COMNAVSURFLANTINST 9000.20
COMNAVSURFLANTINST 9000.20

                                                                                              COMNAVSURFLANTINST 9000.20

                                                                                              N432

                                                                                              04 AUGUST 2000

COMNAVSURFLANT INSTRUCTION 9000.20

Subj:  CONTINUOUS MAINTENANCE (CM) POLICY, PROCESS, ROLES AND 
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          (b) OPNAVINST 4790.4C
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          (d) OPNAVNOTE 4700 
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          (f) SL720-AA-MAN-020, Fleet Modernization Program Management and Operations

               Manual

          (g) COMNAVSURFLANT 122027Z May 00 (WFIP 92B) 

          (h) NAVSEA Technical Specification 9090.310

          (i)  COMSERVFORSIXTHFLTINST 4700.1

          (j)  CINCLANTFLTINST 4700.11 

Encl:  (1) Regional Support Group Geographic Areas of Responsibility
          (2) COMNAVSURFLANT Scheduled Depot Availability Planning Milestones
          (3) Scheduled Fleet Maintenance Availability (FMAV) Planning Milestones
               COMNAVSURFLANT
1.  Purpose.  To publish Continuous Maintenance (CM) policy, process, roles and responsibilities, accomplishing the intent of references (a) and (b) and amplifying reference (c) for Continuous Maintenance.

2.  Cancellation.  The following COMNAVSURFLANT notice and Naval messages are cancelled by this instruction:

     a.  COMNAVSURFLANTNOTE 9000 dtd 17 Oct 95

     b.  COMNAVSURFLANT Norfolk VA 311220Z Oct 95

     c.  COMNAVSURFLANT Norfolk VA 280010Z Nov 95

     d.  COMNAVSURFLANT Norfolk VA 042030Z Mar 96

     e.  COMNAVSURFLANT Norfolk VA 171910Z May 96

     f.  COMNAVSURFLANT Norfolk VA 111817Z Sep 96

     g.  COMNAVSURFLANT Norfolk VA 011221Z Oct 96

     h.  COMNAVSURFLANT Norfolk VA 171253Z Jan 97

     i.   COMNAVSURFLANT Norfolk VA 291555Z May 97

3.  Objective.  Our objective is to prepare mission ready ships for the operating commanders.  In achieving that objective, we seek to identify, prioritize and advocate maintenance requirements to obtain resources from our sponsors and to allocate those resources to optimize ship material readiness across the Force.  To maximize the efficiency and effectiveness of those resources, we seek to issue clear, standardized maintenance policy guidance, processes, and practices and to level-load our planning and maintenance activities as much as practical.  In addition, we seek to continuously improve all related processes. 

4.  Continuous Maintenance Policy and Strategy.  Maintenance management is the management of wear.  Maintenance management entails identifying the hull, systems and equipment to be maintained, determining how each wears and fails, evaluating the importance and urgency of failures, and developing a strategy to efficiently and effectively schedule maintenance tasks to prevent or restore wear.  COMNAVSURFLANT's policy is that our maintenance management strategy is reliability-centered, mission-centered, condition-based, and continuous.

     a.  Reliability-Centered Maintenance (RCM) - System Reliability.  RCM is a process for developing a maintenance strategy for each maintainable object where maintenance resources are prioritized to support system reliability.  Those components with the highest impact on a system's reliability receive the highest priority.  Those components with the lowest impact receive the lowest priority.  To the Commanding Officer, this may mean that a C2 CASREP for one of six fire pumps may not be worked at premium cost as the firemain system is still fully functional.  RCM is CNO policy.  

     b.  Mission-Centered Maintenance (MCM) - Mission Reliability.  MCM focuses RCM principles on the ship's employment mission.  Those systems with the highest impact on a ship's employment mission receive the highest priority.  Those systems with the lowest impact receive the lowest priority.  To the Commanding Officer, this may mean that a C4 CASREP for a sonar system may not be worked until the ship returns to homeport when a ship's current employment is to participate in the Fallfest waterfront festival as the sonar system is not required for the employment.  MCM is COMNAVSURFLANT policy.  

     c.  Condition-Based Maintenance (CBM).  Within the RCM/MCM maintenance strategy, both preventive and corrective maintenance tasks may be scheduled based on 1) time, 2) after they fail, or 3) when there is objective evidence of a need for preventive maintenance or an impending failure.  Time-Based Maintenance (TBM) can yield the highest reliability, but at a high cost.  COMNAVSURFLANT limits TBM to those failures that are unacceptable due to safety or cost and when either failure predictability has little variation or when periodic material assessment is not practical.  Run-to-Failure scheduling typically yields the lowest reliability.  Costs may range widely, depending on the destructiveness of the failure and on any premium cost associated with the unscheduled repair.  COMNAVSURFLANT limits Run-to-Failure to those failures that are acceptable to system or mission reliability, where periodic material assessments are not practical, and when it is the least costly option.  Condition-based maintenance uses periodic material assessment to observe conditions to predict failure.  Material assessment ranges from ship's force hourly watch routine to large, formal material assessment visits by off-ship activities.  COMNAVSURFLANT employs CBM as the most cost-effective option for a preponderance of off-ship maintenance.  To the Commanding Officer this means that major maintenance is scheduled only when objective evidence of conditions indicates that it is needed.

