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The first joint
TMS forms
within the NAE

MAG-41 F-5 TMS Representative,
and Tactical Support Wing

T his past year has been an

exciting time within the De-
partment of the Navy (DoN)
Adversary Program as United

States Navy and United States Ma-
rine Corps F-5 teams consolidated

After an aerial performance in Eastern Europe, a KC-130T Hercules aircraft,
flown by the Air Combat Element of Black Sea Rotational Force (BSRF) 11,
lands behind the line of F-16 fighter jets that belong to the U.S. Air Force
Demonstration Squadron, the “Thunderbirds” June 8. BSRF-11 is a rota-
tional deployment of Marines operating in the Black Sea, Balkan and Cauca-
sus regions building military capacity, providing regional stability, and de-
veloping lasting partnerships with nations in the region

Read Reserve reporting to better reflect its characteristics B
on Page 2 to read how the KC-130T, a reserve :
type/model/series, is improving the fidelity of

its readiness reporting. Photo by
Cpl. Tatum Vayavananda/Marines.mil.

efforts and service issues under a

single joint type/model/series (TMS)
architecture. A true joint briefing

this innovative approach has stream-
lined briefing requirements, resulted in

cycle has been successfully imple-
mented and executed. After an in-
depth examination of the Naval

Aviation Enterprise (NAE) process,

creative solutions and facilitated a
refined methodology within the TMS
without sacrificing service-specific
concerns. The results-to-date are as-
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tonishing and have undoubtedly led
to significant improvements within
the F-5 TMS and the DoN Adver-
sary Program.
Previously, the 44 aircraft and
(F-5 continued on Page 6)
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Bringing Enterprise culture to big deck aviation ships

By Jacquelyn Millham, NAE Current Readiness CFT/Enterprise AIRSpeed Public Affairs

he”Boots-on-Deck” (BoD) site visit aboard USS
Bataan (LHD 5) in 2008 proved to be a seminal
event in Naval Aviation Enterprise (NAE) history.

Up until that point, much of the
work on increasing readiness
afloat had been conducted in
aircraft intermediate mainte-
nance and a few other depart-
ments on aircraft carriers.
After that site visit, the NAE
engaged the Surface Warfare
Enterprise (SWE) to partner
with it in its readiness efforts.

deployment of the V-22 aboard a ship, but they also heard
first-hand seams issues that stemmed from L-class ships
being Naval Sea System Command (NAVSEA) assets.

While NAVSEA is a member
of the Naval Aviation Enter-
prise (NAE) Extended Air
Board, at that time NAE lead-
ership recognized addressing
barriers to readiness aboard
amphibious ships required a
higher level of coordination.
Less than a month later,
NAE and SWE leadership

That momentum recently cul-
minated in the development of
a memorandum of agreement
to formalize and expand that
partnership to eventually in-

held an initial meeting in mid-
December to research and
explore solutions to improve
readiness aboard L-class
ships. A barrier removal team

| 2 . %

Aviation boatswain's mates watch from Vulture's Row as an
AV-8B Harrier assigned to Marine Attack Squadron 214

clude big deck aviation plat- lands on the flight deck of the amphibious assault ship USS (BRT), led by Commander

forms in aviation readiness ac-  Essex (LHD 2) in this photo dated Sept. 25. (Photo by Mass ~ Naval Surface Forces Pacific

tivities. Communication Specialist 2nd Class Eva-Marie Ramsaran/ (CNSP) N42, was created to
Navy.mil)

identify and mitigate Bataan’s
readiness barriers.

True to its purpose, the Bataan BoD brought to the The site visit was a catalyst to action. As a result of
surface the seams issues Naval Aviation encountered senior leadership hearing and seeing first-hand the chal-
aboard aviation-capable ships. Not only did attendees hear lenges deckplate Sailors and boots-on-the-ground Marines
about the efforts of maintainers preparing for the first ever face when deployed on amphibious ships, the NAE acceler-
(SWART continued on Page 7)

BoD at work

E2E: Refining a process to meet the V-22’s future demand

By Jacquelyn Millham, NAE Current Readiness CFT/Enterprise AIRSpeed Public Affairs

third type/model/series Design (E2E) in the Osprey commu- Program Il ],” said Capt. Angel

entered onto the stage nity. Toledo, VMMT-204 E2E Team lead.

