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RMKS/1.  OVER THE PAST 18 MONTHS, A LARGE AMOUNT OF INFORMATION HAS

BEEN PROVIDED TO THE FORCE DETAILING CHANGES IN SHIP MAINTENANCE

PROCESSES WHICH ARE AT THE HEART OF SHIPMAIN.  THIS MESSAGE

DISCUSSES HOW THESE CHANGES ARE REVOLUTIONIZING MAINTENANCE.  BY

IDENTIFYING AND ELIMINATING BARRIERS TO EFFICIENT MAINTENANCE

PRACTICES, EMPOWERING SHIPS' MAINTENANCE TEAMS (MT'S), AND USING

METRICS TO DRIVE BUSINESS DECISIONS, WE HAVE SUCCESSFULLY EMBARKED

ON A MISSION THAT WILL REDUCE THE COST OF EXECUTING FORCE

MAINTENANCE WHILE SIMULTANEOUSLY IMPROVING TIMELINESS.

2.  WITH VERY FEW EXCEPTIONS, THE MT'S ARE UP AND RUNNING.  TRAINING

HAS BEEN ACCOMPLISHED, PBFM'S ARE ROUTINE SCHEDULED EVENTS, AND

EFFECTIVE, EFFICIENT DECISIONS ARE BEING MADE.  MT'S ARE USING

BUSINESS CASE ANALYSIS AS A DETERMINATION FOR MAINTENANCE ACTIONS,

MAKING CAREFUL JUDGMENT ON THE COST, RISK AND BENEFIT FACTORS WHILE

DECIDING WHEN CERTAIN WORK WILL BE DONE, WHICH ACTIVITY WILL PERFORM

IT, AND AT WHAT PRICE.  NO LONGER IS THERE A SINGULAR ARGUMENT THAT

DEFICIENT EQUIPMENT REQUIRES IMMEDIATE REPAIR, NO MATTER THE COST.

THE UNDERLYING THEME WE ARE SEEKING TO ACHIEVE IS "THE RIGHT

MATERIAL READINESS AT THE RIGHT COST."

3.  IMPLEMENTING CHANGES AS SWEEPING AS THOSE BEING LAUNCHED BY

SHIPMAIN REQUIRES COMMITMENT AT EVERY LEVEL OF THE CHAIN OF COMMAND.

WHILE OFTEN CHALLENGING, THE OBJECTIVES ARE DEFINITELY ACHIEVABLE.

PROGRESS IS EVIDENT MONTH TO MONTH.  WE SEE THAT IN THE METRICS.

FOLLOWING ARE SEVERAL SPECIFIC EXAMPLES OF ACTIONS TAKEN BY MT'S TO

MORE EFFICIENTLY MANAGE THEIR SHIP'S MAINTENANCE PROJECTS:

A.  ON A RECENT WEEKEND IN SAN DIEGO, USS STETHEM EXPERIENCED A

FIREMAIN LEAK THAT REQUIRED SECURING THE FORWARD FIREMAIN LOOP.

RATHER THAN PUSHING FOR WEEKEND OVERTIME WORK BY A CONTRACTOR THAT

WOULD HAVE INCURRED LARGE PREMIUM PAYMENTS, THE CO ASSESSED THE

OTHER OPTIONS AVAILABLE AND THE ASSOCIATED RISK.  THE DECISION WAS

MADE TO ASSIGN ADDITIONAL WATCHES TO THE AFFECTED AREAS AND SCHEDULE

THE REPAIR ACTION AT A MORE COST-EFFECTIVE TIME.

B.  USS OBANNON'S MT DETERMINED THAT NOT MOVING THE SHIP DURING

THE LAST TWO WEEKS OF AN AVAILABILITY, AS ORIGINALLY SCHEDULED, TO

CONDUCT DAVIT AND PADEYE WEIGHT TESTING WOULD HAVE NO IMPACT ON THE

SHIP OR ON SEA TRIALS.  TESTING COULD BE ACCOMPLISHED UPON RETURN TO

PORT WITHOUT THE COST OF MOVING THE SHIP AND RELOCATING PIER

SERVICES.  THIS DECISION BY THE MT AVOIDED APPROXIMATELY $40K IN

ACCELERATION AND DISRUPTION COSTS.