     d.  Continuous Maintenance.  Continuous Maintenance is a maintenance process wherein all phases operate continuously and concurrently.  This means, at any given time, a ship may concurrently have work being discovered, documented, validated, integrated, screened, estimated, tasked, planned and executed.  Work is documented as soon as it is discovered, it is prioritized as it is documented, it is funded in priority order, and is scheduled for execution based on the urgency to mission, the ship's employment schedule and the work loading of the repair activity.  The focus and intensity of training and operations vary within the Inter-Deployment Training Cycle (IDTC) and the focus on maintenance varies commensurately.  However, the Commanding Officer must insure that the flow of accurate, objective, prioritized 2KILOs documenting problems upline to the CSMP Master file ashore consistently occurs as material deficiencies are discovered, so work can be planned in a continuous, orderly manner.  Work documentation delayed until the last possible moment before an availability impedes the Continuous Maintenance process.  Continuous Maintenance is CNO Policy.

5.  Roles, Responsibilities, and Relationships   

     a.  Commanding Officer - Current Readiness.  The Commanding Officer is responsible for current readiness, i.e. readiness for impending employment.  Maintaining a quality CSMP is pivotal to this responsibility and is one essential measure of the Commanding Officer's performance.  Key to the material aspects of current readiness are a robust zone inspection program to discover maintenance requirements, a well documented, prioritized CSMP to convey those maintenance requirements ashore, and close attention to work screening, planning, and execution.  The Commanding Officer establishes policy for the assigned Maintenance Manager's (MM) use when creating and modifying 2KILOs and schedules their routine meetings.  While the MM plays an important role in assisting the Commanding Officer in developing valid, prioritized maintenance requirements and coordinating maintenance ashore, the Commanding Officer retains responsibility for the quality of his ship's CSMP and for sustaining a high level of overall material condition in his ship.

     b.  Ship's Maintenance Management Officer (SMMO).  Availability Management.  The SMMO (when assigned) works closely with the MM and Fleet Maintenance Activity or Naval Shipyard during maintenance availabilities to integrate ship's force and repair activity work packages.  Delegation of this key responsibility to a level with inappropriate experience and insufficient authority can result in poorly planned work and in some cases unnecessary delays in completing critical repairs.

     c.  Maintenance Manager (MM) - Validating Requirements.  The MM's primary responsibility is to assist the Commanding Officer and Type Desk Officer (TDO) in developing valid, prioritized maintenance requirements in the CSMP for all levels of repair, and to advocate those requirements ashore.  The MM is analogous to a ship department head, but is not a substitute for strong Ship's Force involvement.

         (1) The MM performs the final quality review of all ship's force generated 2KILOs for off-ship work, allowing only valid condition-based maintenance requirements to be passed to shore-based managers and planning activities.  The MM reviews planning activity products to ensure the scope of repair correctly matches the 2KILO requirement.  During scheduled depot availabilities, this responsibility also entails reviewing executing activity reports and proposed contract modifications.  The MM advises the Commanding Officer on work screening, scheduling, progress, and completion issues, and the Executive Officer on work documentation and training issues.  The MM gives direct feedback to the work centers and assists personnel to understand the processes discussed in this instruction.

         (2) The MM assists the COMNAVSURFLANT Type Desk Officer (TDO) in scheduling life cycle maintenance and advises of maintenance funding requirements via the CSMP during advance planning and weekly financial status reports during availability execution. The MM also provides deck plate input for improvements to life cycle maintenance and solutions for class problems, including implementation of new or different technologies and installation of new or existing maintenance alterations.  The MM advises the TDO on scheduled availability advance planning issues, and the implication and effect of COMNAVSEASYSCOM technical direction and RSG/RMC business rules.  

         (3) The MM is also responsible to the ISIC, giving technical advice and maintenance status, and to the RSG/RMC, to comply with RSG/RMC policy and business rules.

     d.  Immediate Superior in Command (ISIC) - Prioritized Requirements and Current Readiness.  The ISIC is responsible for the operational readiness of assigned ships.  The ISIC focuses on current readiness, but has an enduring interest in all facets of these ships' maintenance.  The ISIC oversees assigned ships' maintenance philosophy, general priorities for repairs, and modernization and war-fighting issues.

