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Rear Admiral Dale E. Baugh

The Admiral’s Corner:  Recapitalization Without Tears
Although the Fleet focus is clearly on near-term readiness, much of what we do in maintenance is associated with creating industrial and material management efficiency.  More than 40% of the Fleet operating budget is associated with maintenance.  Improved processes and technology in maintenance translate to more funding potentially available for Navy acquisition accounts so that future readiness can be sustained with new ship and air platforms.  Accordingly, the Fleet Maintenance Directorate and all other Fleet maintenance personnel are challenged daily to be creative and innovative in search of better processes, materials and organizational and functional alignments.  Some of these initiatives include: 

· Transition to Fleet Forces Command

· Establishment of Super-TYCOMS

· Determination of core competencies

· FTSC alignment

· Standardization of IDTC maintenance elements

· I&D integration

· Mission funding of consolidated industrial activities

· Establishment of additional Regional Repair Centers

· Evaluation of industrial techniques such as theory of constraints or lean manufacturing in existing work centers

Enthusiastic and capable personnel are working hard on cutting-edge efforts that will influence the Navy for many years to come.

In the midst of considerable change, perhaps especially during dynamic times as we try to do more with less, there remains a constant need to appreciate basic engineering principles that underpin our business.  Most of you have probably been around long enough to have read at least one “back to the basics” advisory.  This article is not a call for a maintenance stand-down or deep soul searching.  It is, however, a gentle prod suggesting that added value in maintenance management is always tied in some way to inherent component design or approved maintenance strategy.  Technical authority exists.  Seek it out and collaborate with it on maintenance issues.  Identify and fix root problems with the support of the appropriate engineering agent.  If resource or other constraints require assessment and acceptance of risk, apply your engineering talent, and use the specification departure system.  Recently, CFFC has called for improved rigor in shipboard Planned Maintenance System (PMS) accomplishment and Current Ships Maintenance Project (CSMP) validation.  These too, are basic maintenance tools.  We all need to do our part to help.

A final thought involves organizational communications.  There is much going on and only so many hours in the day.  Effective and frequent communication among Fleet, TYCOM and SYSCOM personnel is essential in our dynamic business.  Teamwork and partnership arrangements across organizational lines require all of us to work diligently at clear communication.  The two Fleet Maintenance Officers have established a weekly coordination VTC.  In Norfolk, a regular forum has been established to discuss cross platform issues among the Fleet and TYCOM material officers.  Creating intentional discussion opportunities goes a long way in support of “seeking to understand and to be understood.”                                         
Click here for the Table of Contents
NEMAIS Brings Integrated Navy Maintenance to Mid-Atlantic

By John Hammond, NEMAIS Project Information Officer
Navy Maintenance activities in the Mid-Atlantic Region on Monday, 3 June 2002, began processing their first Intermediate Level ship maintenance work using an Enterprise Resource Planning (ERP) system.  The Navy Enterprise Maintenance Automated Information System (NEMAIS) Program is a joint initiative between the Atlantic and Pacific Fleets and the Naval Sea Systems Command (NAVSEA) to modernize Navy Maintenance business processes and information systems

Project personnel worked over the final weekend with NAVSEA and Fleet staff and with teams from their “customer” maintenance activities to resolve the few remaining obstacles to Go Live.  Additional data loads and the loading of user accounts completed the last-minute steps to enable Go Live to take place shortly after 0600 Monday.