this summer to play its “Applying continuous process im- “The VMM community presents a
role in the most comprehensive provement (CPI) methodologies and unique opportunity to implement an
transformation of Marine Corps principles to indentify inputs that en- E2E design on a transitioning plat-
aviation logistics in a quarter cen- able a squadron to achieve its qualifi- form,” said Chief Warrant Officer Rob
tury. cations for a training or tactical re- Willis, Supply Chain Team lead for

Marine Medium Tiltrotor Training quirement is the first step toward MALSP II. “As lessons are learned

Squadron (VMMT) 204 is prototyp- aligning Marine aviation logistics and at full operating capacity squadrons,

ing Current Readiness/ End-to-End enabling [Marine Aviation Logistics (Future continued on Page 10)
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NAE leadership first hears,
then sees COMACCLW challenges

By Jacquelyn Millham, NAE Current Readiness CFT/Enterprise AIRSpeed Public Affairs

ustaining aging aircraft, repair
S capabilities, support equipment,

and increasing the involvement
of other resource providers in the Na-
val Aviation Enterprise (NAE) were
among the main topics of discussion
at the “Boots-on-the-Ground” (BoG)
hosted by Commander Airborne Com-
mand Control and Logistics Wing
(COMACCLW) at Naval Base Ventura
County Point Mugu Aug. 18.

“The issues you will see on the
site visit are the same issues we
raised at the Air Board,” said Navy
Capt. Matthew Danehy COMACCLW
commaodore, referring to his type/
model/series (TMS) brief via video
teleconference to the NAE on Aug. 2.
“I believe they are not unique to the
wing, but also common to the broader
NAE.”

Danehy said that anticipating prob-
lems will improve readiness but cur-
rent processes do not lend them-
selves to this need. “How can we
make our analysis more predictive?
How can | get ahead of what will
cause RFT gaps in the future? What
are its triggers?”

As one example, he said, CO-
MACCLW, successfully identified the
shortage of engine mounts as a readi-
ness degrader and addressed it be-
fore it became a problem. “The short-
age had little or no inpact to the fleet
because we mitigated its impact. Had
it not been resolved early on, [the
wing] would have been ground to a
stop,” he said.

Scheduling and course length of
maintenance training is another issue
that affects readiness in the squad-
rons, said Danehy. Squadron main-
tainers receive their training on the job
and from the Naval Air Technical Data

NAE: http://www.public.navy.mil/airfor/nae/Pages/Home.aspx

and Engineering Services Command
(NATEC). “We are training on the
weekends and taking NATEC on
cruise as well,” said Danehy.

But E5s must attend their career
training for three months on the East
Coast at the Center for Naval Aviation

Technical Training (CNATTU) Norfolk.

Scheduling the course depends on
demand from the fleet.

Aviation Program Related Logis-
tics, which provides funding for miti-
gating aging aircraft repair and in-
creasing Aviation Depot Level Repair-
able costs, is a concern, not only in

his command, he said, but the fleet as
well. “1961 was the E-2’s first flight.
We are living with design decisions
made 50 years ago. This platform has
several more years in service,” he
said.

Availability and positioning of sup-
port equipment, such as huffers
(auxiliary power units), power carts
and NC-10 also were discussed.
“These are issues that have growth
across other TMSs and that you will
see during your visit,” said Danehy.

One of successes highlighted by

(BoG continued on Page 9)

Aviation Machinist's Mate Chief Petty Officer Kok Hooi, Fleet Readiness Center
Southwest (FRCSW) Site Point Mugu Production Control chief (far right), explains
the difficulties maintainers face when fixing an aft intake to Naval Aviation Enterprise
leadership. (From left to right) Navy Capt. John Smajdek, FRCSW commanding offi-
cer; Cmdr. Keith Nixon, Naval Air Systems Command, E-2/C-2 Program Office, assis-
tant program manager for logistics; Rear Adm. (sel.) C.J. Jaynes, Naval Air Systems
Command assistant commander for logistics; Cmdr. Roger Brouillet, Center for Naval
Aviation Technical Training (CNATT) Unit Norfolk commanding officer; and Navy
Capt. Terry Burt, CNATT commanding officer.)
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A third class petty officer

contributes to command u

By Jacquelyn Millham, NAE Current Readiness
Enterprise AIRSpeed Public Affairs
Photo compliments of COMACCLW

One of the principles of continuous process improvement (CPI) 1s that all stakeholders’ voices, regardless of

rank, must be heard when analyzing processes and planning changes within an organization. Junior personnel,

according to 1ts reasoning, bring valuable input that comes from executing the process at the deckplate level.

