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FM COMNAVSURFLANT NORFOLK VA//N43//

TO ALNAVSURFLANT

RUCOQAM/FTSCLANT NORFOLK VA//00/4100/4101//4104/4110/4200/4300//

RUWHITU/FTSCLANT DET INGLESIDE TX//00TX//

RHFJFFI/FTSCLANT DET MAYPORT FL//00MY//

RHMFIUU/SUPSHIP PORTSMOUTH VA//100/200/210/220//

RUCOAGG/SUPSHIP PORTSMOUTH VA//100/200/210/220//

INFO RUCBCLF/COMLANTFLT NORFOLK VA//N43//

RHBPPAB/COMSECONDFLT//N4//

RHRRQJQ/COMSIXTHFLT//N4//

RHRVAKS/COMFIFTHFLT//N4//

RUCOSSA/COMNAVAIRLANT NORFOLK VA//N43//

RUCBKMC/COMSUBLANT NORFOLK VA//N43//

RUFNPGJ/COMSERVFORSIXTHFLT//N43//

RHRMABV/COMSERVFORSIXTHFLT SRU BAHRAIN//OIC//

RULSSEA/COMNAVSEASYSCOM WASHINGTON DC//04/04X/04L/04M/05X//

RUBDPLA/PEO MUW WASHINGTON DC//PMS490/PMS490A1//

RULSDMA/PEO THEATER SURFACE COMBATANTS WASHINGTON DC//PMS400//

RULSSBI/PEO EXW WASHINGTON DC//PMS470/PMS465F/PMS377/PMS307//

RUWDEAA/COMNAVSURFPAC SAN DIEGO CA//N43//

RUCOFAZ/PRESINSURV NORFOLK VA//JJJ//

RHMFIUU/FTSCPAC SAN DIEGO CA//780//

RUWDHLU/FTSCPAC SAN DIEGO CA//780//

RHMFIUU/NAVSHIPYD NORFOLK VA//200//

RUCOHAD/NAVSHIPYD NORFOLK VA//200//

RHMFIUU/SUPSHIP JACKSONVILLE FL//100/200/210//

RHFJFFJ/SUPSHIP JACKSONVILLE FL//100/200/210//

RUCTPHF/SUPSHIP PASCAGOULA MS//100/200/210//

RUWHITN/SUPSHIP JACKSONVILLE DET INGLESIDE TX//100/200//

RUAYABJ/NAVSHIPREPFAC DET SASEBO JA//400/410//

BT

UNCLAS //N04793//

MSGID/GENADMIN/COMNAVSURFLANT/DEC//

SUBJ/HM AND E READINESS ASSESSMENT HMERA PROCESS//

REF/A/DOC/COMNAVSURFLANT/4AUG00//

REF/B/DOC/CINCLANTFLT/CINPACFLTINST 4790.3/7DEC01//

REF/C/RMG/COMNAVSURFLANT/022018ZSEP99//

REF/D/RMG/COMFLTFORCOM/211137ZOCT02//

NARR/REF A IS COMNAVSURFLANTINST 9000.20, CONTINUOUS

MAINTENANCE PROCESS DESCRIPTION; REF B IS CLF-CPFINST 4790.3,

JOINT FLEET MAINTENANCE MANUAL; REF C IS THE PREVIOUS SEMAT

UPDATE MESSAGE.  REF D IS CFFC MESSAGE THAT CHANGES THE NAME

SEMAT TO HULL, MECHANICAL AND ELECTRICAL READINESS ASSESSMENT

(HMERA).//

POC/K. ALEXANDER/CIV/CNSL/TEL:COMM 757-836-3311/TEL:DSN

836-3311//

RMKS/1.  REFS A, B AND C OUTLINE COMNAVSURFLANT SEMAT PROCESS

AND HIGHLIGHT LESSONS LEARNED OVER THE PAST DECADE.  REF D

CHANGES SEMAT NAME TO HMERA.  THIS MESSAGE SUPERSEDES REF C,

REFRESHING HMERA GOALS, PROCESSES AND LESSONS LEARNED.