This first production use of the system marks the culmination of a 2-year development effort to improve Navy maintenance processes and information systems using commercial off-the-shelf (COTS) software.  Development involved re-engineering business practices to standardize, streamline, and adopt industry best-practices for Navy maintenance processes common to organizational, intermediate and depot level activities that fall under Fleet and NAVSEA responsibilities.  The NEMAIS Solution was then configured to meet process requirements using SAP/R3 commercial software and an integrated database.  When fully implemented, the system is expected to be used by more than 35,000 Navy and civilian personnel in Navy commands worldwide and by Sailors on all Navy ships.
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NEMAIS Program Executive Mike Petz, SES, hands the first sealed envelope containing NEMAIS user account login and password information to LT Steve Urso, a Type Desk Officer at the Mid-Atlantic Regional Support Group/Regional Business Office.
The NEMAIS Solution will first be used on Fleet Maintenance Availabilities (FMAVs) for the USS Ross (DDG 71) and the USS Bataan (LHD 5).  NEMAIS will be used by the Regional Support Group/Regional Business Office (RSG/RBO) to accept and assign maintenance work for the two ships.  The work will then be planned, scheduled and executed at the Shore Intermediate Maintenance Activity (SIMA) Norfolk and at Regional Repair Centers associated with the Norfolk Naval Shipyard.
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FCCS Juan Vazquez creates the first project in the NEMAIS system, setting up the USS Ross (DDG 71) as a Fleet Maintenance Availability (FMAV) project.
For further information concerning the NEMAIS Program, contact NEMAIS Project Information Officer John Hammond at 

757-445-6566, or JHammond@marmc.spear.navy.mil.
Click here for the Table of Contents
Miniature/

Microminiature Module Test and Repair (2M/MTR) Program Updates
ETC(SW) Michael Ryan, FTSCLANT 

It is near the end the quarter, and while troubleshooting your fire control system you discover a faulty circuit card.  You fill out the proper paperwork with Supply to replace the card only to have the Supply Officer tell you the part isn't carried, or there is no money for repair parts.  Has this happened to you?  The odds are - yes.  What can we do as Sailors to help fix this problem?  The 2M/MTR program enables your ship to be more self sufficient, battle ready, and save valuable repair funds.  Prior to bringing that faulty circuit card to Supply you should have taken it to your 2M/MTR shop.    

Fleet Technical Support Center, Atlantic (FTSCLANT) Code 4103 is the Fleet's primary source for 2M/MTR support.  We perform repair site certifications, technician recertifications, and provide technical assistance.  If you require assistance or have any program related questions, do not hesitate to contact us.  FTSCLANT has 2M/MTR Field Service Engineers at all of its Detachments providing support to Fleet units and shore installations.  We are working in conjunction with the Type Commanders (TYCOMS); In-Service Engineering Agents (ISEAs); NSWC Crane, IN; and NUWC Portsmouth, VA, on a variety of program improvements.  Below details some of the major issues impacting in the 2M/MTR world.

New equipment.  As technology rapidly advances 2M/MTR equipment is constantly being upgraded.  The PP-8087 soldering unit is being replaced with the 

MBT-250 Portable Kit.  The kit is a full miniature station in a 2’x2’x2’, 55 lb. box.  The Portable Kit will be deployed throughout 2002 on all MCMs, CGs, DDGs, DDs, CVNs, and selected Amphibious ships.  Deploying units will be outfitted first.  There have been numerous improvements to ensure an ESD safe repair station.  The ESD board is being upgraded with a 3M Constant Monitoring System that triggers alarms when the work area or technician becomes ungrounded.  Several of the 2M tools and solvent dispensers are now ESD safe.  New ESD equipment will be issued in conjunction with your site certification.  This year the 5100 (part of AN/USM-646) will be replaced with the new Pro-Track (AN/USM-674).  The Pro-Track will provide expanded repair capabilities over a wide rage of frequencies.  Deploying units will receive priority outfitting.
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Portable Kit

New Web Site.  FTSCLANT has updated its 2M/MTR web site at www.ftsclant.navy.mil.  Select “Command Programs,” then select “2M.”  It is an excellent source for program related information.  It contains links to numerous 2M/MTR sites.  You can down load manuals, documents, and instructions.  There is a comprehensive 2M/MTR inventory checklist.  These are the same inventories we use to review your repair site.  Each item is accompanied with a digital photo, part number, and NSN to aid in identification. It contains a search engine to help locate individual items.  There is detailed information to assist you in preparing for a 2M/MTR site review.  Check it out. 

