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The Importance of The Effective Work Candidate

All maintenance worthy work must be documented and all deferred maintenance worthy work is documented in the ship’s Current Ship Maintenance Project (CSMP) using a deferred maintenance action report called a “work candidate”, often referred to as a “2K”. The term “2K” is a hold over from when work candidates were hand written on OPNAV Form 4790/2K. Only work in the CSMP is authorized for accomplishment by off ship maintenance activities and similar requirement should exist on all ships for the accomplishment of maintenance worthy work to be accomplished by Ships’ Force. A properly managed CSMP is essential for a well-maintained ship and a properly managed CSMP begins with well written and effective work candidates. The importance of documenting work cannot be overemphasized because the CSMP is the basis of all maintenance funding and completed work candidates impact assigned manpower levels, future replacement repair parts availability, and the engineering analysis of equipment performance and reliability.

The Requirement for Developing a Work Candidate

A work candidate is required by CNO, NAVSEA, and Fleet Commander instructions to be developed for all maintenance worthy discrepancies, this includes work that can be accomplished within established Type Commander guidelines after discovery. Work completed within these guidelines is simply documented by a completed action without prior deferral report. Requests by Ship’s Force for corrective maintenance assistance or support equipment from outside activities will be appropriately electronically documented on a work candidate using the format provided in the ship’s maintenance management system and will be promptly forwarded to the Ship’s Maintenance Manager. The work candidate shall be electronically created within four hours for all emergent discrepancies. Current guidance states that only discrepancies that are, or will result if the condition is not correct, C3 and C4 Casualty Reports (C3/4 CASREPs) are classified as emergent. All other maintenance worthy discrepancies will be electronically documented as work candidates as soon as practical after and within 24 hours of discovery.   Work candidates supporting casualty reports will be reviewed immediately after generation and will be transmitted off the ship immediately after approval and should depart the same time as the casualty report is transmitted. All other work candidates shall be reviewed and transmitted off the ship within seven days of discovery. The description of the deficiency or support requested and action desired shall be complete and clear. This description must be in sufficient detail to allow maintenance personnel to plan, obtain parts and assemble the correct tools. A work candidate will be a stand-alone document. 

The Effective Work Candidate’s Most Important Data Fields

All the information contained in a work candidate is important but the following six fields are generally accepted as the most important with the APL block routinely being selected as the most important. The seven blocks are (the numbers in parens only pertain to legacy SNAP):
1. Allowance Parts List (APL) Number (Block 4)

2. Remarks/Description (Block 35)

3. Priority (Block 41)

4. Deadline Date (Block 28)

5. Equipment Noun Name (Block 5)

6. Location (Block 6)

Allowance Parts List (APL) Number (Block 4)

The APL block is generally accepted as the single most important block in a work candidate. With the correct APL Number, planners are able to access all the required technical information needed to plan the repair and order replacement parts as required.  Despite its importance, frequently the APL Number entered in the work candidate is incorrect.  The two principle reasons are the piece of equipment has a parent – child relationship within the system and the APL Number for a different element of the parent child relation ship is entered or the management information contains an outdated incorrect APL or the APL is not listed at all. Each system, part of the system, equipment or component part has a unique APL and the wrong element’s APL is often entered because the work candidate drafter does not know or understand the elements correct position the system’s parent-child relationship. Frequently incorrect or missing APL information is a result of a configuration change and the change has not been reported or entered into the system resulting in an improper old APL being entered or there is no APL available in the automated system.  When using automated systems and incorrect or missing information is displayed when the APL number is entered an “Equipment Configuration Validation” check is required to be accomplished which will normally collimate with submission of the appropriate configuration change documentation.

Remarks/Description (Block 35)

The information documented in “Block 35 - REMARKS/DESCRIPTION “ of the work candidate is critical to the follow on steps of the IFMM process. This guide provides a general outline to follow when filling out block 35 rather than providing specific or canned examples.  The time taken filling out block 35 will pay dividends in getting the correct maintenance action accomplished when it makes sense to effect the repair while applying the proper sense of urgency. You have 1,200 characters to work with so use as many words as you need.

Enter a description of what is known (and only what is known) of the problem and the solution.  The remarks should not include statements explaining what has been coded in another place of the form; i.e., "DEFERRAL REASON 2 = LACK OF MATERIAL".

PROBLEM STATEMENT.  Clear and complete problem statement is required.

· Identify the equipment to be repaired using commonly recognized terms, i.e. valve number from EOSS, serial number, etc. The amount of information required is dependent on the identification quality and clarity of the data contained within the automated data system.

· Provide the necessary amount of amplifying information. This includes additional information concerning how the discrepancy was discovered if block 6 does not adequately describe how and when the discrepancy was found.  The severity of the problem and the urgency of repair must be addressed. Include information concerning redundancy, for example, “one of six pumps down or two of three units not available for use.” To provide the correct sense of urgency of repair, describe the loss of capability as a result of this component failure and a "specific" operational commitment that this equipment or system is required to support and when is it scheduled, and provide dates (CART, etc). When dealing with reporting discrepancies, emotions must not be included just provide the facts.  If you intend to or want to have this job done during a particular availability particularly a deployed FMAV include a statement to that effect. For example, “Request that this job be planned for Rota FMAV Avail X71, April 6-20”.