2. GOALS: THE OVERALL GOAL OF THE HMERA PROCESS IS TO

IDENTIFY ALL REPAIRS AND REFRESH MAINTENANCE SKILLS NECESSARY

TO MAINTAIN TROUBLE FREE MISSION CRITICAL SYSTEMS DURING

SUBSEQUENT OPERATIONS THROUGH DEPLOYMENT WHILE MINIMIZING THE

COST OF MAINTENANCE.  TO ATTAIN THE GOALS, HMERA FINDS, FIXES

AND TRAINS.  SPECIFICALLY, HMERA BRINGS ADDITIONAL TOOLS,

SKILLS AND MANPOWER TO AUGMENT SHIPS FORCE TO:

A. FIND AND FIX 100 PERCENT OF ALL SHIPS FORCE CAPABLE REPAIRS.

B. FIND AND FIX AS MANY NORMALLY OFF-SHIP REPAIRS AS POSSIBLE.

C. IDENTIFY AND DOCUMENT NECESSARY OFF-SHIP REPAIRS FOR THE

NEXT FMAV, RAV AND POST-DEPLOYMENT DEPOT AVAILABILITIES.

D. MAXIMIZE THE INTERVAL BETWEEN REPAIRS.

E. MAXIMIZE MAINTENANCE FUNDING.

3. PROCESS: THE HMERA PROCESS SPANS SEVERAL MONTHS FOR EACH

PROJECT.

A. SCHEDULING: HMERA VISITS ARE SCHEDULED VIA THE QUARTERLY

EMPLOYMENT SCHEDULE AND ARE TYPICALLY TEN WORKING DAYS IN

DURATION.

B. PRE-BRIEF: A MONTH PRIOR TO THE VISIT, THE HMERA PROJECT

MANAGER (PM) CONDUCTS A BRIEFING TO DISCUSS PROCEDURES,

WORKING ARRANGEMENTS, IMPORTANCE OF FULL PARTICIPATION OF

THE SUPPLY DEPARTMENT AND 3-M COORDINATOR AND SYSTEMS AND

EQUIPMENT TO BE ASSESSED.  ALTHOUGH THE INITIAL LIST OF

SYSTEMS AND EQUIPMENT IS BASED ON THE CSMP, MATERIAL

ASSESSMENT INDEX AND INTEGRATED CLASS MAINTENANCE PLAN, IT IS

ESSENTIAL THE PM OBTAIN SHIPS AND PORT ENGINEER INPUTS TO THE

TAILORED AGENDA.

C. EXECUTION:

(1) IN-BRIEF: THE PROJECT COMMENCES WITH A KICK-OFF BRIEF

CONDUCTED BY THE PM FOR THE CO, XO, DEPT HEADS, DIVISION

OFFICERS, WORK CENTER SUPERVISORS, 3-M COORDINATOR, SUPPLY

OFFICER AND KEY SUPPLY PERSONNEL, TAGOUT COORDINATOR AND PORT

ENGINEER.

(2) DAILY PROCESS: TECHNICAL EXPERTS FROM FLEET TECHNICAL

SUPPORT CENTER (FTSCLANT) AND SUPERVISOR OF SHIPBUILDING

PORTSMOUTH (SPORT) VALIDATE CURRENT CSMP, CONDUCT ASSESSMENTS

USING STANDARDIZED PROCEDURES, DOCUMENT DISCREPANCIES USING

STANDARD 2KILOS, IDENTIFY REQUIRED REPAIR PARTS AND ASSIST

SHIPS FORCE WITH REPAIRS.  LOGISTICIANS ASSIST SUPPLY WITH

IDENTIFYING, LOCATING AND ORDERING REPAIR PARTS REQUIRED TO

CORRECT DISCREPANCIES.  TO PROMOTE INDIVIDUAL OJT IN

MAINTENANCE AND SUPPLY SUPPORT PROCEDURES, COGNIZANT WORK

CENTER PERSONNEL SHOULD BE PRESENT AND ACTIVELY PARTICIPATE

WHEN ASSESSMENTS AND REPAIRS ARE BEING COMPLETED.