New TF-500 Thermal Reflow System.  These systems are capable of replacing Ball Grid Array (BGA) components and SMT components with extremely small lead pitches.  These CCAs cannot normally be repaired with the standard PRC-2000.  The TF-500 has been deployed at SIMA Norfolk, SIMA Mayport and MSRA New London.  The SIMAs have been having success in repairing the SPY-1B Radar Phase Shift Drive CCA NSN 5999-01-258-4223.  

Due to component configurations the standard 2M Micro station cannot repair these CCAs.  It is recommended that SPY-1B radar capable ships screen these CCAs to SIMA for repair.  There is a significant cost saving to the Fleet and a quick turn around on the repair.
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TF 500 Camera Monitor

For questions or additional information, contact the 2M/MTR Atlantic Fleet Coordinator, 

ETC(SW) Michael Ryan at 757-443-3872, extension 1863, DSN 646-3872, or  e-mail etc.michael.ryan@ftsclant.navy.mil.

Non-Developmental Items:  Equipment Now -  Paper Work To Follow
DCCM (SW) M. Burns

I would like to first give a big "Thank you and well done" to the commands and Fleet Sailors for the success of the NDI program.  As Deck Plate Sailors, we do have a say about getting quality equipment to the Fleet.  This article is the result of input and feedback from you.

The assessments conducted by Fleet commands and recommendations submitted from the Fleet through NDI are forwarded to the TYCOMS, CINCLANTFLT, the Under Secretary of the Navy's Safety and Survivability Office, and to the Commander, Naval Supply Systems Command for signature and approval.  Once approved, the items are then authorized for command purchase, and are considered Qualification Requirements for Non-Developmental Items to improve safety and survivability. 
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Knox Scanner
For example, some of the new items approved in 2002 are:  new flight deck goggles, infrared heat sensors, and portable rechargeable lanterns.  The Qualification Requirements (QRs) give the command authorization to purchase an NDI Item.  To obtain a copy of the latest QRs you can log in at www.nll.navsup.navy.mil/cml/.
When this screen comes up, type in the “Optional Key Word” box "Qualification Requirements," then select the year "2002."
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ESS Goggles
NDI is located at building 

V-29 and open to all military personnel and vendors.  If you would like to set up a visit with your command, please phone us at 757-445-1012, e-mail  ndi@clf.navy.mil, or visit our web page at

www.safety-ndi.navy.mil .

Click here for the Table of Contents
Ship's Maintenance and Material Management (3-M)

Bill Ferguson, CINCLANTFLT
A group of 3-M professionals met recently at Dam Neck to develop a comprehensive Master Task List of the skills required to manage a viable Ship's 3-M program.  Impetus for this action was recent INSURV comments portraying a systematic decrease in effective management of our maintenance processes.  Under the tutelage of Training/ Education Development Specialists and guidance from Group Facilitation professionals, several building blocks that will form the foundation of a solid 3-M training program were identified. They were translated into five basic 3-M Terminal Learning Objectives that will be used to determine training and education needs in the Fleet and shore establishments. They are listed below.

1.  Define Navy 3-M.

2.  State the primary references 

     associated with 3-M.

3.  State the scope and primary 

     objectives of the 3-M 

     system.

4.  State the types of automated 

     information systems that 

     support maintenance.

5.  Define the levels of training 

     required to support 3-M.  

These five basic requirements are the building blocks from which complex Enabling and Terminal Objectives for the 

"3-M professional of the future" will be developed.

For further information concerning the 3-M, contact Bill Ferguson at 

757-836-3754, or FergusonWE@clf.navy.mil.

Ship Material Condition Metrics (SMCM)

LCDR Mark Leary

Ship Material Condition Metrics is an initiative to develop a set of standardized metrics  related to ship material condition.  As with any metrics, the purpose is to allow us to make decisions based on data and analysis rather than based on intuition.  Specifically, we need data and analysis that will enable us to determine our maintenance requirements and to choose which maintenance to fund, on which ships and at what time.  Also these metrics are expected to assist decision makers in comparing systems or comparing ships.  The expectation is that this will enable us to say how much “readiness” or how much improvement in material condition or operational capability we will buy for a given amount of funding.

