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1. Commanding Officers are required by reference (a) to adhere to the Continuous Maintenance (CM) process to improve overall readiness.  Reference (b) requires a Planning Board for Training (PBFT) to integrate training needs into the ship’s operational schedule.  Reference (c) discusses long range maintenance planning. Reference (d) provides specific planning milestones for scheduled availabilities. Reference (d) includes detailed requirements for training plans and schedules.

2. Operational commitments have not declined in the wake of force reductions, thus making the need for integrated scheduling more acute.  At the same time, maintenance funds have been reduced, prompting the shift to Condition Based Maintenance (CBM) as a cornerstone of the CM process. Current maintenance assessment and performance approaches rely on the most efficient use of time in a ship’s complex schedule. Recognizing the management challenges of both the CM process and schedule complexity, this “Best Practice,” enclosure (1), was developed by the COMNAVSURFLANT Staff to suggest a way to meet these needs. This practice embodies three key parts: 

A. Establishing a SHIP’S MAINTENANCE MANAGEMENT TEAM

B. Evolving your PBFT to become a PLANNING BOARD FOR READINESS

C. Merging maintenance, training, and operations plans and schedules into an INTEGRATED READINESS PLAN 

3. It is not intended that this “Best Practice” be imposed on a ship. Nor should it be viewed as a new requirement. Rather, it is provided, as are other “Maintenance Best Practices,” as a means to improve existing methods to satisfy today’s maintenance demands.  It incorporates lessons learned from within the force and should be of use to you in enhancing your ship’s readiness.

D.D. DEW

Assistant Chief of Staff

(Material)

Distribution: 

26T1
REGIONAL SUPPORT GROUP LANT

26Z1
SHORE INTERMEDIATE MAINTENANCE ACTIVITY LANT

28B1
CRUISER-DESTROYER GROUP LANT

28D1
DESTROYER SQUADRON LANT

29A1
GUIDED MISSILE CRUISER LANT (CG) (CGN)

29E1
DESTROYER LANT (DD)

29F1
GUIDED MISSILE DESTROYER LANT (DDG)

29AA1
GUIDED MISSILE FRIGATE LANT (FFG)

30B
MINE HUNTER COASTAL (MHC)

30C
MINE COUNTERMEASURES (MCM) & ROTATIONAL CREWS

31A1
AMPHIBIOUS COMMAND SHIP LANT (LCC)

31G1
AMPHIBIOUS TRANSPORT DOCK LANT (LPD)

31H1
AMPHIBIOUS ASSAULT SHIP LANT (LHA) (LPH)

31I1
DOCK LANDING SHIP LANT (LSD)

31N1
MULTI-PURPOSE AMPHIBIOUS ASSAULT SHIP LANT (LHD)

32C1
AMMUNITION SHIP LANT (AE)

32H1
FAST COMBAT SUPPORT SHIP LANT (AOE)

32N1
OILER LANT (AO)

32X1
SALVAGE SHIP LANT (ARS)



SWOSCHOOL (SWOS) Newport RI



COMNAVSURFPAC N8, N43



COMNAVAIRLANT N43, N81



COMNAVAIRPAC N43, N7



COMSUBLANT



COMSUBPAC



SUPSHIP Portsmouth VA



CINCLANTFLT

Subj:
“BEST PRACTICE” – INTEGRATION OF SHIP’S MAINTENANCE MANAGEMENT 

Ref:
(a)
COMNAVSURFLANTNOTE 9000 dtd 17 OCT 95


(b) 
OPNAVINST 3120.32 – Standard Organization and Regulations of the U.S. Navy

(c) COMNAVSURFLANT/COMNAVSURFPACINST 3502.2D - Surface Force Training Manual 

(d) COMNAVSURFLANT Ltr 4700 Ser N432A/0345 dtd 03 MAR 98 -  Continuous Maintenance Implementation/Improvement Process Letter Ten – CNO and TYCOM Scheduled Depot Availability Milestones