Awviation Support Equipment Third Class and Yellow Belt Christopher Sevilla’s work speaks to the power of

this approach.

Sevilla, who has only been in the Navy for two years,
is credited with leading a team that reduced waste and im-
proved Fleet Readiness Center (FRC) Site Point Mugu’s
hazardous materials (HAZMAT) process time by almost 40
percent. He was recognized with the Naval Aviation Enter-
prise Site Visit Excellence Award presented during “Boots-
on-the-Ground” at Naval Base Ventura County Point Mugu
in August.

“We only had one key for all of 900 Division (Support
Equipment Division) that only one person could check out
at atime. A lot of times, one person had the key and
wouldn’t turn it in requiring us to look for the person. That

was time we could have spent doing maintenance,” he said.

Another problem that reduced the time spent on
maintenance was how materials were stored in (HAZMAT).
Grease carts and other gear were returned and placed in
the room haphazardly, making it difficult to move in the
area, he said.

The solution, developed by Sevilla and five other
senior petty officers, was to make duplicate copies of the
key for every work center in the FRC. Log books in the
work centers are now used to track who uses the key. In
addition, they measured the floor in HAZMAT and used
AutoCAD to design the layout of the room. “We randomly
cut pieces to scale and moved them around like a puzzle to
determine which floor layout would be best,” he said.

“We taped out locations and labeled them. Every-
thing was measured so that the room wasn’t congested.

Enterprise AIRSpeed: http://www.public.navy.mil/airfor/nae/Pages/AIRSpeed.aspx

When we were finished, each item had its designated spot
and the walkways were easily passable,” said Sevilla. Not
only did maintainers spend less time in HAZMAT, but the
distance they had to travel was reduced by 70 percent.

The two-week rapid improvement event had another
benefit: spills were easier to see, identify and clean up.

Sevilla said he was convinced of the value of CPI
after witnessing an event in the Support Equipment /
Hydraulic Branch. “The first project | saw completed was in
Work Center 920. Before the event, equipment would be
put back haphazardly which made it difficult to bring equip-
ment in and lay it out. They came in and moved tool boxes,
lockers and established designated working lanes. It was
faster to get maintenance actions completed,” he said.

“AS1 Scott Hatzung, who was the work center super-
visor at the time, asked me my opinion. | told him that it
was nice to see how something so easy with time put into it,
can help the junior Sailors,” said Sevilla.

He is also working toward earning his green belt and
is currently looking at setting up a buffer for the parts locker
in the Support Equipment Division. He also would like to
establish a “pull” system, so that the demand for a part is
triggered when it is consumed, not when it is ordered.
“When we are performing preventative and unscheduled
maintenance, the same part is ordered repeatedly and
takes long time to come in,” he said. “With the pull system
we won't have excessive wait times.”

(Junior continued on Page 12)
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Fighter Composite Squadron 111, the Sundowners, based at Naval Air Station Key West,
Fla. and Fighter Composite Squadron 13, the Saints, based at Naval Air Station Fallon,
Nev. F-5N’s fly in formation. Photo from Naval Air Systems Command.

(F-5 continued from Page 1)
three DoN F-5 squadrons were broken into two teams, one
Navy and one Marine, each working separate briefing
chains and service-centric issues. The F-5 is an Adversary
Program cornerstone and the true operational support work
horse for USN Fleet Replacement Squadrons (FRS) and
Marine Corps aviation combat training and readiness.
Given the changing fiscal environment with many exter-
nal pressures and time constraints, it became obvious that
for longevity, the relatively obscure F-5 TMS required evo-
lution. The two F-5 TMS leads, Tactical Support Wing
(TSW) and Marine Aircraft Group 41 (MAG-41), tabled pre-
vious TMS differences and aligned efforts in the hopes of
securing program synergy and a joint concept for the way
ahead. Although fiscal constraints contributed to the reor-
ganization, the requirement to continue effective legacy
aviation training support, as well as support future tactical

aircraft such as the F-35 Lightning IlI, drove the realignment.