     e.  Regional Support Group/Regional Maintenance Commander (RSG/RMC) - Current Readiness/Industrial Base.  COMNAVSURFLANT Regional Support Group Commanders (RSG) are dual hatted as the Regional Maintenance Commander (RMC).  For ship maintenance, except for slight differences in their geographic assignments, both the RSG and RMC are synonymous.  The RSG/RMC manages current readiness in the region to achieve the desired level of readiness and effectively employs the maintenance resources within the region to maintain a healthy industrial base.  This entails managing depot level emergent maintenance requirements and funds; developing, managing and overseeing a regional work assignment and brokering policy; and, advocating changes in government-owned capability and capacity.  This is a complex task, as the RSG/RMC must consider the urgency and importance of the work; the cost of individually contracting or assigning 2KILOs to contractor or government repair activities versus integrating them into scheduled availability work packages; the number, capability, and capacity of public and private maintenance activities; total Navy costs; the long run health of the industrial base; and, the policy of Navy superiors and Congressional desires.  The RSG/RMC may also manage the execution of selected scheduled maintenance (non-emergent) programs or repairs for a customer type commander. The RSG/RMC gives Commanding Officers feedback on the quality of 2KILOs and the MM and COMNAVSURFLANT feedback on the quality of validation and screening decisions. The RSG/RMC may coordinate a CSMP database reconciliation to ensure the CSMP shipboard file, CSMP shore file and SIMA file are in sync.  Enclosure (1) delineates RSG geographic areas of responsibility.

         (1) RSG/RMC Maintenance Broker (MB).  The MB assigns or brokers emergent work to a repair activity and enforces RSG/RMC work brokering policy and business rules within the Region.  The MB is the ships' secondary point of contact (when the MM is unavailable) work screening status. 

         (2) RSG/RMC Area Maintenance Document Control Office (AMDCO).  The AMDCO ensures the smooth flow of Ship 3-M data from each ship to the shore-based work screening and brokering system, to and from planning and repair activities, and on to the central Ship 3-M database.  Within the system, the AMDCO manages activity, user, and availability tables as directed by COMNAVSURFLANT (N432).  The AMDCO is the ship 3-M Coordinator's primary point of contact.

     f.  COMNAVSURFLANT Assistant Chiefs of Staff (ACOS) for Aviation (N42), Material (N43) and Combat Systems/C4I (N6).  The Aviation, Material, and Combat Systems/C4I ACOS develop material readiness goals, strategy, and policy and allocate maintenance funding.

         (1) COMNAVSURFLANT (N431) - Life Cycle Reliability.  The Type Desk manages class reliability.  This includes identification and solution of class problems using alternative maintenance strategies and alterations, advocating class financial requirements within the DOD Planning Programming Budgeting System (PPBS) and balancing execution-year funding and hull-specific requirements to develop CNO and TYCOM scheduled availability financial plans.  The TDO is ship's force primary maintenance point of contact on the staff.  

         (2) Specialized support is received from the NAWC Lakehurst, NJ Representative (N425), Ships Systems Engineer (N434) and Combat Systems Officer (N65), who are aviation, HM&E and combat system /C4I specialists, respectively.  The Maintenance Requirements Officer (N432) manages maintenance policy, process, and maintenance information system functional requirements and use.  The Senior Port Engineer (N43E) manages the MMs.

6.  Continuous Maintenance (CM) Process - Overview.  Implementing the policy of RCM, MCM and CBM, the CM process optimizes maintenance within and in support of the Inter-Deployment Training Cycle (IDTC).  Key elements are a clear assignment of responsibilities, a robust assessment process involving ship's force and shore-based activities, a common workflow for all work, and a methodical scheduled availability planning process.  

7.  CM Process - Standard Workflow.  In the CM process, all work follows the same workflow pattern, with most work being executed in scheduled availabilities.  This section describes the flow of a single job through the process.

     a.  Discovering Work.  Work is discovered during routine operations, PMS and scheduled material assessments (see paragraph 8).  Additionally, the TDO and MM add class maintenance tasks, availability support routines and maintenance alterations to scheduled availability work packages. 

     b.  Documenting Work.  All work is documented in the CSMP. The importance of documenting discrepancies cannot be over emphasized, as the CSMP is the basis of all funding, and only work documented in the CSMP is authorized for accomplishment.  An accurate, up to date CSMP is the mark of a thorough Commanding Officer and is essential for a well-maintained ship.  The CSMP consists of two files, the shipboard file and the shore file, the master file.

         (1) CSMP shipboard file.  The shipboard file contains all known material discrepancies.  It is routinely upline reported to the shore file, at least twice weekly, using RADCOM.  All routine material discrepancies are documented in the CSMP shipboard file within twenty-four hours of discovery and are internally reviewed and ready for routine upline report within seven days.  Emergent repairs (C3/C4 CASREPS) are documented and upline reported within four hours.  Inspection, assist, material assessment, and training individuals and visit teams discovering material discrepancies document the discrepancies on 2KILOs either directly in SNAP/OMMS or in electronic files which they clerically assist ship's force in loading them into SNAP/OMMS before leaving the ship. The MM reviews assessment visit 2KILOS prior to entry on the CSMP, when available. During material assessment visits, upline reports may be required daily.

