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MARINE CORPS SYSTEMS COMMAND

2200 LESTER ST  

                     

                        
    QUANTICO, VA 22134-6050
                                        IN REPLY REFER TO:

5000


PM-AAVS


22 MAR 04
From: AAVP7A1 (TAMCN E0846) Maintenance Task Alignment Panel

To:
 Realignment of Maintenance Steering Team

Via:  Program Manager, Assault Amphibian Vehicle Systems


 Product Group Director, Armor and Fire Support Systems 

Subj: AAVP7A1 (TAMCN E0846) MTAP PHASE II REPORT

Ref:
 (a) MARADMIN 581/03

 (b) CHARTER FOR THE (E0846) MANTENANCE TASK ALIGNMENT PANEL

 (c) T2T/ITS ANALYSIS LOI  

 (d) TM 09674A-25&P/4B

 (e) TM 8F152B-25&P/A

 (f) TM 10004A-25&P/2B

 (g) TM 09674A-10/3B

Encl: (a) Breakdown by Task


 (b) Breakdown by New Maintenance Level


 (c) Tool Changes

1.  In accordance with references (a), (b), and (c), a maintenance task alignment panel (MTAP) was convened at Assault Amphibian Schools Battalion from 02 March 2004 thru 12 March 2004 in order to conduct a Task to TAMCN and Individual Training Standard (ITS) realignment in support of the Realignment of Maintenance (ROM) effort.  
2.  The following personnel were in attendance and constituted the Maintenance Task Alignment Panel:

	CWO5 WOODRUFF
	2100 COURSE SUPERVISOR       (2110)

	MSGT GARRETT
	2100 COURSE CHIEF            (2149)

	GYSGT MCRAY
	2100 IMC INSTRUCTOR          (2141)

	GYSGT VAUGHN
	2100 BVRC INSTRUCTOR         (2141)

	CAPT. GERMANY
	1800 COURSE SUPERVISOR       (1803)

	MSGT SANDY
	1800 COURSE CHIEF            (1833) 

	MSGT ANTUNUEZ
	CURRICULUM DEVELOPMENT CHIEF (1833)

	GYSGT SHABTY
	IMC CURRICULUM DEVELOPER     (2141) 

	GS12 SWINT
	LOGCOM REPRESENTATIVE

	CAPT STRACK
	MARCORSYSCOM (PM-AAVS)       (1803)

	GYSGT BOORE
	MARCORSYSCOM (PM-AAVS)       (1833)

	MR. HOPKINS
	OEM REPRESENTATIVE (UDLP)

	MGYSGT OLIPHANT
	2D AAV BN MAINTENANCE CHIEF  (2149)

	SSGT CHABOT
	2D AAV BN                    (1833)

	MSGT KALKBRENNER
	3D AAV BN                    (2149)

	WO KIRCHNER
	3D AAV BN                    (2110)

	GYSGT COSTANZO
	3D AAV BN                    (1833)


3.  Purpose: The purpose of the MTAP was to analyze maintenance tasks that made up the 2nd, 3rd, and 4th echelon of the five Echelon of Maintenance (EOM) concept using the course content review board method resulting in recommendations for placement of those tasks within the three Levels of Maintenance(LOM) concept. The MTAP tracked the changes to ITS’s for the 18xx and 21xx MOS’s resulting from the realignment of maintenance tasks. 

4.  Guiding Assumptions:

a. Due to the uncertainty of capabilities provided by the Force Service Support Group (FSSG) in a future battlefield environment, our basis for intermediate maintenance is the organic capabilities of the deployed Assault Amphibian Battalion.

b. If 4th Echelon migration fails, migration of Intermediate (I) and Depot (D) tasks may have to be reexamined.

c. Depot is considered Organic Marine Corps Depots, other service Depots, or contractors. In garrison conditions, certain portions of FSSG may perform Depot level tasks.

d. If an item is deemed Depot level it is assumed that it is going to be or already is a SECREP item and will be provided via 4th Echelon migration effort that is currently ongoing.

e. The tasks of final tests, finishing, and inspection, apply to both the I and D levels. The level of inspection is based on the capability to perform the task.

f. ITS definition of maintain is troubleshooting, repair and replacement of components within the level of capability.
5.  Results:

a. Tasks analyzed in current echelons 2-5: 604

b. Tasks within current first echelon: 638

c. Tasks migrated from 2nd Echelon to O (Organizational): 125

1. Of the 125 migrated tasks, 69 are already formally instructed at 1833 MOS producing course. 

2. Tasks migrated to Organizational Level must still be taught at the 2141 MOS producing course. 2141’s are the only Marines trained and licensed to operate the AAVR7A1. 

d. Tasks migrated from 4th Echelon to D (Depot): 53 

e. Tasks from 2-4 Echelon remaining in I (Intermediate): 425

6.  After Action Comments: 

a. Topic: What is the future mission of the Combat Service Support Element(CSSE)?  

Discussion: No clear understanding or guidance has been provided to assist in the decision making process of migrating tasks from I to D. Future capabilities of CSSE are in flux. 