In addition to improvements to the TMS'’s internal com-
munication and alignment of mutual goals, the new struc-
ture has seen a few other transformations. First, the con-
solidation of the two services operational concerns directly
contributed to achievement of program goals and more effi-
cient and effective results from supporting agencies, such
as Naval Air Systems Command.

Secondly, the alignment of efforts enabled ground
breaking improvements in F-5 flight line availability through
depot schedule revisions and the introduction of a DoN F-5
loaner program between the three F-5 squadrons.

Finally, the joint approach has significantly enhanced

NAE: http://www.public.navy.mil/airfor/nae/Pages/Home.aspx

the F-5 TMS position within the Naval
Aviation Requirements Group
(NARG) forum through the two ser-
vice’s cooperation and consensus.
The Joint TMS’s understanding and
respect for each other’'s community/
service perspectives and operational
needs has facilitated a single voice
during program briefings and other
venues, from requirements genera-
tion to the conveyance of TMS issues
throughout the Enterprise. The po-
tential for enduring positive impact is
significant for both services. The F-5
adversary TMS supports force avia-
tion training for the entire DoN and in
several diverse capacities. Ranging
from FRS and unit level training, to
pre-deployment evolutions and
Weapons School support, the impact
of F-5 adversary support is undoubt-
edly, one of the most important con-
tributors to a Naval Aviation squad-
ron’s readiness for current and future
conflict.

Recent initiatives to sustain DoN adversary assets have
also contributed, in part, to the F-5 TMS’s cooperation and
common voice addressing service impacts and needs
across the multiple adversary TMSs. It has been universally
recognized within the F-5 TMS and the Adversary commu-
nity even more so that ongoing operational training require-
ments necessitate the full complement of current DoN ad-
versary platforms. Any uncoordinated changes to alloca-
tions and capability would ripple through aviation training
during a time when transition to the F-35 is becoming a pri-
ority and funding for follow-on adversary aircraft is uncer-
tain.

Despite major fiscal challenges across all DoN pro-
grams, the F-5 TMS was able to secure much needed sus-
tainment support, as well as initiate cost effective safety
upgrades to ensure the platform remains a safe and highly-
reliable adversary platform. Additionally, recent efforts to
explore emergent operational-tactical upgrades have made
notable headway and, if funded, show promise to expand
operational support capability and significantly improve fu-
ture fleet training as the F-5 will be better suited to replicate
current threat aircraft and employ threat representative
electronic signatures for enhanced training of fleet squad-
rons.

The F-5 TMS has been and continues to be the beta
test bed for a joint approach within the NAE. The TSW and
MAG-41 will continue to answer the call, leading the way
towards a new and exciting time within the Navy, the Ma-
rine Corps and the Enterprise as a whole. &
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Aviation Ordnanceman 3rd Class Larry lldefonso, right, and Aviation Ordnanceman
2nd Class Peter Phipps move a pallet of ordnance in the hangar bay of the forward-
deployed amphibious assault ship USS Essex (LHD 2). Essex is part of the Essex Am-
phibious Ready Group and is conducting operations in the western Pacific Ocean.
(Photo by Mass Communication Specialist 2nd Class Eva-Marie Ramsaran/Navy.mil)

(SWART continued from Page 3)

ated its efforts to touch other areas
that contributed to the readiness of
Naval Aviation.

To date, the team has addressed
several issues including manning to
support the Osprey and introducing
continuous process improvement
aboard L-Class ships.

In 2010, the BRT was renamed
the Amphibious Aviation Readiness
Team (AART) to more accurately re-
flect its purpose. Recently, the AART
also established a charter to expand
its focus to include other L-class
ships.