         (2) CSMP shore file.  In addition to the material discrepancies upline reported from the shipboard file, other work identified and funded by shore-based managers, such as scheduled class maintenance, alterations, availability support requirements and history data are entered on the CSMP shore file.  Although only on the CSMP shore file, this work is visible to ship's force on the weekly Work Candidate Status Report electronically emailed to the Executive Officer.  Ships not receiving this report may email spearweb@SUPSHIP.navy.mil. Portsmouth (Code 220) (757) 396-4001 will prepare 2KILOs for any shore activity requesting assistance, without charge. 

         (3) CASREPs, Ships out of homeport include the RSG/RMC assigned responsibility for the area in which they are operating, proceeding to, or visiting, as an action addressee on CASREPS.  Ships upline the associated 2KILO to their homeport CSMP SHORE file, as usual, and the homeport MM brokers it to the appropriate RSG/RMC for action.  

         (4) Changes to 2KILOs by ship's force once the 2KILOs have been upline reported.  The importance of a thorough, quality internal review of 2KILOs before upline reporting cannot be over-emphasized, as edits to 2KILOs after upline reporting may overwrite corrections or comments entered by the MM, and may not make it to the repair activity due to computer limitations.   Changes to 2KILOs should be limited to changes in APL, Priority, Deadline Date, and significant changes in Block 35 work scope.  Updates of First and Second Contact fields are neither required, nor desired.

         (5) Forwarding Supporting Documents.  2LIMAs, photographs and supporting documents are sent to SUPSHIP Portsmouth (Code 200) by email (preferred) to 2LIMA@force.cnsl.spear.navy.mil or by FAX (757) 396-4081.  SUPSHIP Portsmouth will post the documentation on the WEB (www.spear.navy.mil/2LIMA) so that they are available to the appropriate planning activity.  (SUPSHIP Portsmouth point of contact is Mr. Al Trippel (757) 396-4001.

     c.  Validating and Diagnosing Work.  The MM validates 2KILOs before screening them to the planning activity.  The validation of the APL (Block 4), Remarks (Block 35), Priority (Block 41) and Deadline Date (Block 28) are mandatory.  The MM validates 2KILOs by personal shipboard observation of conditions, knowledge of the quality of 2KILOs written by selected work centers, or by screening the 2KILOs for technical assistance.  The MM corrects or writes new 2KILOs following the Commanding Officer's policy, returning 2KILOs that cannot be corrected without ship's force assistance or for training.  2KILOs written by an independent technical expert or by material assessment visit teams are expected to be valid and to correctly describe the extent of required repairs.

     d.  Integrating and Screening Work.  The MM integrates and screens work continuously as new work is documented.  Work integration entails screening multiple jobs together when synergistic, and separately when they interfere with each other. Work screening entails selecting a level of repair and availability in which to accomplish the work. The MM screens scheduled work and, unless delegated emergent work screening authority, passes emergent work to the RSG/RMC Maintenance Broker (MB).  (In Norfolk, the MM passes all scheduled intermediate level maintenance to the RSG/RMC MB beginning at A-60.)  The MM or MB screens work to the lowest level of maintenance activity capable and with capacity to accomplish the work during the required timeframe, filling government-owned capacity first, following the guidance of the RSG/RMC Business Rules.  The MB may request the MM re-screen certain scheduled work to fill unused government capacity.  2KILOs are screened based on importance using Block 41 (Priority), then urgency using Block 28 (Deadline Date), with deployed ships the highest priority, deploying ships second and other ships with CASREPs third.

     e.  Estimating and Tasking Work.  The MM or MB sends the 2KILO to the planning activity for an estimate, which the planning activity returns within five working days for scheduled work or the same working day for emergent work.  If the estimate is acceptable, the planning activity is tasked to begin planning the work.  If the estimate is not acceptable, the work is re-scoped or re-screened.  These estimates are also used to measure the maintenance backlog for future budget requirements.  Ship’s Force can track the progress of their work ashore and the development of their authorized Availability Work Package (AWP) by the Work Candidate Status Report emailed to the Executive Officer each Friday, or the Depot Availability Authorized Work Package Report emailed to the Commanding Officer each Monday

     f.  Planning Work.  The Planning Activity plans the work.  They gather references, write specifications, and order material.  Planning Activities include tenders, SIMAs, SUPSHIPs, phased maintenance private shipyards, Naval Shipyards, Ship Repair Units, Trident Refit Facilities and Regional Repair Centers and may also be the executing activity.  For emergent availabilities, planning begins immediately.  For scheduled availabilities, a deliberate process of specification development and review is used.  For scheduled FMAVs, the work center should review the procedures with the planner or shop.  For scheduled depot level availabilities, the planner writes specifications and posts them on the web for MM approval.  A copy of each preliminary specification is automatically emailed to the ship's Executive officer via SALTS, soliciting a work scope review and comment to the MM within five working days.  The MM and any technical expert designated by the MM reviews and resolves work scope issues, unless designated as "non-deviation" by the type commander.  When all changes have been made, copies of the MM-approved specifications are again automatically emailed to each ship's Executive Officer.  Ships not receiving copies of specifications may email spearweb@spear.navy.mil.