C.  BY EFFECTIVELY APPLYING A BUSINESS APPROACH FOR REPAIR OF

SEA WATER PIPING TO NR1 AC PLANT, USS BLACKHAWK WAS ABLE TO AVOID

EMERGENT REPAIR COSTS.  WITH DECISION AUTHORITY AND RESOURCES VESTED

WITH THE MT, THE SHIP OPTED TO PERFORM TEMPORARY REPAIRS AND DEFER

PERMANENT WORK TO A MORE APPROPRIATE MAINTENANCE WINDOW.

D.  WHILE UNDERWAY, USS AUSTIN RECENTLY SUFFERED A CASUALTY TO

ONE OF THE SHIP'S STEERING UNITS.  THE SHIP WAS ONLY SKED TO BE

INPORT FOR THE WEEKEND, SO INSTEAD OF WORKING OVERTIME TO COMPLETE

THE REPAIRS, THE MT AGREED THAT THE SHIP COULD SAFELY OPERATE THE

FOLLOWING WEEK WITHOUT THE UNIT.  REPAIRS WERE SKED UPON SUBSEQUENT

RETURN TO PORT, WHEN THERE WAS SUFFICIENT TIME TO MAKE REPAIRS

WITHOUT PAYING PREMIUM DOLLARS.

E.  USS CLEVELAND DEMONSTRATED GREAT COLLABORATION AMONG MEMBERS

OF THE MT, HOLDING PBFM'S EVERY OTHER WEEK AND MOVING SOME

MAINTENANCE ITEMS TO SHIP'S FORCE TO OPTIMIZE USE OF THE SHIP'S

ORGANIC MAINTENANCE CAPABILITY.  SIMILAR ACTIONS TAKEN BY USS BATAAN

AND USS GUNSTON HALL CAPITALIZED ON SHIPBOARD AND SIMA CAPABILITIES

TO REDUCE THE SCOPE AND COST OF DEPOT LEVEL WORK DURING CNO

AVAILABILITIES.  GUNSTON HALL ALONE SAVED $750K BY MOVING AN SSDG

OVERHAUL FROM DEPOT LEVEL TO SIMA/RRC.

4.  APPROXIMATELY 50 METRICS ARE IN USE OR ARE UNDER DEVELOPMENT FOR

SHIPMAIN.  CERTAIN GROUPS OF METRICS HAVE BEEN SELECTED AS MOST

MEANINGFUL FOR DIFFERENT PROCESS OWNERS/USERS AND ASSEMBLED INTO

BRIDGE PLOTS.  FOR EXAMPLE, A MT'S BRIDGE PLOT TRACKS ELEMENTS OF

QUALITY, TIMELINESS, MONEY AND RELATIVE CONDITION (MFOM) THAT ARE

MOST PERTINENT TO THE SHIP'S MT.  THE RMC'S HAVE THEIR OWN METRICS

AS DO THE CROSS FUNCTIONAL TEAMS AND THE PROCESS INTEGRATION TEAM.

A SAMPLE OF A FEW OF THE METRICS SHOWS THE PROGRESS WE ARE MAKING:

A.  2K FIRST PASS YIELD (FPY) FOR THE FORCE, MEASURING ALL 2K'S

ABLE TO BE SCREENED BY THE PORT ENGINEER WITHOUT SUBSTANTIVE

CHANGE OR CORRECTION, REACHED 80 PERCENT LAST MONTH, THE HIGHEST

SINCE WE BEGAN TRACKING THIS METRIC.