Current action items the team is
looking at include power and air
launch and recovery equipment
aboard L-classes; analyzing and ad-
dressing equipment reliability issues;
developing people, equipment, sus-
tainment, training and ordnance enti-
tlements and metrics; implementing
continuous process improvement
aboard all ships; addressing Aviation
Consolidated Allowance List issues,

re-writing the Commander-in-Chief,
U.S. Pacific Fleet Instruction Joint
Fleet Maintenance Manual as a com-
bined CNSP/CNSL, CNAF, Combined
Maritime Forces Pacific, Combined
Maritime Force Command instruction;
determining the appropriate level of
manning for other aviation platforms;

Enterprise AIRSpeed: http://www.public.navy.mil/airfor/nae/Pages/AIRSpeed.aspx 7

and supporting the installation of a
global positioning system that allows
commanders to determine the loca-
tion of forces.

The IRMT is also working very
closely with Naval Air System Com-
mand’s Air/Ship Integration (A/SI)
Team to ensure all efforts concerning
future aviation ship platforms are
aligned. The A/SI Team manages
aviation-related command, control,
communications, computers, collabo-
ration, and intelligence and moderni-
zation aboard all ship classes; pro-
vides Shipboard Weapons Integration
Team services; and supports Pro-
gram Executive Office Joint Strike
Fighter, future and current aircraft
carriers, littoral combat ships, joint
high speed vessels and Zumwalt-
class destroyer program managers.

Naval Aviation’s touch points

Up until now, there were two com-
ponents of aviation readiness that the
NAE did not engage; cruiser-
destroyers and littoral combat ships.
Recognizing a need to affect aviation
readiness aboard big deck aviation
ships, Naval Aviation and the Surface
Warfare enterprises signed a memo-

(SWART continued on Page 8)
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(SWART continued from Page 7)

randum of agreement in early August
standing up the Integrated Surface
Warfare & Aviation Readiness Team
(ISWART).

ISWART will identify aviation
readiness issues on surface ships not
already being addressed by other en-
tities. Currently, the NAE and SWE
are in the process of developing peo-
ple, equipment, supply, training and
ordnance readiness briefs for the plat-
forms. The team will be co-led by
IRMT and CNSP N40. Membership
includes CNSP/CNSL N42; CNAF
N42; CNSL NO1R; and MARFOR-
COM. Representatives from NAVSEA
21 (the dedicated life cycle manage-
ment organization for the Navy's in-
service surface ships); USMC Deputy
Commandant for Combat Develop-
ment and Integration; HQMC ASL and
Aviation Plans, Programs, Doctrine,
Joint Matters and Budget Branch;
CNAF Force Supply Officer; Naval
Supply Systems Command Weapons
System Support; LCSRON ONE;
CNSP/L N46; CNSP/CNSL N47; and
NAE Current Readiness Cross-

NAE: http://www.public.navy.mil/airfor/nae/Pages/Home.aspx

Engineman 1st Class Kevin Jones (left) explains the capabilitis of the command and

control center to Ensign Patrick Love aboard the amphibious transport dock ship USS
New Orleans (LPD 18). Photo by Mass Communication Specialist 3rd Class Domi-

nigue Pineiro/Navy.mil)

functional Team will attend as neces-
sary.

This alignment with the SWE is
one of many steps toward Naval Avia-
tion, and even the entire Navy,
achieving its readiness requirements
in a cost-wise manner, said Navy

Capt. Pete Hunt, IRMT’s Director,
“The work of ISWART and other initia-
tives will provide the cornerstone for
collaboration and joint action not just
in naval aviation,” he said, “but Big
Navy as well.” m

Marines assigned to the 11th
Marine Expeditionary Unit
(11th MEU) participate in a
live-fire exercise aboard the
amphibious assault ship
USS Makin Island (LHD 8)
in this photo dated Sept. 10.
The Makin Island Amphibi-
ous Ready Group was con-
ducting a composite training
unit exercise (COMPTUEX)
off the coast of Southern
California. COMPTUEX is
a training exercise designed
to test capabilities and en-
sure overall readiness before
deployment. (Photo by Mass
Communication Specialist
2nd Class Jason Behnke/
Navy.mil)
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(BoG continued from Page 4)
Fleet Readiness Center Site Point
Mugu during the BoG was its cost
avoidance savings realized by onsite
contractors in the Avionics Division.
In place from 1994, the Forward Site
Depot repairs communication/
navigation radars, indicators, actua-
tors and micro miniature components.
From Fiscal Year 2008 to 2011, its
$1.24 million investment realized a
$4.9 million cost avoidance in beyond
capability of maintenance interven-
tions. In one notable example, more
than $300,000 was cost avoided be-
cause contractors were able to reach
back to their companies to repair a
weapon repairable assembly coax,
eliminating the need to send it back to
its original equipment manufacturer.
FRCSW Site Point Mugu also
used continuous process improve-
ment (CPI) to find out why pulse gen-
erators had excessive times to reliably
replenish (TRR). Consolidated auto-
matic support system (CASS)