In July 2000, the Chief of Naval Operations issued NAVOP 008/00 which directed four tasks listed below:

1. Develop and implement standardized, configuration-linked assessment criteria across the Fleet using common material condition metrics and assessment procedures.

2. Incorporate methodology to support continual assessment process improvement and elimination of duplicative events.

3. Consolidate all Fleet material condition data into a single data warehouse and provide easy and timely access to all users.

4. Develop procedures to determine key areas to reduce sailor workload and improve Fleet material readiness.

The Fleet Review Board chartered an Executive Steering Committee and three Working Groups were established, consisting of representatives from both Fleets, all TYCOMS, all SYSCOMS and OPNAV.  The working groups examined possible methodologies and elected to follow a process similar to the one used in Combat Systems for the Troubled Systems Process (TSP) and Material Readiness Data Base (MRDB).  This type of analysis has been used for Combat Systems for almost a decade with good results.  The two primary metrics associated with this approach are Equipment Operating Capability (EOC) and Operational Availability (Ao).

EOC is a measure of equipment’s ability to pass a specific test procedure/PMS procedure, which includes the minimum operational standards.  EOC is a dimensionless number between zero and one, and the scale has been set up such that 1.0 reflects a perfectly functioning item in “like new” condition.  An EOC of 0.8 reflects an item which meets all minimum standards of performance, but is not in a “like new” condition.  An EOC 0.6 represents a minor problem, where the performance is slightly below PMS standards.  An EOC of 0.4 represents limited capability (e.g. item fails PMS or has restricted availability).  An EOC of 0.2 has a major problem, and will not operate normally, although it may provide limited output if manually operated.  An EOC below 0.2 is inoperative.

Operational Availability reflects the reliability, maintainability and sustainability of the equipment, and is a measure of the percentage of time that the equipment is available when it is needed.  Simplistically, Ao is the total amount of time that the equipment is operable divided by the total amount of time that the equipment is both operable and non-operable.  In practice, it is calculated as 

Ao = MTBF / (MTBF+MTTC+MLDT), where MTBF is Mean Time Between Failure, MTTC is Mean Time to Correct, and MLDT is Mean Logistic Delay Time, which can also include administrative delays.  This metric allows the user to identify whether or not specific systems or equipments meet minimum standards for equipment availability, and also can be used to pinpoint the source of any problems.  For example, an item with a low Ao may have a poor MTBF, indicating either a problem inherent to the design of the equipment or a consistent problem with operating procedures.  A large value for MTTC would indicate a problem with repair capacity – perhaps the tools are not on hand, perhaps the training is inadequate, or perhaps the repair efforts are being managed poorly.  MLDT is an indication of how long it takes to obtain parts, how long it takes to plan and fund the work, etc.

As you can see, EOC and Ao measure different things.  EOC gives you a picture of the ability of an equipment to perform its function as the time of the assessment (and if you have a proper model of the system and the ship, you can combine the EOCs for several pieces of equipment to obtain a grade for the operational capability of the entire system, or a warfare area or an entire ship).  What EOC does not tell you is how the equipment can be expected to perform in the future.  Ao, by contrast, tells you how an equipment or a system has performed historically, but does not tell you its condition right now.  This is why a well designed metrics program must include both a measure of current capability (or readiness) and a measure of long-term availability, along with a modeling process which enables the analyst to combine the values of several equipments to give us insight into the status of the system or warfare area overall.     

For Combat Systems, EOC data has been collected during C5RA visits conducted by FTSC, while Ao data has been extracted from the Material Readiness Data Base, which is a collection of validated 2Ks for selected systems.  No similar process exists for HM&E / Total Ship systems.