     g.  Executing Work.  The Executing Activity performs the work and documents its completion, closing the 2KILO.  (Currently the feedback to the ship that automatically closes the 2KILO in the shipboard file is inoperative, so ship's force must also close the copy on the shipboard file.)  Executing Activities include tenders, SIMAs, SUPSHIPs, Phased Maintenance private shipyards, Naval Shipyards, Ship Repair Units, Trident Refit Facilities, Regional Repair Centers, Fleet Technical Support Centers, and Alteration Installation Teams.

     h.  Analyzing Work.  The OPNAV Sponsor, TDO, life cycle and industrial facility managers use data uplined from the Ship's 3-M system to improve ship maintenance process, system reliability and to determine funding requirements.  

8.  CM Process - Material assessment.  Determining material condition is accomplished through a systematic material assessment process consisting of Commanding Officer's zone inspection program and material assessment visits.  

     a.  Commanding Officer's Zone Inspection Program.  The Commanding Officer conducts periodic (typically on a weekly basis) zone inspections, scheduled to best support the IDTC.  

     b.  Material Assessment Visits.  System and Equipment Material Assessment Team (SEMAT and C5RA) visits are tailored to optimize their effectiveness in preparing for both operations and scheduled maintenance availabilities, while limiting the material assessment of any particular maintenance object to not more than once per cycle.  The Commanding Officer participates actively in the material assessment process to ensure that maintenance objects with developing failure indicators are evaluated.  In as much as practical, all material assessment visits have been consolidated into four visits.  There remain a few stand-alone material assessment visits that are incompatible with the four visits, such as underwater hull and sonar dome material assessments, however they are expected to follow the SEMAT process.  The four major material assessment visits are: 

         (1) SEMAT I.  To minimize disruption to ship's force, slowly deteriorating systems and systems difficult to access (tanks and voids) are assessed during one scheduled depot availability in preparation for the next.    

         (2) SEMAT II/C5 Readiness Assessment (C5RA).  To maximize reliability during the deployment, equipment and systems with a shorter reliability half-life are assessed between the availability and the deployment.  

         (3) SEMAT III.  To assist the ship in preparing their post-deployment availability ship’s force work package and to identify last minute off ship maintenance requirements arising during the deployment, a small team (MM plus one or two others)  assists ship’s force in assessing and documenting areas that are assessable by ship's force personnel. Key elements of SEMAT III are:

             (a) SEMAT III briefing and training given to ship’s force prior to POM.

             (b) The use of selected 3-M checks and check-off lists to insure a thorough assessment.

             (c) A detailed review of the ship's CSMP with special emphasis on insuring all completed work has been closed.  

Commanding Officers are strongly encouraged to take advantage of this event to boost their crew’s efforts on post-deployment availability preparations.

         (4) SEMAT IV.  To evaluate those specific material concerns arising as a result of the deployment, selected maintenance objects are evaluated, upon request from or in agreement with the Commanding Officer.  Also, certain high cost equipment that accumulate thousands of hours of use during the deployment may routinely be scheduled for assessment to determine if overhaul is required during the scheduled depot availability.

     c.  Scheduling SEMAT.  The Assessment Activity schedules SEMAT I with the ship as part of the scheduled depot availability.  Some of the objects, such as tanks, require no ship's force participation and are scheduled independently based on the production schedule.  SEMAT II/C5RA and SEMAT III are scheduled as part of the normal quarterly employment scheduling process.  SEMAT IV, fundamentally a technical assist, is scheduled directly with ship's force, as are other technical assistance.

     d.  Executing SEMAT/C5RA.  The Assessment Activity Test Director coordinates the visit with ship's force.  The Test Director typically conducts a pre-visit brief, describing the process, roles, responsibilities, required equipment conditions, required support, and refines the proposed visit agenda.  The team conducts a start-of visit brief, holds frequent coordination and work screening meetings during the visit, and gives an end-of-visit out-brief, giving the Commanding Officer a summary of findings.  The team enters all work identified during the visit into the CSMP shipboard file before visit completion and submits all configuration corrections (OPNAV 4790/CK) identified directly to the Configuration Data Manager (CDM) via CDMD-OA within seven days after the visit completion.

9.  CM Process - Emergent Availabilities.  An emergent availability is a period of time when the ship is unexpectedly undergoing maintenance and is usually not available for operations.  Work screened to emergent availabilities are Priority 1 or 2 work, normally accompanied by a C3/C4 CASREP, and are scheduled in a Restrictive Availability (RAV), a Technical Availability (TAV) or for accomplishment by an Fleet Maintenance Activity (FMA).  Handwritten, hand-carried or message 2KILOs may be submitted to the RSG/RMC for Emergent Availabilities only when the ship's SNAP/OMMS system is CASREP, or when personnel on board are not able to process 2KILOs electronically and failure to submit the 2KILO impacts readiness or safety.  The RSG/RMC enters the 2KILO in CSMP Shore file and closes it when the work is complete.  In this instance, Ship's Force does not enter the 2KILO in SNAP/OMMS.

