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Operation Iraqi Freedom featured the largest naval deployment in recent

history, with more than 70 percent of our surface ships and 50 percent of

our submarines underway. This force included seven carrier strike groups,

three amphibious readiness groups, two amphibious task forces, and more than

77,000 Sailors.

Some ships, such as the aircraft carrier USS Abraham Lincoln, were deployed

for 10 months-the longest deployments since the Vietnam War. Earlier this

year, numerous ships rapidly deployed on short notice to support the buildup

of forces in the Arabian Gulf.

All of this did not just "happen." These successes are the result of a

strong industrial base-effective standardized processes at shipyards,

record-setting availability, a skilled workforce, and strong public-private

partnerships-along with initiatives such as distance support.

But, as effective as our maintenance base has been, it needs to be more

efficient. Maintenance processes vary from homeport to homeport. One source

of inefficiency is a lack of adherence to established ship repair planning

milestones. Any task that is added late to a work package can increase the

cost of providing the proper number and skills of people required to perform

the work. Adding work often also increases the cost of materials, because

they cost more when they must be obtained in a hurry.

Inefficiencies also arise when those providing maintenance do not have a

steady workload but instead experience peaks and valleys. In addition, there

is an opportunity for miscommunication, ultimately translating into higher

costs, whenever there is a handoff between someone planning the work to

someone doing it.

And yet, by working around problems and through old-fashioned deckplate and

waterfront ingenuity, we got the job done.

This worked for us once, when we fought a predictable enemy using a

predictable set of forces on a predictable schedule. Today's enemy in the

war on terrorism is unpredictable. We can no longer afford the cookie-cutter

approach to fleet deployments. Instead, we must create a more responsive

force that can handle deployment surges to respond to world events as

needed.

To achieve this, the Chief of Naval Operations (CNO) is laying out the Fleet

Response Concept. This plan is critical as the Navy builds what the CNO

calls a "culture of readiness." Building this culture requires a system that

accomplishes both maintenance and modernization, at the same time preserving

quality, achieving promised schedules, and reducing costs-in other words, a

maintenance system that is both effective and efficient.

To instill this culture, the Navy is implementing a family of maintenance

initiatives that includes "one shipyard for the nation," waterfront

integration, and a new concept called SHIPMAIN.

In the fall of 2002, we launched SHIPMAIN to examine the planning processes

for surface ship maintenance from the point where a ship's force first

identifies the work through the point when we start turning the wrenches.

Finding inefficiencies and streamlining are certainly nothing new, so what's

different about SHIPMAIN? Earlier maintenance initiatives focused on

improving performance within individual organizations. However, SHIPMAIN

recognizes that there are also redundancies in maintenance processes among

organizations. Its goal is to examine and eliminate them.

Take the 2-kilo OPNAV Form 4790/2K, for example. Fireman Jones, aboard the

hypothetical USS Haze Gray, discovers a piece of equipment that needs

repair, fills out a 2-kilo with its maze of data fields and codes, and

submits it to the Current Ship's Maintenance Projects database. It is sent

from the ship to the Regional Support Group, where the port engineer screens

the request, then hands it off to the type desk representative, who

determines whether a validation assist visit to the ship is necessary. If it

is, the type desk hands the 2-kilo off to the fleet technical support

center, who surveys the equipment and makes a recommendation back to the

type desk.

A typical 2-kilo can take up to a week to process before someone actually

turns a wrench to repair the equipment. And if the ship is up against

operational deadlines, a commanding officer might submit a casualty report

to get the equipment repaired before the ship gets underway, increasing the

cost of the work being performed.

This means both wasted time and extra money that the Navy can no longer

afford. To help us identify these inefficiencies, we have enlisted the help

of the Thomas Group, a prominent consulting firm of process efficiency

experts who helped the naval aviation community improve processes for pilot

training and inter-deployment readiness. With these consultants' help, we

have established the following goals: Install a common planning process for

surface ship maintenance and alterations; increase the efficiency of the

process without compromising its effectiveness; install a disciplined

management process with objective measurements; and institutionalize the

process and a continuous improvement method.

Although SHIPMAIN is a separate maintenance effort, it is by no means

independent of other maintenance initiatives, particularly the waterfront

integration efforts to create regional maintenance centers. This initiative

consolidates several waterfront maintenance organizations (shore

intermediate maintenance activities; naval shipyards; supervisors of

shipbuilding, conversion, and repair; fleet technical support centers; and

port engineers) into a single integrated command. SHIPMAIN revises the

planning process for the regional centers to implement.

SHIPMAIN is headed by a process improvement team, a panel of flag officers

and senior executive service personnel charged with the overall

responsibility and authority to execute it. The team is unique in bringing

together flag leadership from the surface community, aviation, engineering,

maintenance, and acquisition.

Reporting to the team are four cross-functional teams, each chaired by a

flag officer and consisting of senior personnel involved in ship maintenance

processes. Each team is responsible for identifying inefficiencies and

redundancies in one of four parts of the planning process: 

(1)
Requirements, or defining and documenting maintenance needs; (2)

package preparation, the creation of complete and funded work packages that

can be used to contract work; (3) placement and oversight, whereby contracts

are awarded and administered through completion and closing of 2-kilos; and

(4) alterations and modifications based on needs and ideas that are

collected and screened.