Recommendations: I&L/Higher HQ must inform future MTAPs of expected CSSE mission and capability on the battlefield to assist the MTAP’s ability to make informed migration decisions.  

b. Topic: Management of the supply chain.

Discussion: One of the assumptions in the charter is that supply systems will not detract from the performance of maintenance tasks. It is assumed that repair parts would be available. 

Recommendations: Review the supply management system to ensure assumptions on charter are realistic. Recent after action reports from deployed units reflect that this is a cause for extreme concern.

c. Topic: Changes that will be required in course curriculum.

Discussion: Due to the migration of task changes from I to D, with the limited knowledge of CSSE mission, the level of troubleshooting/knowledge the mechanic is taught at the FLC (Formal Learning Center) will increase. 

Recommendations: To incorporate a more in depth fault isolation to the POI (Program of Instruction) at the IMC (Intermediate Maintenance Course) level. The mechanic must be taught/trained in diagnostics and prognostics at a greater level to determine whether any secondary repairable must be evacuated to the next level of maintenance. 

d. Topic: Impact of other MTAPs.

Discussion: Weapons and C4I (Command, Control, Communication, Computer and Information) assets that are components of this weapon system will have their own MTAPs. The results of those MTAPs will likely add operator tasks to our weapon system. 

Recommendation: All Assault Amphibious Vehicle (AAV) related Alpha and Echo TAMCN MTAPs should have an AAV representative as a permanent member. 

e. Topic: Fourth Echelon migration impact on facilities/training.

Discussion: Part of the impact of fourth echelon migration was the decision not to fund facility assets in support of the Assault Amphibian School, under PO38 MILCON, specifically dynamometers. 

Recommendation: Fund the replacement of those lost facilities if 4th echelon migration proof of concept fails.

f. Topic: Procedures used in conduct of this MTAP.

Discussion: During the course of this MTAP, a couple different processes were utilized.

Recommendation: Design a base line template to support effective review and tracking of tasks to ITS requirements to POI. This MTAP found enclosures (a), (b), and (c) to be the most efficient way to capture and display data. 

g. Topic: Impact to Secondary Repairable inventory

Discussion: This group has a concern that additional SECREPS will be needed to support depot migration.

Recommendation: LOGCOM conducts analysis to determine if there is an increase or decrease of depot level SECREPS based on repair maintenance cycle time, shipping time, customer wait time and replenishment of washouts. What is the cost and schedule impact as a result of that analysis?

h. Topic: Man Hour and Personnel Task analysis for affected Military Occupational Specialties.

Discussion: Now that the Task to TAMCN alignment has been completed, an analysis needs to be conducted that determines the amount of man-hours that have been migrated from one level to another. Upon completion of that study, those results should be used for analysis that determines the increased or decreased hours associated within related MOSs. Then, in coordination with the operating forces make recommendations on the realignment of personnel of those MOSs to support the 3 Levels of Maintenance.

Recommendation: An organization with the proper expertise should conduct the man-hour analysis and the personnel task analysis. Those results are used to determine the distribution of maintenance personnel within the MEF to support 3 Levels of Maintenance. Funding for this study was not included in the preliminary estimate.

7. Schedule:

a. Operating forces and Base units will submit concerns and critiques no later than March 30, 2004.

b. TECOM and LOGCOM will submit cost and schedule data to PM-AAVS no later than June 1, 2004. That data will be combined with PM-AAVS data and forwarded to I&L.

8. Summary: The MTAP was successful in dividing the maintenance tasks of the 2nd, 3rd and 4th echelons of the 5 EOM concept into the Organizational, Intermediate, and Depot levels of the 3 LOM concept. Several valuable lessons were learned that should be passed on to future MTAPs. The inputs of paragraph 7 will provide the data used to produce the Phase III POA&M and cost estimate. The tasks being moved to the Depot level from 4th Echelon are already migrating due to the 4th Echelon migration. The unknowns regarding the FSSG’s future capabilities forced the most assumptions and created the most difficulty.  The tasks being moved to the organizational level represent the removal and installation of certain parts. Operators are already performing a vast majority of those tasks in the Operating Forces. Over half are being formally instructed at the 1833 producing MOS schools. The 1833 course is estimated to increase in length by one week. This will allow for formal instruction of tasks the Marines have previously been learning via OJT. A new TM encompassing Organizational Level Repair tasks will be created to accompany the TM-10. The basic repairman course should remain largely unchanged. The intermediate maintenance course will stop teaching many of the rebuild tasks moved to the depot level but will increase the amount of troubleshooting they instruct. All of the TM 25’s will have to be revised, reprinted, and redistributed in order to support the 3 LOM concept. The 3 LOM concept has serious implications regarding the distribution of maintenance personnel throughout the MEF’s. Organizations that are involved in the maintenance of AAVs should be aware of that and prepare their command’s position on that distribution of maintenance personnel within their MEF. In conclusion, the results of the MTAP are executable by those organizations that will have to make the changes to support the training for and implementation of the 3 LOM concept. 

B. L. Strack
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