(e) COMNAVSURFLANT Msg 091455Z FEB 98 – combat Systems Improvement Program (CSIP) Number Ninety-Two – COMNAVSURFLANT Quarterly AIT Scheduling Process

(f) COMNAVSURFLANT Msg 230546Z JAN 98 – Policy for Testing and Evaluating New Technology onboard CNSL Ships – Test Platforms

(g) COMNAVSURFLANT Ltr 3540 Ser N43/1755 dtd 24 NOV 98 – “Best Practice” – Identification, qualification and Role of ship system Experts (SSEs) in Industrial Availability Management

1. Overview Commanding Officers are required by reference (a) to adhere to the Continuous Maintenance (CM) process. Reference (b) requires a Planning Board for Training. PBFT is tasked with integrating shipboard training into the operational schedule. Reference (c) includes detailed requirements for training plans and schedules. Reference (d) provides planning milestones for scheduled industrial availabilities. Recognizing the challenges inherent in managing both the CM process and ships’ schedule complexity, this “Best Practice” was developed by the COMNAVSURFLANT Staff to suggest a way to meet these needs. This recommendation embodies three key parts: 

a. Establishing a SHIP’S MAINTENANCE MANAGEMENT TEAM.

b. Evolving your PBFT to become a PLANNING BOARD FOR READINESS.

c. Merging maintenance, training, and operations plans and schedules into an INTEGRATED READINESS PLAN. 

2. Responsibilities
a. The Commanding Officer (CO) is ultimately responsible for maintaining operational readiness on the ship. To that end, the CO shoulders overall responsibility for meeting the ship’s maintenance requirements.  

b. References (a) through (d) further define the CO’s responsibilities, including:

(1) Employing the Continuous Maintenance (CM) process to identify, plan and execute maintenance tasks.

(2) Establishing a Planning Board for Training (PBFT) to develop the ship’s training plan and to schedule training evolutions within the Inter Deployment Training Cycle.

(3) Coordinating Maintenance Planning Milestones with the ship’s schedule.

(4) Integrating exercise and drill requirements into the ship’s operational schedule.

3. The Maintenance Process
a. The CM process is rooted in Condition Based Maintenance (CBM) in order to maximize the use of limited resources. 

b.  CM emphasizes shipboard management through its reliance on the ship's CSMP as the sole database of outstanding maintenance requirements.  Accuracy of the CSMP is critical to the CM process.

c.  Continuous Screening is needed for the prompt and accurate identification, documentation, and validation of work candidates by the shipboard chain of command.

d.  Continuous Planning requires active participation by the CO and Maintenance Manager (Port Engineer) to determine priority and funding impacts on inclusion of work candidates in the ship's availability work package(s).

e.  Continuous Execution of maintenance is a goal.  Reality is an increasing use of shorter duration maintenance periods and specific emergent repairs to mission degraded systems/equipment, integrated with the ship's operational commitments for overall readiness improvement.

4. Part 1 - Ship’s Maintenance Management Team.  The demands for continuous oversight and integration in the CM process described in paragraph 3, above,  are obvious. An individual along annot ensure that the ship’s material readiness needs are adequately addressed. Ship’s force personnel in key billets have historically worked together to “get the job done.” Effective teamwork was key to their success. Formally defining team goals, tasks, procedures and membership can significantly improve your ship’s maintenance performance. Formalizing a Ship’s Maintenance Management Team (SMMT) should not be viewed as an additional shipboard requirement. Rather, it is a natural evolution of existing management processes to meet today’s maintenance needs. The following membership is recommended. Discussion points illustrate the contributions each individual makes to the team’s composition.

a. Commanding Officer

(1) Team Leader, providing the motivating force which leads to coordinated action and unity of effort. 