10.  CM Process - Managing Scheduled Availabilities.  A scheduled availability is a period of time when the ship is scheduled for maintenance and is not available for operations.  

       a.  Types of Scheduled Availabilities.  The CNO and COMNAVSURFLANT schedule depot availabilities.  The ISIC schedules Fleet Maintenance Activity Availabilities (FMAV).

           (1) CNO-scheduled depot availabilities.  CNO-scheduled depot availabilities are several month long availabilities, normally scheduled once each cycle between deployments, per reference (d).  The names vary depending on ship class, but include ROH, COH, SRA, DSRA, ESRA, EDSRA, PMA, DPMA and ISRA.

           (2) TYCOM-scheduled depot availabilities.  When the CSMP does not warrant a CNO-scheduled availability, when funding is insufficient to execute a CNO-scheduled availability, or if the ship's operating schedule precludes a CNO-scheduled availability, the TDO schedules a smaller and shorter Planned Restricted Availability (PRAV) instead, during the same timeframe.

           (3) Continuous Maintenance (CM) Depot Availabilities.  In addition to either the CNO-scheduled availability or TYCOM-scheduled PRAV, the TDO may also schedule up to two Continuous Maintenance (CM) depot availabilities per cycle (RAV I and RAV II), normally concurrent with FMAV I and FMAV II respectively.  The TDO will also schedule one year-long Continuous Maintenance availability (FMAV C) for incidental jobs.

           (4) Fleet Maintenance Activity Intermediate Availabilities (FMAVs) are normally three to four weeks long availabilities.  Fleet Maintenance Activities include SIMAs, TRFs, SRFs and tenders.  The ISIC usually schedules one FMAV concurrent with the scheduled depot availability or PRAV and once during each of the Inter-Deployment Training Cycle (IDTC) Intermediate (FMAV I) and Advanced phases (FMAV II), concurrent with RAV I and RAV II.

        b.  Authorized Work Package.  The Authorized Work Package (AWP) is developed incrementally during the IDTC, beginning with SEMAT I during the previous availability (A-720) and concluding during the Work Package Integration Conference (A-120).  The preponderance of work is identified before deployment (A-240).  Ship’s Force can track the progress of their work ashore and the development of their authorized Availability Work Package (AWP) by the Work Candidate Status Report emailed to the Executive Officer each Friday, or the Depot Availability Authorized Work Package Report emailed to the Commanding Officer each Monday.

        c.  Scheduled Availability Planning.  Scheduled availability work packages unfold from the standard workflow, beginning during the previous availability and concluding at the work package cut-off date.  The SHAPEC (CNO/PRAV) or SUPSHIP (RAV I/RAV II) assigns an advance planner to coordinate availability preparations with the TDO.

            (1) Scheduled Availability Planning Milestones.  Because scheduled availabilities are complex and require additional coordination, the availability advance planning process is managed per Scheduled Availability Planning Milestones, enclosures (2) and (3).  The TDO (depot) and RSG/RMC (FMAV) and planning activity agree on the milestones.  The TDO manages with the depot milestones with responsible managers keeping their assigned milestones current in the online Availability Status Report (ASR).  The RSG/RMC and FMA manage FMAV milestones.  Copies of the depot availability milestones are automatically e-mailed to the ship.  Ships not receiving copies of the depot availability milestones may email spearweb@spear.navy.mil.

           (2) Scheduled Depot Availability Work Package Mid-Cycle Maintenance Project Review (McMPR).  With most of the scheduled material assessments complete and with an ongoing zone inspection program, the TDO, along with ship's force, conducts a McMPR) about thirty to sixty days before deployment.  The McMPR reviews the CSMP and roughly shapes the post-deployment scheduled depot availability prioritized requirements.  What this means to the Commanding Officer is that rough-cut prioritized requirements for the post-deployment scheduled depot availability are determined before deployment, from the CSMP.

           (3) Scheduled Availability Work Package Monthly Maintenance Strategy Review.  Using the prioritized requirements from the McMPRs for all availabilities in planning, the TDC develops a funding plan for each availability, distributing all funds available.  What this means to the Commanding Officers is that the post-deployment scheduled depot availability funding plan is influenced by the CSMP before deployment.