(3) DAILY STATUS UPDATES: A DAILY SCREENING SESSION IS HELD

WITH CO, CSO, ENGINEER, 3-M COORDINATOR, OTHER KEY SHIPS

FORCE AND THE PORT ENGINEER TO SCREEN 2KS, REVIEW THE TEST

PLAN AND DISCUSS POTENTIAL PROBLEMS.

(4) OUT-BRIEF: THE WRAP-UP BRIEF SUMMARIZES RESULTS AND

LESSONS LEARNED.  THE PM PRESENTS THE COMMANDING OFFICER A

SYNOPSIS OF THE FINAL ASSESSMENT AND EQUIPMENT CONDITION

STATUS, CSMP VALIDATION RESULTS, NUMBERS OF OPNAV4790/CKS,

TMDRS AND PMS FEEDBACK REPORTS WRITTEN AND REPAIRS

ACCOMPLISHED AND REMAINING.

(5) FOLLOW-UP: TO AVOID HAVING EQUIPMENT LEFT DISASSEMBLED

AND AWAITING PARTS AT END OF PROJECT, REPAIRS WILL ONLY BE

UNDERTAKEN IF PARTS CAN BE DELIVERED AND INSTALLED BEFORE

THE VISIT ENDS.  FOLLOW-ON TECH ASSISTS WILL BE CONDUCTED AS

NEEDED.  THE PM WILL HIGHLIGHT RECOMMENDED AREAS WHERE

FOLLOW-UP TECH ASSISTS MAY BE PRUDENT.

4. THE HMERA TEAM CONSISTS OF:

A. PROJECT MANAGER (PM): THE LEAD ASSESSING ACTIVITY

ASSIGNS A PM WHO IS IN CHARGE OF OVERALL PLANNING AND

EXECUTION OF THE PROJECT.  THE PM COORDINATES THE PROJECT

AGENDA WITH SHIPS FORCE, THE PORT ENGINEER AND CNSL TYPE DESK

BEFORE THE PROJECT AND MANAGES THE DAILY CONDUCT OF THE PROJECT.

THIS INCLUDES OVERSEEING THE OVERALL TEST PLAN, TAGOUTS AND

DAILY BRIEFING COORDINATION.

B. TEAM LOGISTICIAN: THE LOGISTICIANS PREPARE ALL DOCUMENTATION,

2KILOS AND PARTS REQUISITIONS AND ASSIST SHIPS FORCE IN LOADING

2KILOS INTO SNAP AND EXPEDITING PARTS.

C. TEAM MEMBERS: TEAM MEMBERS CONDUCT THE ASSESSMENTS, TRAINING

AND ASSIST WITH REPAIRS.  GOAL IS TO COMPLETE ALL T/A 3 AND 4

DISCREPANCIES IDENTIFIED PRIOR TO END OF THE PROJECT.

D. SHIPS MAINTENANCE MANAGEMENT OFFICER (SMMO): THE SMMO

TYPICALLY ACTS AS THE SHIP PROJECT COORDINATOR FOR ALL HMERA

PROJECTS.  THIS INCLUDES, BUT IS NOT LIMITED TO, ARRANGING SHIP

BRIEFINGS, TEAM WORKING SPACE, PHONES, SNAP/OMMS ACCESS AND

ENSURING SHIP FORCE AWARENESS OF DAILY RESULTS AND AVAILABILITY

TEST PLAN, INCLUDING TAGOUTS, ONGOING REPAIRS AND EQUIPMENT

OPERATION.