B.  SHORE TO SCREEN CYCLE TIME CONTINUES TO IMPROVE AND IS

NEARING THE 8 DAY ENTITLEMENT (GOAL).  NAVY-WIDE, TA2 AND TA3

SCREENING TIMES ARE VERY NEARLY AT ENTITLEMENT.  TA1 CYCLE TIME IS

LAGGING BUT STILL REFLECTS AN IMPROVED NAVY-WIDE AVERAGE FROM MORE

THAN 100 DAYS IN NOV 03 TO LESS THAN 30 DAYS IN MAR 04.  IN MAYPORT,

THE AVERAGE SHORE TO SCREEN CYCLE TIME FOR ALL JOBS HAS REACHED THE

8 DAY ENTITLEMENT.

C.  THE NUMBER OF NULL MFOM VALUES (ZERO OR UNCALCULABLE) FOR

WORK CANDIDATES CONTINUES TO FALL. A NULL MFOM VALUE INDICATES THAT

REQUIRED DATA FIELDS ON A 2K ARE EITHER INCOMPLETE OR INCORRECT.

THREE MONTHS AGO, 31 PERCENT OF ALL 2K'S HAD NULL MFOM'S.  THAT

NUMBER IS NOW AT ABOUT 25 PERCENT.  ACCURATE MFOM'S WILL SOON BE AN

ESSENTIAL DETERMINATE IN JOB BROKERING, URGENCY, AND FINANCIAL

ALLOCATION.

D.  IN INGLESIDE, SHIP TO SHORE CYCLE TIME FOR THE 20 MINE FORCE

SHIPS HAS IMPROVED SUCH THAT THE NUMBER OF SHIPS MEETING THE 7 DAY

ENTITLEMENT HAS RISEN FROM 55 PERCENT TO 95 PERCENT SINCE SEP 03.

THREE SHIPS (AVENGER, SHRIKE AND ORIOLE) HAVE REACHED OR BETTERED

ENTITLEMENT IN 2K FPY, SHIP TO SHORE CYCLE TIME, AND SHORE TO SCREEN

CYCLE TIME.

E.  METRICS SHOW WHAT EFFECT ACTIVE ENGAGEMENT BY THE SHIP'S MT

CAN ACHIEVE:

(1) USS CARR: SHIP TO SHORE CT REDUCED FROM 20 DAYS TO 5

DAYS, SHORE TO SCREEN CT REDUCED FROM 40 DAYS TO 14 DAYS, AND 2K FPY

ROSE FROM 54 PERCENT TO 86 PERCENT.

(2) USS KAUFFMAN: SHIP TO SHORE CT REDUCED FROM 9 DAYS TO 4

DAYS, SHORE TO SCREEN CT REDUCED FROM 40 DAYS TO 18 DAYS, AND 2K FPY

IMPROVED FROM 61 PERCENT TO 91 PERCENT.

5.  METRICS MUST BE UNDERSTOOD FOR WHAT THEY ARE.  PROCESS METRICS

SHOULD NOT BE USED AT THIS POINT AS PERFORMANCE METRICS.  OUR INTENT

IS TO USE THEM TO EXAMINE THE PROCESS SO THAT WE CAN FIND WAYS TO

IMPROVE, NOT TO MEASURE A PARTICULAR COMMAND OR LEADER'S

PERFORMANCE.  A GOOD EXAMPLE IS WHEN THE USS JOHN PAUL JONES MT

DRILLED DOWN INTO 2K FPY FAILURES AND FOUND THAT ONLY 20 PERCENT

WERE SUBSTANTIVE.  THE REMAINDER WERE GRAMMATICAL CHANGES.  THIS

ALLOWED CORRECTIVE ACTION TO BE APPLIED WITH THE RIGHT FOCUS.
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6.  PHASE ONE OF SHIPMAIN ROLL-OUT TRAINING HAS BEEN PRESENTED AT

LEAST TWICE IN EACH CONUS FLEET CONCENTRATION AREA AND THE FIRST

ROUND OF PHASE TWO TRAINING IS NOW COMPLETING.  NEARLY 2000 MT

MEMBERS HAVE ATTENDED TRAINING.  TRAINERS WILL BE HEADING TO JAPAN

IN THE NEAR FUTURE.  EACH OF THE MAINTENANCE UNIVERSITY (MU)

ROLL-OUT PRESENTATIONS, LINKS TO THE COMNAVSURFOR SHIPMAIN NOTICES,

AND ALL OF THE SHIPMAIN GRAMS ARE ON THE WEB AT

HTTP:/MUSRV.SPEAR.NAVY.MIL/MAINTU.  LOOK FOR THE LINK "SHIPMAIN (AT)

MU".  THE MU WEB SITE IS PART OF THE SPEAR WEB NETWORK

(HTTP:/WWW.SPEAR.NAVY.MIL) WHICH ALSO HOSTS THE SHIPMAIN WEB SITE

(HTTP:/WWW.SPEAR.NAVY.MIL/SHIPMAIN).