(2) Sets tone and focus based on the ship’s current material readiness and position in the Inter-Deployment Training Cycle.
(3) Establishes maintenance goals and objectives and a supporting policy for prioritizing deferred maintenance needs. Sets priorities for maintenance accomplishment based on the ship’s operational schedule.

(4) Through the Executive officer, 3-M Coordinator and Maintenance Manager (Port Engineer), maintains a quality Current Ship's Maintenance Project (CSMP).

b.  Executive Officer

(1) Team Administrator presiding over meetings, and directing team efforts to support the CO’s maintenance goals and objectives.

(2) Ship’s 3-M Manager, ensuring focus on Maintenance Data System (MDS) requirements as well as Planned Maintenance System (PMS) needs.

(3) Promotes cost consciousness in maintenance actions.

c.  Maintenance Manager (Port Engineer)

(1) Marine maintenance professional and technical expert with a broad base of maintenance experience.

(2) Ship’s link to the shore-based maintenance community, providing initial screening of all off-ship work candidates.

(3)  Ensures daily coordination with ship inport to advise Commanding Officers on major maintenance matters which require external support/coordination. 

(4) Assists in maintenance of CSMP quality by validating Block 35 description where off-ship assistance is required.

(5) Assists ship’s maintenance planning efforts.

d. Ship's Maintenance Management Officer (SMMO)

(1) A collateral duty assignment required by reference (b).

(2) Designated as the Shipboard Coordinator and Action Officer for the SMMT, acting as a single point of contact for maintenance matters.

(3) Experienced in the maintenance process. 

(4) Selection should reflect the ship’s primary mission area(s) where the bulk of complex maintenance needs might exist. Typical  examples include:

· DD/DDG – Combat Systems or Operations Department LDO/CWO

· LHA/LHD – Engineering Department LDO/CWO

· AO/AOE –Deck Department or STREAM equipment LDO/CWO

e. Supply Officer

(1) Ship’s Financial Manager, including oversight of maintenance expenditures.

(2) Oversees integrated logistics support.

(3) Provides parts control. 

f. Department Heads

(1) Support CO’s maintenance objectives.

(2) Integrate command policy into action for department needs.

(3) Department advocates who are personally responsible for departmental material readiness.

g. 3-M Coordinator

(1) Responsible for CSMP administrative accuracy, including shipboard screening of maintenance documents for accuracy and completeness.

(2) Manages Shipwide 3-M Administration, including training.

(3) Ship’s 3-M system expert for maintenance ADP System and MDS use & procedures.

(4) Effects direct liaison with Supply Officer and SMMO.

5. SMMT Functions and Benefits 

a. SMMT functions include:

(1) Coordinating the ship’s efforts to maximize resources and minimize interferences in scheduling for both onboard and off-ship maintenance.

(2) Supporting assessment team visits, making operators and equipment available as required.

(3) Monitoring and overseeing both intermediate and depot level repairs.

(4) Monitoring Alteration Installation Team (AIT) modernization schedule in accordance with reference (e).

(5) Monitoring temporary Departure From Specifications (DFS) conditions and planning for corrective action in accordance with reference (f).

(6) Integrating maintenance plans with operational requirements.

(7) Participating in shipboard planning. The evolution of Planning Board for Training to incorporate maintenance matters is discussed in paragraph 6. below.

(8) Monitoring Ship system Expert (SSE) development as recommended by reference (g).

b. Formalizing the SMMT’s structure in itself gives credence to its efforts and makes the CO’s team building easier. The SMMT can be further utilized as best fits an individual ship’s needs to capitalize on the team’s talents. Inherent benefits include:

(1) Participation. Inclusion as part of the SMMT draws the Port Engineer into the ship’s organization, facilitating a vital link to the maintenance community. Similarly, members of the ship’s company become more closely involved in working toward improved maintenance practices.

(2) Communication. Mutual recognition of personnel as members of a coherent team has a natural effect of opening lines of communication. Smooth data flow within the ship is just as important as the documentation which becomes part of the CSMP.