5. GUIDING PRINCIPLES: HMERA FOLLOWS THESE GUIDING PRINCIPLES:

A. MAXIMUM OF ONE LOOK PER CYCLE PER OBJECT.  NORMALLY, HMERA

WILL ONLY LOOK AT EACH MAINTENANCE OBJECT NO MORE THAN ONCE IN

A TWENTY-FOUR MONTH INTER-DEPLOYMENT TRAINING CYCLE TO MINIMIZE

INTRUSIVENESS ON SHIPS FORCE.

B. HMERA WILL USE STANDARD NAVY SYSTEMS AND DATABASES, SUCH AS SHIP

3-M, SNAP/OMMS-NG (CSMP), INTEGRATED CLASS MAINTENANCE PLAN (ICMP),
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SCLSIS/CDMD-OA, ETC.  NO SECRET DATABASES.

C. DEVELOP AND USE STANDARD TEST PROCEDURES IN PMS.  TEST

PROCEDURES IN PMS HAVE ISEA CONCURRENCE AND ARE MAINTAINED THROUGH

THE LIFE CYCLE.  ALTHOUGH SOME MAY BE ASSIGNED FOR ASSESSMENT TEAM

ACCOMPLISHMENT, THESE TEST PROCEDURES ARE ALSO AVAILABLE FOR SHIPS

FORCE SELF-ASSESSMENT.  NO SECRET TEST PROCEDURES.

D. HMERA WILL DOCUMENT MATERIAL DISCREPANCIES ON OPNAV 4790/2KS.

ALL DISCREPANCIES ARE REVIEWED AND SCREENED BY SHIPS FORCE AND THE

PORT ENGINEER.  ALL DISCREPANCIES ARE ENTERED INTO THE SHIPBOARD

CSMP.  NO DRIVE-BY ASSESSMENTS.

E. HMERA WILL DOCUMENT CONFIGURATION DISCREPANCIES ON OPNAV

4790/CKS, TECH MANUAL DEFICIENCIES VIA TMDRS, AND PMS PROBLEMS VIA

PMS FBRS.  FIX THE RESOURCES AS WELL AS THE EQUIPMENT.

F. USE THE NAVY SUPPLY SYSTEM.  FORECAST REQUIREMENTS, EXPEDITE AS

APPROPRIATE, ADDRESS RECURRING SUPPLY PROCUREMENT PROBLEMS AND

MAXIMIZE THE USE OF RECYCLE PROGRAMS (E.G., RRAM) AND DIAGNOSTIC

PROGRAMS (E.G., GOLD DISK).

G. USE EXISTING FINANCIAL SYSTEMS.  SHIPS FORCE PARTS ARE PURCHASED

USING EMRM, FMA PARTS USING ROV, AND DEPOT-LEVEL REPAIRS USING SHIP

DEPOT MAINTENANCE FUNDING.  HE WHO INSTALLS THE PARTS, BUYS THE

PARTS.

H. FOLLOW STANDARD NAVY MAINTENANCE AND QA PROCESSES FOR CRITICALITY

AND LEVEL OF WORK.

I. NO GRADES OR PERFORMANCE EVALUATIONS ARE ASSIGNED.  (2KILOS MAY

BE GIVEN TO INSURV TO ELIMINATE REDUNDANT CHECKS WHEN INSURV IS

SCHEDULED WITHIN SIXTY DAYS FOLLOWING THE HMERA.)