           (4) Scheduled Depot Availability Work Package Integration Conference (WPIC).  At the end of the scheduled depot availability advance planning process, approximately 120 days (CNO/PRAV) OR 30 days (RAV I/RAV II) before availability start, the TDO conducts a WPIC (earlier for out-of-homeport private sector depot availabilities).  At the WPIC, the TDO, RSG/RMC, planning activities, executing activities, SPM and Ship’s Force or ISIC conduct a final review of the post-deployment scheduled depot and concurrent FMAV work packages to ensure well integrated work packages.  The TDO sends an agenda message ten days before the WPIC, and an action items message five days after the WPIC.  What this means to the Commanding Officer is that only minor additions or deletions to the work package are expected at the WPIC.  

         d.  Scheduled Depot Availability Budgets.  During the long-term (two to eight year) budgeting process, analysis of the CSMP (past availabilities and current deferred maintenance) is the basis for the requirement presented to Congress and, therefore, the basis of the total funding received by the type commander.  In the current year, specific availability budgets are derived from a proration of the total funding received based on the prioritized rough-cut requirements identified in the McMPRs.  What this means to the Commanding Officer is that depot scheduled availability budgets are based on the CSMP, before deployment.

        e.  Managing Execution.  Scheduled availability execution is managed by monitoring execution milestones and key events, conducting weekly production meetings and quartile review conferences, and by a thorough program of Commanding Officer oversight.  The executing activity holds arrival briefings outlining their procedures.  Work that cannot be completed during the availability is left open or rescheduled from the availability, as agreed by the Commanding Officer, TDO (depot) RSG/RMC (FMA) and the Executing Activity.  

11.  Commanding Officer CSMP Management.  COMNAVSURFLANT is committed to ensuring Commanding Officers and Immediate Superiors in Command (ISIC) have the resources to complete maintenance that is essential to their ship's current or impending operations and to grant them commensurate responsibility and authority for maintenance decisions.  In return, Commanding Officers are accountable for maintaining a quality CSMP.  

       a.  CSMP deficiencies.  The predominant deficiencies commonly seen in ships' CSMPs are: 

            (1) Incomplete documentation of deficiencies.  No stigma is attached to a large CSMP, when it is being actively managed by the ship.  The Commanding Officer's goal should be to maintain at least 90 percent documentation of ship's force assessable deficiencies in the CSMP. 

            (2) Open deferrals in the CSMP that are actually complete.  The Commanding Officer's goal should be to upline complete actions for 100 percent of all 2KILOs within one week of their completion.  This includes both ship's force and repair activity completed maintenance actions.  Deferrals should not remain open for the sole purpose of supporting outstanding requisitions. 

            (3) Intermediate level jobs often list the incorrect APL.  In many cases, the APLs listed are for the major assembly rather than the component requiring maintenance.  The Commanding Officer's goal should be to achieve a minimum of 95 percent APL accuracy for all uplined 2KILOs. 

The impact of incomplete or incorrect documentation of maintenance requirements for planning activities include the following:

                 (a) Inefficient usage of scarce manpower and financial resources conducting shipchecks on equipment that has already been repaired.

                 (b) Buying parts for the wrong equipment or system due to an incorrect APL.  

                 (c) Shifting the management challenge of determining relevant priorities of jobs on the waterfront to the planning activity.

       b.  Planning Board for Readiness.  The Commanding Officer manages work discovery and documentation through a robust zone inspection program and a formal, weekly CSMP review process. The Commanding Officer convenes a Planning Board for Readiness. (PB4R) as adjunct to the Planning Board for Training (PB4T).  The PB4R is chaired by the Executive Officer and includes the MM, the 3-M Coordinator, the department heads and others, as desired.  The PB4R: 

            (1) Schedules zone inspections.

            (2) Prioritizes all documented off-ship maintenance in the Ship's CSMP and ensures all completed jobs have been closed using the Work Candidate Status Report emailed to the ship weekly and CSMP Report 2, which is produced by the ship's Organizational Maintenance Management System (OMMS).  

           (3) Reviews the upline reporting and screening of all off-ship jobs using the Upline Status Report and the Work Candidate Status Report emailed to the ship weekly.

           (4) Reviews jobs returned to the ship to ensure follow-up action is taken.  Using the Return to Ship report emailed to the ship weekly.  Reviews MM and RSG/RMC feedback concerning poorly written 2KILOs, and schedules training accordingly.

           (5) Reviews upline status report emailed to the ship weekly to verify that the ship's uplines are being forwarded to the appropriate RMAIS server twice a week and are successfully loaded.

           (6) Reviews scheduled availability planning milestones using the Scheduled Availability Planning Milestone Report emailed to the ship weekly.  During scheduled availabilities, the PB4R meets daily with the repair activity to review progress and manage ongoing jobs and review weekly feedback and upline status reports for required action.