7.  SURFACE SHIP MODERNIZATION PROCESSES ARE BEING REVOLUTIONIZED BY

CROSS FUNCTIONAL TEAM FOUR (CFT-4).  CNO AND ASN RDA HAVE ENDORSED

THE ENTITLED PROCESS AND FULLY SUPPORT IMPLEMENTATION.  FLEET AND

OPNAV SPONSORS HAVE GAINED FULL VISIBILITY AND

PRIORITY-SETTING CONTROL OF NAVY MODERNIZATION REQUIREMENTS AND

ASSOCIATED FUNDING.  A HIERARCHICAL DECISION-MAKING MODEL HAS BEEN

IMPLEMENTED SO THE FLEET AND OPNAV STAKEHOLDERS ARE BROUGHT TOGETHER

WITH THE PEO'S AT EVERY CRITICAL DECISION POINT TO ENSURE

COMPREHENSIVE CONSIDERATION OF ALL ALTERATIONS.  CLEAN UP OF THE

ALTERATION DATABASE HAS STARTED SO IT CAN BECOME CURRENT, COMPLETE,

ACCURATE, AND ABLE TO PERFORM ITS INTENDED FUNCTION.  AS A RESULT OF

A ONE AND TWO STAR BOARD, WHICH IS A KEY ELEMENT OF THE ENTITLED

PROCESS, THE NAVY DATA ENVIRONMENT-NAVY MODERNIZATION (NDE-NM) WAS

DESIGNATED AS THE AUTHORITATIVE DATABASE FOR NAVY MODERNIZATION.

THIS BOARD ALSO REVIEWED THE MERIT OF ALTERATIONS AND SCORED EACH

ONE.  STARTING WITH MORE THAN 25,000 ACTIVE ITEMS, THE NDE DATABASE

WAS REDUCED TO 14,470 ACTIVE ALTERATIONS, ALL OF WHICH WERE

PRIORITIZED BY FIGURE OF MERIT (FOM).  THIS PRIORITIZED LISTING

IDENTIFIED ABOUT 1,600 ITEMS FOR THE POM06 SURFACE SHIP

MODERNIZATION PLAN.  ANOTHER 2700 HAVE BEEN IDENTIFIED AS EITHER NO

LONGER REQUIRED OR NOT COST EFFECTIVE AND HAVE BEEN DROPPED FROM

FURTHER PLANNING.

8.  IN SUMMARY, I AM PLEASED WITH THE PROGRESS WE ARE MAKING.

SHIPMAIN GIVES THE FORCE A VEHICLE TO ATTACK MAINTENANCE COSTS BY

APPLYING BUSINESS APPROACHES TO OUR MAINTENANCE AND MODERNIZATION

PROGRAMS.  THE EXAMPLES CITED ABOVE ARE BUT A FEW CASES OF THE

OUTSTANDING WORK BEING DONE ACROSS THE FORCE - I KNOW THERE ARE MANY

OTHERS DESERVING OF RECOGNITION.  BY UNDERSTANDING THE METRICS,

DRILLING DOWN TO UNCOVER ROOT CAUSES OF SPIKES AND DIPS, APPLYING

RUDDER WHERE REQUIRED TO BRING METRICS TO ENTITLEMENT, AND

JUDICIOUSLY ACCEPTING A DEGREE OF RISK, WE ARE BEGINNING TO GAIN THE

EFFICIENCIES EXPECTED.   THE POTENTIAL PAYOFF IS HUGE.  KEEP UP THE

GOOD WORK.

9.  KEEP SMILING, VADM LAFLEUR.//
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