In 2001, the SMCM working group commissioned Naval Surface Warfare Center, Corona to create a prototype total ship model for the CG 47 class, combining a SCLSIS-linked HM&E model with the updated C5 EOC model used for TSP.  The prototype model was created and used during a combined C5RA/SEMAT/ INSURV visit on USS LEYTE GULF.  The results of this pilot showed that we can collect this data for all types of ship equipment and we can roll up these EOCs to obtain grades for overall systems.  The model and the report from the pilot visit were generally well received. An estimate was commissioned for the total cost of developing and maintaining EOC models, standardized, scripted assessment procedures, EOC criteria and data analysis.  The cost was deemed to be too high to be paid out of current funding and there was a question over who was to pay for it.  This initiative has been placed into the POM 04 BAM, and there is little expectation that we will obtain a large source of funding before FY04.

In the meantime, there are some steps that can be taken with minimal investment.  We are in the process of creating standardized assessment procedures.  FTSC is taking the lead on this item and is creating a list of all ship’s equipment that is looked at in all assessment visits.  Once this is done, they will list a standard assessment procedure for each item.  This will be done by reviewing the PMS checks, tech manual procedures, and manufacturer’s test procedures for each item, then choosing the best procedure that is technically sound and provides the best insight into adequate or inadequate equipment performance.  This list of equipments and procedures will then become the basis for all assessments, regardless of who is performing the assessment visit.


In addition, we are increasing our emphasis on linked and coordinated assessment visits.  Several pilots of this concept have been done, with good success.  The point of the exercise is to eliminate redundancies caused by repetitive assessments and inspections, while still obtaining the data needed.  We wish to avoid the situation where a ship has a C5RA assessment, and then a few weeks later they have an INSURV assessment or a SPAWAR Verification and Checkout visit which looks at the same equipment.  If we are all using the same assessment procedures, then it is reasonable to use data collected by another organization, unless there is a specific engineering driven reason to re-assess the same equipment (such as a very low Mean Time Between Failure).

Future efforts include standardizing the assessment visit software and 2K writing tools, and ensuring that all standardized test procedures are placed into a format that is compatible with these tools.  When funding becomes available, we will be able to add EOC criteria to the standardized test procedures, and develop the remaining ship class models.



Metrics Role in the Maintenance Process
Fleet Technical Support Center (FTSC) has developed some excellent analysis and metrics that are based on ship’s CSMP data.  By sorting the jobs by Status Code (a block on the 2K), they can focus on the deficiencies that have a more profound effect on mission accomplishment and material readiness.  Their analysis of the CSMP creates a calculation of MTBF, MTTC, and a measure called Time Problem Free, which is the percentage of days that the equipment is not featured on the CSMP (so it is very similar to Ao).  They also have a methodology for combining several measures together into a metric called Figure of Merit, which can then be used to compare the performance of a ship over time, or to compare a ship to the fleet average, or to compare one ship to another.  These comparisons can also be done by system or equipment if desired.  Naturally, any inaccuracies in the CSMP will cause this data to be questionable.  All of the type commanders are currently taking action to improve the health of their ship’s CSMPs, so this will make the FTSC analysis products even more powerful.

These metrics were recently discussed at the Fleet Maintenance Executive Steering Committee meeting, and we will be hosting a conference to include representatives from all TYCOMs, SYSCOMs and PEOs.  If you would like to participate or if you have comments, please call LCDR Mark Leary at 757-836-3759 or e-mail learyma@clf.navy.mil.  Also check out our website www.maintenance.navy.mil.  

Click here for the Table of Contents
CINCLANTFLT Fleet Maintenance  Website

Bernadette Reed, CINCLANTFLT

CINCLANTFLT’s Fleet Maintenance Directorate website includes our Mission, Points of Contact, and more.  Those receiving the newsletter electronically will receive an  e-mail notification informing them to check the website for updates.

Personnel using the CINCLANTFLT network can access the site from Infodeck, under Directorates.  For all TYCOMS, Fleet, and other government users, the username and password is unclassified.