6. LESSONS LEARNED TO DATE REVEAL THE FOLLOWING KEYS TO SUCCESS:

A. NUMBER ONE PROBLEM IS SCHEDULE CONFLICTS. SCHEDULE CONFLICTS

TYPICALLY IMPACT THE ASSESSMENTS AND REPAIRS BY 25 TO 50 PERCENT-YET

THE COST OF THE VISIT REMAINS THE SAME.  SHIPS MUST AVOID SCHEDULING

CONFLICTING EVOLUTIONS, PARTICULARLY DURING HMERA II.  THESE

CONFLICTING EVOLUTIONS INCLUDE ANY OTHER MACHINERY-DISABLING OR MAJOR

EVENTS, SUCH AS CASUALTY OR SECURITY DRILLS, CEREMONIES, MAJOR

WORKING PARTIES, UNDERWAY DEMOS, FMAV, ETC., THAT WOULD DIVERT

MANPOWER OR CAUSE AN INTERRUPTION IN SYSTEMS TESTING OR REPAIRS.  THE

MOST SUCCESSFUL HMERA/C5RA PROJECTS OCCUR WHEN COMMANDING OFFICERS

CONSIDER HMERA/C5RA TO BE THE MAJOR EMPLOYMENT DURING THE TWO-THREE

WEEK PROJECT, ALLOWING NO DISRUPTION TO DIMINISH THE PROJECT.

B. ENTIRE SHIP MUST BE AWARE OF PROJECT PURPOSE AND PROCESS.  WORK

CENTER SUPERVISORS MUST BE INVOLVED AND INFORMED OF THE AVAILABILITY

TEST PLAN, DAILY PROJECT RESULTS AND ANY DISCREPANCIES IDENTIFIED

DURING THE ASSESSMENT.

C. 3-M COORDINATOR PERFORMS A VERY IMPORTANT ROLE IN ENSURING THE

PROJECT RESULTS ARE REFLECTED ACCURATELY IN THE CSMP.  THIS IS

ACCOMPLISHED BY ENSURING ALL HMERA GENERATED AND MODIFIED 2KILOS ARE

EXPEDITIOUSLY SCREENED AND FORWARDED TO THE CSMP SHORE FILE, ALONG

WITH 2KILO COMPLETIONS.  ALLOWING TEAM LOGISTICIANS ACCESS TO SNAP

AVOIDS BURDENING SHIPS FORCE WITH 2KILO DOCUMENTATION.

D. SUPPLY DEPARTMENT PLAYS A KEY ROLE IN THE SUCCESS OF THE HMERA.

WITH ASSISTANCE FROM THE LOGISTICIANS, SUPPLY PERSONNEL MUST

AGGRESSIVELY PURSUE PARTS AND DISTRIBUTE THEM RAPIDLY ON RECEIPT.

TEAM LOGISTICIANS CAN ASSIST, WHEN DELEGATED AUTHORITY BY THE

SUPPLY OFFICER, RESEARCHING REPAIR PARTS, CONTACTING ITEM MANAGERS,

MATERIAL PICK UP AND DISTRIBUTING PARTS TO WORK CENTERS.  HMERA TEAM

IS AUTHORIZED USE OF PRI 3 WHEN ORDERING REPAIR PARTS, ALLOWING

CRITICAL PARTS TO BE RECEIVED DURING THE ASSESSMENT PROJECT.

7. PROJECTS COMPLETED TO DATE HAVE BEEN WELL RECEIVED.  CONTINUOUS

IMPROVEMENTS TO THE HMERA PROCESS ARE BASED ON LESSONS LEARNED AND

RECOMMENDATIONS FROM THE FORCE.  YOUR SUGGESTIONS ARE WELCOME AND

ENCOURAGED BY FAX TO (757) 836-3277, PHONE (757) 836-3311, NAVAL

MESSAGE WITH OFFICE CODE N432, OR EMAIL TO KALEXANDER@CNSL.SPEAR.

NAVY.MIL//
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ACTION: 

~DMPS 411

~DMPS PMS490-4

~DMPS 411C1

~DMPS 411K

~DMPS 411B

~DMPS MUW ESH

~DMPS 411F

~DMPS MUW CIO

~DMPS 411C

~DMPS 411E

~DMPS 411E1

~DMPS 411C7

~DMPS 411L

~DMPS 411E5