benches were determined to be a
major constraint to throughput. The
site has requested that a third bench
or of one of its hybrid CASS benches
be converted to a Radio Frequency
bench. Once itis in place and addi-
tional E-2 mission systems shop re-
placeable assemblies (SRA) have
been procured, the FRC expects the
pulse generator's TRR to be reduced
from 88 days to seven days, and its
expeditious repair (EXREP) rate to
drop from 20 to zero.

Another success was in FRCSW
Detachment Point Mugu’s T-56 En-
gine Shop. Its workforce had been
reduced, resulting in a decrease in the
component’s ready for issue (RFI)
buffer and an increase in its TRR in
fiscal year 2010. By implementing
the first-in, first-out principle for en-
gines; establishing a parts kit in the
work center; designating an engine
staging area and a standard work
chart; using 5S to organize Individual

AFWC Ricardo Juarez, flight engineer for VX-30 (left), discusses the capabilities of
the Scan Eagle (foreground) with Mike Warriner, deputy director for the Naval Avia-
tion Enterprise. The Scan Eagle is an unmanned aircraft system that provides real-time
direct situational awareness and force protection information for expeditionary teams.
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Material Readiness List components;

removing supply cage and excessive

materials; and reducing the number
of maintainers on temporary addi-

tional duty when the engine buffer is
low, the T-56’'s TRR was reduced by

50 percent and its buffers have in-

creased from zero to seven.

FRCSW Detachment Point Mugu
also used CPI to tackle the number
one degrader in Structures Shop — the
side beam assembly. An analysis
showed that it had a high EXREP rate
of 75 percent and high TRR of 31
days due to the priority of other com-
ponents for maintenance. With a new
process flow to work all Structure
Shop components, the total touch
time for the side beam assembly is
expected to be reduced by 48 per-
cent, total back-log and off-shift time
by 50 percent and TRR by 50 percent.

The Structures Shop also bene-
fited from the relocation of a depot
level artisan into its work center. To
date, the artisan has repaired more
than 45 engine components and cowl-
ings and has trained 38 technicians in
the last year.

Other successes included:

e Reducing the distance maintain-
ers traveled to and time spent in
Hazardous Materials (See accom-
panying article on Page 5: A third
class petty officer contributes to
command readiness);

e Increasing visibility into Support
Equipment’s flight line readiness
through the creation of the Sup-
port Equipment Readiness Re-
port. The report, which generates
data based on the “pull” from the
flight line, also enables maintain-
ers in Support Equipment to bet-
ter prioritize work.

e Reducing the non-RFI gear rate

through the use of the Ground
(BoG continued on Page 12)
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(Future continued from Page 3)

those lessons can then be carried into transition and
initial operational capacity squadrons across the com-
munity. In doing so, the learning curve is significantly
flattened.”

While the first two communities to formally un-
dergo E2E were the KC-130 and AV-8B, VMMT-204
had a head start on its CPI efforts. It was the initial
prototype for a Marine Corps organizational-level (O-
level) design in 2007. At that time, however, there was
not a specific link to the E2E construct. But many of
the fundamental enablers discovered during that initial
prototype were used in the development of the current
E2E construct.

In addition, the VMM community was the first
type/model/ series (TMS) to undergo a formal leader-

V-22 Avionics Technicians Cpl. Taylor Deal (left) and Lance Cpl. Kristina Morton remove an Osprey’s panel to monitor its
oil levels. The Osprey’s avionics system is one of the most sophisticated in the fleet.

ship alignment process (referred to as a Leadership Strat-
egy Process). “The process involved high-level leader-
ship from not only the MV-22 community, but supporting
agencies such as the Defense Logistics Agency, Navy
Supply Systems Command Weapons Systems Support
and the Training and Education Command,” said Willis.
“This alignment of all ‘system’ stakeholders ensured that
each agency understood the key deliverables that must
be implemented in order to reach the community's de-
sired end state.”