12.  Alterations.  Alterations come in two basic categories, modernization alterations (Title K SHIPALTS) and maintenance alterations (Title D/E/F SHIPALTS, Alterations Equivalent to Repairs (AER), Planning Yard Work Items (PYWIs), Work Packages (WP) and etc.). Modernization alterations add new capability or capacity or extend the life of the ship, and are normally programmed by the OPNAV Sponsor through the Ship Platform Manager (SPM).  Maintenance alterations make hull, systems, and equipment more reliable or maintainable, and are normally programmed by the TDO.  Equipment alterations (ORDALT, MACHALT, Electronic Field Change, and Engineering Change Proposals (ECP)) are normally maintenance alterations and are programmed by the equipment Life-Cycle Manager through the In-Service Engineering Agent (ISEA).  Priorities are based on projected employment requirements and schedules.  References (e) and (f) contain details.

       a.  Requesting Alterations.  Commanding Officers request existing or new modernization alterations via the operational chain of command and the appropriate COMNAVSURFLANT staff point of contact.  Commanding Officers request existing maintenance alterations via the MM and TDO (not the CSMP) and new maintenance alterations via the CSMP by submitting a 2KILO.  Approved alterations are entered in the CSMP shore file by the TDO.

       b.  Installing Alterations.  Alterations are installed during scheduled availabilities by the executing activity or an Alteration Installation Team (AIT), or between availabilities by an AIT.  Alterations programmed for scheduled depot level availabilities are loaded in the CSMP shore file per the availability milestones, including alterations installed by AITs.  (AITs also submit a second 2KILO if they have support requirements, stating in Block 35 the requirements, the name of the sponsoring, funding and installing government activities and each activities' point of contact name, title, code, phone number and email address.)  Alterations programmed between availabilities are scheduled through the AIT scheduling process per reference (g).  Only those alterations scheduled on the quarterly message are authorized.  Commanding Officers monitor AIT installations per the AIT check-off list, reference (h).

        c.  Alteration Installation Oversight.  As in repairs, the installation of alterations requires Commanding Officer oversight to ensure the installation is sensible, the ship's configuration manager (Supply Officer) receives the Integrated Logistic Support (ILS), and that the alteration works.  Reference (h) delineates requirements for Alteration Installation Teams.  The requirements are the same for alterations installed during scheduled availabilities.  As this instruction goes to print, a Regional Maintenance and Modernization Control Office (RMMCO) is being planned as an adjunct to RSG/RMC to assist in coordinating alteration installations.

13.  Managing Work During Overseas Deployment.  Reference (i) contains detailed direction for accomplishing maintenance while deployed overseas, and reference (j) describes Battle Force Intermediate Maintenance Activity (BFIMA) procedures.  CSF6F conducts pre-deployment briefings outlining overseas maintenance practices, procedures, and capabilities.  Essentially, CSF6F coordinates all work overseas.  A tender or the BFIMA accomplishes I-level work and Ship Repair Units (SRU) assign contractor support for mission critical work that cannot be accomplished by a Navy asset.  Contracted work is limited by law to mission affecting (C3/C4 CASREP) and safety-related repairs.  Daily CSF6F maintenance coordination messages and daily tender repair status messages list screening disposition and status to the customer ship, customer ship's homeport RSG/RMC, and operational commander. 

       a.  Preparing for Deployment.  At the completion of the last scheduled availability before POM, ship's force conducts a thorough CSMP review to ensure all completed jobs have been closed.  At the start of POM, the MM will send all intermediate and technical assistance level jobs in the CSMP shore file that will not be accomplished prior to deployment to CSF6F RMAIS or SRU Bahrain, depending on the ships primary deployment area (NAVEUR or NAVCENT AOR). 

       b.  During Deployment
            (1) Submitting 2KILOs During Deployment.  Throughout the deployment, ship's force continues to upline report 2KILOs twice weekly to the homeport RSG/RMC (CSMP Shore File) via RADCOM.  2KILOS for CASREPs should be uplined immediately.

            (2) Work Screening and Brokering During Deployment.  Throughout the deployment, the MM sends emergent depot level and technical assistance 2KILOs and all intermediate level 2KILOS to either CSF6F or SRU Bahrain Maintenance Desks as they are received from the ship.  CSF6F or SRU Bahrain assigns the 2KILOs appropriately.

       c.  Preparing for Return to CONUS
           (1) Ship's force conducts SEMAT III and develops the post-deployment ship's force work package.  Ship's force capacity issues are identified and discussed with the MM during the visit for inclusion in budget considerations.

           (2) Returning from Deployment.  At the completion of the last scheduled availability during the deployment, ship's force conducts a thorough CSMP review to ensure all completed jobs have been closed so that the homeport RSG/RMC can begin building the first post-deployment FMAV.   

14.  Change Procedures.  Forward recommended changes to COMNAVSURFLANT (N432).  Interim changes may be promulgated by letter.

                                                                   R. P. PERRY
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                                                                   Chief of Staff

                                                                   COMNAVSURFLANT

Distribution:  (COMNAVSURFLANTNOTE 5216) 21A1, 22A1, 23C3, 24D1, 24D2(N43), 24G1(N43), 25, 26, 28B, 28C, 28J, 28L, 29, 30, 31, 32, 32X, 36, 41, C28D, FA8, FKA1G, FKP8

14
15