The address is:

www2.clf.navy.mil/extranets/n43.nsf
The user name:  n43reader

The password:  n43support

Click here for the Table of Contents
Newsletter Information and Article Submissions

The Fleet Maintenance Newsletter is a Fleet Maintenance community publication for members of the military and DOD civilians.  Information is obtained from sources believed to be reliable.  The publisher is not responsible for any errors or omissions contained herein.  The contents do not necessarily reflect the official views of the U.S. government, Department of Defense, U.S. Navy, U.S. Marine Corps, U.S. Army, U.S. Air Force, or the Commander in Chief, U.S. 
Atlantic Fleet, nor does it imply endorsement thereof.
If you are interested in submitting an article for future publications, please contact Bernadette J. Reed at 

757-836-3743, or reedbj@clf.navy.mil.  

Personnel Notes

CAPT Glenn Hottel, formerly the Maintenance Requirements Officer (N431), will retire effective July 2002.  He detached in May 2002.  

CAPT (sel) Harry Lehman, who detached from Strike Fighter Wing, Atlantic  reported in April 2002 as CINCLANTFLT’s Aviation & Maintenance Improvements Officer (N433).

YNC Richard Kaczmarek reported to CINCLANTFLT N43 as Flag Writer (N43W) for RADM Baugh in 

October 2001.

YN1 Apryll Underwood reported to CINCLANTFLT N43’s Administrative Staff in September 2001.  She relieved YN1 Sylvia Gibbs, who retired October 2001.

YN3 Rashida Horton reported to CINCLANTFLT N43’s Administrative Staff in September 2001.

CINCLANTFLT N43 welcomes the following civilian personnel aboard:

Rick Peterson reported to CINCLANTFLT’s Maintenance Readiness Officer in August 2001.

Elijah Brown of NSWC, Crane, IN, reported as Science Advisor to CINCLANTFLT’s Maintenance Readiness Officer in January 2002.  He relieves Wanda Brashear, who departed January 2002 and is now working in N6 at CINCLANTFLT. 

Ms. Denise Bar, a NAVSEA Commander’s Development Program Intern, reported to the Maintenance Readiness Officer (N432) at CINCLANTFLT  May 2002.  She will depart  

31 July 2002.
Ms. Ann Kuntz, a NAVAIR Acquisition Logistics Management Program Intern, reported to the Aviation & Maintenance Improvements Officer in April 2002.  She departed the end of May 2002 and is now working for The Assistant Deputy Under Secretary of Defense for Logistics Planning and Policy.

Mr. Ken Brennan, a NAVSEA Commander’s Development Program Intern,  reported to the Maintenance Readiness Officer (N432) at CINCLANTFLT in June 2002.

Congratulations are in order:

Rick Triebwasser, of Code N432, was selected by CINCLANTFLT to participate in the Executive Leadership Program.

Sid Vigil, of Code N431 was selected by CINCLANTFLT to participate in the Executive Leadership Program.

Bernadette Reed, of N43’s office staff, was selected by CINCLANTFLT to participate in the New Leader Program.

Click here for the Table of Contents
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Special Events








Event Name:  Fleet Modernization Program (FMP) Policy Implementation Conference Date: 16-18 July 2002


Time, Location:  Hyatt Fair Lakes, Fairfax, VA





The Fleet Modernization Program (FMP) Policy Implementation Conference will be held 


16-18 July 2002, at the Hyatt Fair Lakes Hotel, Fairfax, VA.  The pre-conference preparation meeting will be held 15 July 2002.  The conference is jointly sponsored by OPNAV N43 and NAVSEA 04M and is designed to identify FMP customer requirements, improve the FMP process and practices, and standardize the FMP policy implementation for all FMP users.  The NAVSEA POC for this conference is Ms. Barbara Thomas, at 


202-781-1830, 


DSN 326-1830, 


fax 202-781-4612, or e-mail � HYPERLINK "mailto:thomasbt@navsea.navy.mil" ��thomasbt@navsea.navy.mil�.
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Expected payoffs…


Predictive metrics to support resource allocation and maintenance       


 program decisions 


Efficient assessment and data management process


Reduced burden on the Sailor
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