(3) Efficiency. The knowledge of individual SMMT members becomes part of the team viewpoint. 

(a) Integrated maintenance planning is easier and more trouble free.

(b) Short duration windows may be identified for accomplishing work that would otherwise be missed. 

(c) Limited assets can be more effectively shared both on-ship and off-ship.

(4) Feedback. The SMMT is in a better position to monitor CSMP accuracy. Broadening the scope of oversight increases the likelihood of confronting problems.

(a) Identifying and correcting 3-M Training shortfalls.

(b) Improving quality of maintenance data submission.

(c) Resolving configuration management problems.

(d) Submitting feedback reports to eliminate unneeded preventive maintenance (PMS).

(e) Feedback on installed Prototype Equipment and Technology as applicable in accordance with reference (f).

6. Part 2 - Planning Board For Readiness is the second key part to this “Best Practice.”

a. Concept

(1) Background. The concept of a Planning Board For Readiness (PBFR) is rooted in the evolution of an existing process. PBFT has long been a management tool for maintaining long range planning focus on training while facilitating development of weekly and even daily training schedules. There is considerable overlap in the membership of SMMT and the existing membership of the PBFT.

(2) Evolution. A natural evolution is to combine the efforts of PBFT and SMMT. Economy of motion and personnel is an obvious benefit of this union. More importantly, however, the joint organization is in a unique position to improve integration of scheduling concerns. 

(3) Structure. Establishing a Planning Board For Readiness enables the CO to work within a well-known process to focus attention on Continuous Maintenance as an integral part of daily shipboard life. 

b. Membership. The following PBFR membership is recommended. The table shows membership in both the existing PBFT and the SMMT discussed in paragraph 4. On larger ships, some billets described as collateral may be primary duties.

PLANNING BOARD FOR READINESS MEMBER
PBFT
SMMT
REMARKS

Commanding Officer
Note 1
Note 1
Overall Leadership

Executive Officer
YES
YES
Chairs both Teams

Port Engineer

YES


Department Heads
YES
YES


Ship Maintenance Management Officer

YES
Collateral Duty 

Damage Control Assistant
YES



Systems Test Officer
YES



Educational Services Officer
YES

Collateral Duty

Training Officer
YES

Collateral Duty 

Training Team Leaders
YES

Collateral Duty

PQS Coordinator
YES

Collateral Duty

Medical Representative
YES



Safety Officer
YES

Collateral Duty

Reserve Coordinator
YES

Collateral Duty

Legal Officer
YES

Collateral Duty

Command Master Chief
YES



3M Coordinator
YES
YES


Note 1:
The CO is, by virtue of the billet, a leadership member of both PBFT and SMMT. Attendance at planning meetings and other team discussions will naturally be on an as required basis to support the CO’s needs.  

c. Function Reference (c) provides guidance on functionality of the PBFT and lists detailed requirements for training plans. The SMMT functionality was discussed in paragraph 5. The final form, function and detailed procedures for the PBFR can be adapted to fit an individual CO’s management style, the ship size and organization, and the ship’s position in its Inter-Deployment Training Cycle, as appropriate. Tab A, “Process for Implementing a Planning Board for Readiness” contains additional discussion and diagrams of key process steps. With a well-organized PBFT in place, the ship can expect to see some of the following benefits from evolving into a Planning Board For Readiness:
(1) Avoid inadvertent scheduling of drills or other training which could not be supported because of ongoing or upcoming equipment maintenance or modernization.

(2) Capitalize on opportunities to conduct training exercises integrate with equipment tests scheduled in support of assessment visits.

(3) Seize short duration maintenance periods made available by openings in the operational schedule that might otherwise be missed.

(4) Increase awareness of inter-departmental impact of maintenance on equipment availability for training.

(5)  Avoid scheduling training during disruptive pre-availability milestone events such as ammunition off-loads, defueling, etc.