Working with the Thomas Group, each cross-functional team has identified and

mapped the current processes and developed a desirable "to be" end-state,

under the leadership and guidance of the process improvement team. As they

work toward this goal, barriers are identified and resolved. 

What's Changed So Far?

One of the most significant changes to result from SHIPMAIN is the new

COMNAVSURFOR 4700 Notice, issued in May 2003. This notice defines the

process of validating and brokering work candidates as they are received and

identifies new concepts and processes.

Some of the new processes to arise from SHIPMAIN include the establishment

of maintenance teams for each ship. The core members of each such team

include the ship's port engineer, the ship superintendent at the shore

intermediate maintenance facility, ship maintenance and material officer,

naval supervisory activity project manager, master ship repair project

manager, and representatives from the fleet technical support center.

Additional resources can be added to the teams as required.

The Arleigh Burke-class destroyer USS Benfold is the first ship to roll out

a maintenance team-to great success, as measured by improved Current Ship's

Maintenance Project (CSMP) quality at all levels of maintenance. Co-locating

the team members creates a synergy that speeds up all the processes-from

validation, including integrated logistics support functions, to

cost-effective use of organic assets and contractor support for level

loading. Including the ship as a central part of the maintenance team

ensures that the right work gets done at the right time with the right

personnel, ultimately improving the efficiency of the entire waterfront

maintenance system and saving maintenance dollars in cost premiums.

The maintenance teams are an important element in the SHIPMAIN process. They

are the experts who will assess where the work needs to be done. Most

significantly, these teams create a one-stop screening and brokering process

for work requests.

So, under SHIPMAIN, our 2-kilo goes to the port engineer, who screens the

request and hands it off to the right person for action, eliminating

redundancies and extra steps. This streamlining means faster turnaround and

fewer dollars spent in premiums to get the work completed on time.

Currently, in the Mid-Atlantic region, a port engineer downloads the data

from the 2-kilo into an integrated system, the Navy Enterprise Maintenance

Automated Information System. It consolidates data from numerous legacy

systems into a set of common business processes and an integrated database

using commercial-off-the-shelf software.

This system is one of the building blocks that will lead to common,

Navy-wide enterprise resource planning (ERP), simplifying 

multiple processes into a single solution. ERP will establish common

documentation and data entry processes and thereby eliminate the current

data entry forms such as 2-kilos. Once this planning solution is in place,

the ship will enter data directly into its onboard Navy ERP system, which

will periodically synchronize with the shore system. Fleet and shore-based

personnel will have a single source through which to execute shipboard

planning, maintenance, supply, financial, and human resource functions.

A master specification catalog will make filling out a 2-kilo, or future

ERP-based documentation, easier and more effective. Since much shipboard

maintenance is repetitive, this database will contain reusable

specifications, saving the Sailor who writes the request time and ensuring a

more detailed work request. Specifications not in the catalog will be

written by the executing activity, the contractor who will actually plan and

do the work.

A planning board for maintenance (PB for M) will be established for each

ship. Chaired by the ship's commanding officer and the port engineer, it

will be a forum to review current planned off-ship and organizational-level

maintenance, CSMP quality and accuracy, future maintenance planning, and

fiscal concerns. The PB for M will meet at least once a month.

Additionally, we will assign each work request an objective figure of merit,

so maintenance teams can set priorities. This will not only ensure that the

right job is done at the right time, but also that the necessary work is

done so that all ships have a common standard of readiness.  Efforts are

underway to include all ships' maintenance in multiship/multi-option

contracts, thereby creating a long-term relationship with maintenance

providers that allows cycles of learning to be applied.  Under these

contracts, the agency performing the work will also plan it, eliminating a

handoff and the opportunity to miscommunicate that goes with it. It also

will allow the executing agency to plan the work to take advantage of its

best repair capabilities.

Funding policies and processes will be aligned on both the East and West

Coasts, to reduce the uncertainties of funding amounts and timing.

We will also be able to see how we are doing at any given point, using

process metrics to track performance, such as process cycle time. These

standards are in place at the regional level, and commanding officers will

be held accountable for performance.

The benefits SHIPMAIN will bring to the fleet go well beyond simply greater

efficiency and saving on premiums. SHIPMAIN gives us, for the first time,

the flexibility to support continuous maintenance aboard ship.

It used to be that a ship would wait until a major availability period to

address all of its repair work. SHIPMAIN, coupled with advances in distance

support, gives us the flexibility to address and make most repairs now, and

use availabilities to focus on depot-level maintenance. 

Continuous maintenance will be a critical element of success as we transform

the Navy into a more surge-capable fleet.

SHIPMAIN's benefits reach all the way down to the deckplate, too. When Navy

leadership talks to Sailors about what is important to them their answers

are consistent-to get the work done quickly and effectively so they can get

back to focusing on the mission. SHIPMAIN will get us to that state.

As we look ahead to the Navy of the 21st century, a fleet of ships ready to

surge and respond at a moment's notice, operated by optimally manned crews

of highly skilled and trained Sailors, we need an improved maintenance

system to support us. SHIPMAIN is the kind of process change that we need to

address today's problems and lay the foundation for tomorrow's Navy. 
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