· If the direct cause is known, that is, if what part failed or is about to fail is known, it should be described.  Example:  "Coupling failed". 

· If the direct cause is unknown and only the symptom (the "gripe") is known, only the symptom should be described.  Example:  "Pump vibrates excessively". Provide applicable as found compared to design information such as temperature, pressure, current, or other parameters if the equipment is still functioning.

· Actual operating parameters, pressure, temperature, voltage, etc., and those required by PMS, EOSS, Tech Manual, NSTM, etc. (Pump seal is leaking at ___ drops per minute/steady stream.) 

· Include any diagnostic tests performed and results.

· Is there any history associated with this system or equipment that would be useful to the maintenance community (3rd failure in last year)?

· If this is a weight test, PMS requirement, etc. give the full MIP number, date last accomplished (from test documentation, tag, etc) and expiration or due date. 

· If there are other jobs that apply reference them by JCN. 

· Give the Technical Manual number, or state that the ship does or does not have the Technical Manual. 

· Is there a drawing that applies give the number or state that the ship does not have the drawing.

· Use a 2Lima or digital photograph if it will make the job easier to understand. Highly recommended.
 

Problem Solution and Repair Statements

Clearly state what work is required. Separate the problem statement and the problem solution with "XXX", if using legacy SNAP systems.

REPAIR STATEMENT - General.  

· The repair requested should be appropriate to the problem.

· If the direct cause is known, the repair should be limited to correct the failed part.  Example:  "Replace the coupling".  If the problem is unknown and only the symptom is known, then the appropriate repair would be a request for technical assistance to determine the direct cause of the problem.  Example:  "Request technical assistance to Trouble Shoot”,  (or more properly, assess the condition of).  When requesting a technical assist the requesting work candidate must be closed out as completed and a new work candidate generated to repair the conditions found by the technical assist when the assist is completed.  The unique JSN/JCN for the assist has been used and can not be re-used by another activity to complete the repairs

· Any unique safety requirements or special considerations

REPAIR STATEMENT – Ship’s Force Repair

· If the repairs are to be accomplished by a work center other than the one writing the work candidate, the drafter must follow the processes established by the ship to accomplish internal work.  

· Work candidates should address responsibilities concerning 

· Removal (or repair in place), 

· Removal and re-install of interferences,

· Rigging to and from the repair shop, 

· Re-installation and alignment,

· Testing, and 

· System restoration 

REPAIR STATEMENT – Outside Activity Repair
· The repairs and support requested in block 35 must be consistent with the policies established by each Regional Maintenance Center / Regional Support Group (RMC /RSG).  This information is found in the RMC’s “Waterfront Maintenance Notes” or similar documents.  Many of these documents are posted on CNSL SPEAR Web Page and are available at the RMC / RSG.  Ship’s Force has to be aware of the information contained in these documents. 

· Be realistic. If there is a reason that the ship can not do the job say so. If the job would be routinely classified as “ships force capable” ensure a statement is included in Block 35 that states: “The Commanding Officer and Port Engineer have determined this job is beyond ships force capacity and because of its urgency should be accomplished by an outside maintenance activity because … .” 
· Any material that is to be provided by the ship, and how it will be provided to the repair facility. 

· Work candidates should address responsibilities concerning.(In some regions may require a separate work candidate to accomplish one of the below listed actions) 

· Removal (or repair in place), 

· Removal and replacement of interfences,

· Rigging on and off the ship, 

· Transport from and return to the ship, 

· Re-installation and alignment,

· Cosmetic repairs to surrounding area, 

· Testing, and 

· System restoration


Example Block 35 entries:

· Incorrect entry:
Fire pump OOC XXX Request SIMA fix fire pump


· Request for assistance:
Number 6 Fire pump is not discharging within design specifications and is only available for emergency use. 5 of 6 fire pumps fully operational XXX Request technical assistance to diagnose problem with fire pump


· Request for repair:
Number 6 Fire pump located in AUX 2 has discharge pressure (--- psi) and flow rate (--- gal/min) below design specifications. Split mechanical seal has slight leakage less than --- drops per minute. Prior to securing, pump was making unusual noise and vibrations. Pump is not available for use. No discrepancies identified with associated pump motor XXX Request repair activity repair pump in place if possible. If required repair activity to remove and transport pump to inside repair shop and return and reinstall. Repair activity to align pump and motor after pump repairs. Block 28 deadline date supports out of area operational requirement

Repairs Completion Statement (Completed Action Report)

If repairs other than those requested in the work candidate were accomplished they must be noted in the block 35 section when the work candidate is being closed out.

Also, ensure all Ship’s Force man-hours are accounted for in block 30 when the completion statement is entered.