(6) Focus attention on the need for improved scheduling of upcoming  planned maintenance that could adversely affect the training plan.

d. Product. The membership of  Planning Board For Readiness works together, using the same methodology currently used by PBFT, coordinating all factors of shipboard planning. The end product is the third key element of this “Best Practice,” the Integrated Readiness Plan, a fully integrated operation, maintenance and training schedule. 

7. Part 3 - The Integrated Readiness Plan is, as the name implies, a plan that unites all of the ship’s scheduling considerations into one. The following factors should be considered in developing the Integrated Readiness Plan:

a. Fixed schedule requirements.

(1) Annual employment schedule. 

(2) Quarterly employment schedule.

(3) Inspection, certification, assessment and assist visit schedules. 

b. Maintenance Requirements.

(1) Ship’s Force maintenance backlog from CSMP.

(2) Concurrent availability opportunities (shop light load, etc).

(3) Alteration Installation Team (AIT) schedules.

(4) Availability Planning Milestones.

(a) CNO Depot Level availability.

(b) Fleet Maintenance Availability. 

c. Personnel readiness requirements.

(1) Leave and Liberty .

(2) Physical Readiness Training.

(3) Dental and medical availabilities, Audiogram Requirements, etc.

d. Training Requirements.

(1) Immediate and long-range objectives for ship’s training.

(2) Required schools and NEC requirements, including personnel holding these qualifications. 

(3) Required personnel certifications and re-certifications from references (c) and (d).

(4) Personnel Qualification Standards (PQS) requirements.

(5) Departmental training activities.

(6) Exercise and drill requirements from reference (c).

e. During planning sessions, particular attention should be focused on:

(1) Including maintenance requirements as a cornerstone of shipboard planning.

(2) Resolving schedule conflicts before they occur.

(3) Maximizing both training and maintenance opportunities.

(4) Ensuring equipment availability to support training and assessment function needs.

(5) Coordinating use of shipboard support systems for equipment maintenance.

f. Inputs for planning. The Planning Board for Readiness operates in the traditional manner of PBFT, but incorporates the additional requirements included in paragraphs 7A. through 7.E. Division Officers will submit their planning needs to their Department Heads for inclusion in the overall planning process. To support a totally integrated plan, those divisional inputs should include maintenance requirements as well as operations and training matters. 

8. Integrated Plan Products. The Integrated Readiness Plan is a compilation of several existing schedules and planning requirements. The Sample formats included in Tab A  to this enclosure meet the requirements of references (b) through (d). Sample formats are shown that can be adapted for:

a. Long Range Readiness Plan. This plan integrates operational and maintenance events with all the elements of the traditional Long Range Training Plan.

b. Short Range Readiness Schedule. Equivalent to its predecessor, the Short Range Training Schedule, this integrated plan covers a period of approximately three months. 

c. Detailed Readiness Schedule. Meeting the needs of maintenance, operations and training, this detailed schedule is the forum that provides additional detail to the shipwide plans. This schedule can be the framework for detailed planning down to the work center level.

d. Plan of the Week is regularly published as before, but can now include significant maintenance events.

e. Plan of the Day can also integrate maintenance events that have inter-departmental impact.

9. Automation . Procedures are under development to expand the Material Self Assessment (MSA) process to include assistance for ship’s work availability planning and execution, including software to provide automation.
a. When available, this software tool will facilitate development of the integrated plans discussed in paragraph 8. Guidance for implementation of the expanded MSA process is being developed concurrently with the software application.

b. In the interim, existing software such as Microsoft Project and Microsoft Outlook can be used to aid in automated scheduling. This type software was used to generate the sample plans in Tab A, and is available in most ships.

10. Evaluation. Feedback and Analysis are key ingredients of the CM process. Enclosure (2) to reference (a) includes the need for lessons learned as part of the IFMM process. Commanding Officers are encouraged to provide feedback regarding their experience with this “Best Practice.” 

