMS IN FFP CONTRACTS IS PROVIDED IN REF A.  THIS

GUIDANCE INCLUDES THE CONCEPT OF INCLUDING WELL DEFINED OPTION ITEMS

IN FFP SOLICITATIONS AND EXERCISING THESE OPTION ITEMS IN A TIMELY

FASHION ONCE THE CONTRACT IS AWARDED.

  D.  PLACEMENT AND OVERSIGHT METRICS - THE CONCEPT OF THE SHIPMAIN

INITIATIVE IS TO DEVELOP, IMPLEMENT AND EVALUATE PROCESS CHANGES

USING A SUITE OF METRICS TO GAUGE RESULTS AND TO MAKE "COURSE AND

SPEED ADJUSTMENTS".  WE'VE PUT THE RUDDER OVER AND WE'RE PROCEEDING

TO STATION.  THE METRICS WE'VE DEVELOPED TO MAKE COURSE AND SPEED

ADJUSTMENTS AS WE PROCEED TO STATION IN PLACEMENT AND OVERSIGHT ARE

DISCUSSED IN REF A AND INCLUDE:

(1) CONTRACT AWARD ON TIME DELIVERY - LATE AWARD OF MAINTENANCE

CONTRACTS CONTRIBUTES TO MAINTENANCE PREMIUMS.  FOR CNO

AVAILABILITIES, CONTRACTS ARE TO BE AWARDED (DEFINITIZED) 30 DAYS

BEFORE THE AVAILABILITY IS SCHEDULED TO START (A-30).

(2) CONTRACT PROPOSAL AND EVALUATION CYCLE TIME - THE TOTAL TIME

REQUIRED FOR A CONTRACTOR TO PREPARE A PROPOSAL PLUS THE TIME

REQUIRED FOR THE RMC TO EVALUATE THE PROPOSAL AND AWARD THE CONTRACT.

THIS CYCLE TIME DRIVES THE CONTRACT AWARD ON TIME DELIVERY THAT IN

TURN DRIVES MAINTENANCE PREMIUMS RESULTING FROM GROWTH AND NEW WORK

ADDITIONS.

(3) CONTRACT MODIFICATION CYCLE TIME - WHEN CHANGES TO THE CONTRACT

ARE REQUIRED AFTER AWARD (DUE TO THE IDENTIFICATION OF GROWTH OR NEW

WORK WHICH MUST BE ACCOMPLISHED IN THE AVAILABILITY) THE TIME

REQUIRED TO PROCESS THESE CONTRACT CHANGES CAN DRIVE MAINTENANCE

PREMIUMS.

(4) ON TIME AVAILABILITY COMPLETION - WHILE COST EFFICIENCY IS THE

PRIMARY FOCUS OF SHIPMAIN, THE FLEET RESPONSE PLAN (FRP) REQUIRES

MAINTENANCE TO BE PERFORMED IN A WAY THAT INCREASES THE

RESPONSIVENESS OF THE SURFACE FORCE. "CLEAN AVAILABILITY

COMPLETIONS" THAT LEAVE SHIPS IN A MATERIAL CONDITION THAT WILL

SUPPORT IMMEDIATE TRANSITION FROM MAINTENANCE TO TRAINING.  THIS

METRIC CAPTURES THE PERCENTAGE OF CNO AVAILABILITIES THAT COMPLETE ON

OR BEFORE THEIR ORIGINAL CNO AVAILABILITY END DATE AND IS AN

INDICATOR OF RESPONSIVENESS OF THE MAINTENANCE PROCESS.

(5) AVAILABILITY CHURN - THIS METRIC CAPTURES THE TOTAL AMOUNT OF

GROWTH OR NEW WORK ADDED (OR DELETED) IN A CNO AVAILABILITY AND THE

PREMIUMS ASSOCIATED WITH THESE CHANGES AS A PERCENTAGE OF THE

CONTRACT VALUE AT AWARD. 

(6) LATE WORK PREMIUM - THE CUMULATIVE

DOLLAR VALUE OF LATE WORK PREMIUMS PAID FOR EACH FISCAL YEAR FOR ALL

SURFACE SHIP AVAILABILITIES IS THE "CENTER-LINE GYRO REPEATER" METRIC

OF THE PLACEMENT AND OVERSIGHT BRIDGE PLOT METRIC SUITE. THIS METRIC

USES AN ALGORITHM TO CALCULATE A REPRESENTATIVE LATE WORK PREMIUM

FOR ALL LATE WORK (GROWTH AND NEW WORK) AUTHORIZED AFTER CONTRACT

AWARD.  THE LATER THE WORK IS AUTHORIZED DURING THE PERIOD FROM

CONTRACT AWARD TO AVAILABILITY COMPLETION, THE HIGHER THE LATE WORK

PREMIUM ASSOCIATED WITH THE LATE WORK.  THE EXACT DOLLAR VALUE OF THE

PREMIUM TRACKED BY THIS METRIC IS NOT PRECISELY GATHERED FROM ACTUAL

COST RETURN DATA; RATHER, THE PREMIUM IS ESTIMATED IN ORDER TO

PROVIDE VISIBILITY TO THE OVERALL EFFECTIVENESS OF THE PROCESS

CHANGES WE ARE WORKING ON TO REDUCE LATE WORK AND THE PREMIUMS

ASSOCIATED WITH LATE WORK.  WHILE TRADITIONAL ACCOUNTING PRACTICES IN

OUR GOVERNMENT AND SHIP REPAIR CONTRACTOR MANAGEMENT SYSTEMS ARE NOT

CAPABLE OF ACTUALLY MEASURING THE PRECISE VALUE OF LATE WORK

PREMIUMS, THIS METRIC PROVIDES A UNIFORM, STANDARDIZED APPROACH TO

MEASURE THE AMOUNT OF, AND THE RELATIVE "LATENESS" OF GROWTH AND NEW

WORK.  OUR GOAL IS TO MINIMIZE THIS LATE WORK IN ORDER TO MINIMIZE

THE ASSOCIATED PREMIUMS PAID.

4.  AS WE ALL WORK TOGETHER TO IMPROVE THE EFFICIENCY AND THE

RESPONSIVENESS OF SHIP MAINTENANCE PROCESSES, I WILL KEEP YOU

INFORMED OF OUR PROGRESS VIA THESE SHIPMAIN GRAMS. I KNOW THIS IS

HARD WORK, IF IT WAS EASY, SOMEONE WOULD HAVE ALREADY DONE IT YEARS

AGO. WE ARE ON COURSE, ON PIM.   WE ARE MAKING PROGRESS, WE ARE

SEEING RESULTS, AND YOU ARE ALL MAKING A DIFFERENCE.

5.  KEEP SMILING, VADM LAFLEUR.//

BT