NOTE
Block 35 is to be edited throughout the process, each edition providing a better diagnosis of the problem and more accurate description of the repair. It is vital to life cycle feedback and analysis that the final version accurately reflects the problem,  the cause of the problem and the repair actually accomplished.
Urgency of repairs (Blocks 41 and 28)

The Effective Work Candidate clearly states the urgency associated with the maintenance worthy discrepancy. The urgency of the work candidate can have a significant impact on where the work is assigned for accomplishment. The priority of the work is recorded in block 41. The 3M Manual and the Type Commanders have explicit instructions concerning the requirements associated with each of the four work priority levels that can be indicated in block 41.  It is very important that the number indicated in block 41 meets the Type Commander’s requirements.  The deadline date entered in block 28 should indicate when the job must be completed to meet operational requirements. Not every situation fits neatly into to these blocks, so block 35 can be used to clearly state the urgency of repairs.  

Noun Name of system, equipment, or component (Block 5)

The Computer Maintenance Management System (CMMS) will automatically fill in this information when a work candidate is started using an APL or SWLIN. The name appearing may not be the same as the unit is commonly referred to, if this is the case make sure the block 35 entry includes the commonly used name. This is not a problem as long as it identifies the unit the work candidate is being written for.  If the name appearing is does not match the unit, several things must occur prior to submitting the work candidate. The unit with the discrepancy should have an “equipment validation check” accomplished and action taken immediately on the identified configuration discrepancies.  

Once the configuration management corrections have been entered into the CMMS, you can proceed entering data to complete the work candidate. Clearly improper configuration data can delay entry of work candidates thus impacting the available time to effect repairs. The effective work candidate must have the correct configuration data because this is how replacement parts are ordered and provide planners with the required information to plan the needed repairs of assessment.

Location of system, equipment, or component (Block 6)

Like block 5, the CMMS should automatically enter the location of the unit. If the location is incorrect the same process described above concerning configuration validation and change must be accomplished. However, with distributed systems or equipment that is located in multiple spaces, all that might be needed is adding a comment in block 35 stating the ‘common” name location of the piece of equipment.  Adding the noun name of the space and specific location of the piece of equipment in block 35 can be very helpful to off ship repair personnel who have to work on the equipment while it is aboard the ship.

Special information concerning Requesting Alterations

Alterations are special maintenance actions. Ship’s company should contact their Port Engineer concerning specific processes and requirements. Maintenance Managers can find the information they require in NAVSEA’s Fleet Modernization Program (FMP) Management and Operations Manual. Below is a general review concerning alterations and work candidates

Modernization (existing or new)

· CO submits request (message or letter) via 

· Operational chain

· CNSL staff point of contact

Maintenance

· CO submits request 

· Existing –via MM and TDO (message or letter) 

· New – via CSMP 

Do not write a work candidate for a ship or equipment alteration that already exists. As noted above the ship must send a message or letter to request the accomplishment of the alteration. 

Managing Your Effective Work Candidate while it is on the Shore File

There are several ways to find the status of work candidates on the shore file. A ship’s Port Engineer can provide an electronic copy of the ship’s complete shore file including block 35 information on request.

For COMNAVSURFLANT ships, two weekly reports are provided by e-mail to the ship’s Executive Officer and 3M Coordinator on Thursday or Friday depending on homeport. Copies of these reports, or the applicable sections should be distributed to at least the work center supervisors. 

Work Candidate Status Report  

This report lists all of the TA 1, 2, 3 jobs on the shore file not on the Screening Return to Customer Report. The current status each job is given along with the availability to which it is screened.  If any completed work candidate appears on this report, except for MA complete, the Port Engineer should be contacted and the administrative discrepancy resolved at once. Failure to do so can result in expenditure of limited maintenance funds to a job that is already completed.

· Job Status comments: 

· Final Screening Required = Not yet screened by Port Engineer 

· Customer Complete = Closed on ships CSMP  

· MA Complete = Closed by Maintenance Activity (SIMA, FTSC, etc) 

· Authorized = Screened to the Repair Activity listed  

· Assignment Required = Screened to the availability listed but not yet assigned to a repair activity or contract 

· Assigned = Screened and assigned to a maintenance activity or contract (when assigned to a contract the contact(or) will NOT be shown) 


Screening Returned to Customer Report 
This report lists all jobs that have been returned to the ship and the reason why. All jobs on this report are frozen and no action will be taken by anyone in the maintenance organization until the ship takes action and informs the Port Engineer. No job should stay on this report for more than 4 weeks. Since the Port Engineer’s CMMS does not automatically inform the Port Engineer that a “Return To Customer” work candidate has been modified, the ship must notify the Port Engineer at the request action has been accomplished. 

What to do if you have closed out a work candidate but it remains on the CSMP?

First make sure the review process has been completed and the job has been uplined. If the job has been uplined but remains on the CSMP there is a good chance that a configuration change completion report is required to be submitted before the job can be closed out.  If a configuration change or COSAL update report is not required, the AMDCO should be contacted. If the problem persist, the Ship’s Port Engineer should be contacted to help resolve the problem.  In addition, the Type Commanders have action officers that have access to the shore based CMMS and can resolve the most challenging problems. These action officers should are normally contracted by the Port Engineer rather than Ship’s Force.

For a work candidate to be effective it must pass the following rigorous practical test

Tom's Test:

If the typical High School student

can understand it then so can

everyone else.
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