In 2010, Lt. Gen. George Trautman (then Deputy
Commandant for Marine Aviation) indicated that he
wanted to implement an E2E Design in the MV-22 com-
munity. “Marine Air Group 26 Commanding Officer Col.

(Future continued on Page 11)
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(Future continued from Page 10)
Christopher Seymour was
very supportive and offered
VMMT-204 due to the recent
change of command and
changes in key leadership
positions,” he said.

Not just aircraft

Many of the issues
VMMT-204 faces are com-
mon to all TMS. Aircraft
availability is a constraint on
all squadrons and is the focal
point around which all other
decisions are subordinated.

The qualifications of
its workforce is another
constraint. VMMT-204 Commanding Officer Lt. Col.
Stephen Augustin said he wants to reduce VMMT-204’s
flight operation schedule from three 10- to 12-hour shifts,
to two eight- to nine-hour shifts. The squadron has a lim-
ited number of qualified supervisors, collateral duty qual-
ity assurance representatives, collateral duty inspectors
and other specialized personnel. “I have qualified people
working all shifts, but they have

mand’s E2E implementation.

VMMT-204 Commanding Officer Lt. Col. Stephen Augustin
(left) and End-to-End Lead Capt. Angel Toledo shake hands
after discussing the following weeks’ events of the com-

duct long-term planning.

Increased demand

VMMT-204 is planning
for the future as the number
of qualified aircrew and pi-
lots it must produce will in-
crease. “We are on track to
fly more flight hours than we
ever have before,” said
VMMT-204 Operations Offi-
cer Maj. Lawrence Nichols.
“Last year we flew 3,200
flight hours; this year we are
on track to fly 3,700. In the
future, we need to produce
4,400 hours.”

For more than a year, the squadron has been look-
ing at how to meet the demand for the increase in hours
with current assets. “My predecessors started to improve
the process and they did the hard work. We've taken a
look at how many aircraft we are getting and how many
flight hours we are able to produce each day. We are
asking ourselves what should be the appropriate number
of personnel in the squadron. We are in the process of

varying levels of qualifications,” he
said.

But VMMT-204 is also dif-
ferent than fleet squadrons. “The
[Fleet Replacement Squadron] is
more like a factory than a squad-
ron in the fleet,” said VMMT-204
Aircraft Maintenance Officer Maj.
Christopher Browning . “We push
them out to the fleet. We con-
stantly operate at [maximum] ca-
pacity. No matter what, in the end, |,
we still have to produce a specified
number of students. In mainte-
nance, it is constantly flying, fixing
and flying aircraft.”

Added to that is the require-
ment that squadron leadership
attend alignment conferences with
other Navy training commands,
agencies, and the Air Force to con-

Cpl. Alan Kemen, a flight line mechanic,
moves a color-coded grip on a V-22.

understanding what the right size for
the unit should be to produce a
specified number of flight hours and
manning for the right number of
flight,” he said.

With this in mind, Augustin, who
assumed command in July, tasked
the VMMT-204 representatives and
the E2E Team with validating a
change in the sortie schedule and
reduce the number of flight opera-
tions hours from three 10- to 12-hour
shifts, to two eight- to nine-hour
shifts.

“What E2E is doing for us is vali-
dating our process and refining it so
that it is razor sharp,” said Nichols.

“We have a two-three-three (a
daily sortie schedule comprised of
three shifts of launch and recovery of

(Future continued on Page 13)
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(Junior continued from Page 5)

In February, Sevilla plans to
re-classify as a hospital corpsman.
While the field is more in line with his
college courses in biology he took
before he joined the Navy, he said he
would take his CPI skills with him
wherever he goes. “CPI not only
showed me that it is a tool that can be
used to eliminate what is slowing you
down, but it also opened my mind up
to how to approach different situations
and how to come to a solution to a
problem,” he said. (Note: CPI initia-
tives are currently underway within the
Bureau of Medicine and Surgery.)

“Because of the skills | learned
at the FRC,” said Sevilla. “I spend
more time thinking of solutions and
looking at them from different aspects
instead of just one way.” B

(BoG continued from Page 9)

Support Equipment Trouble-
shooter — a cart equipped with
gear that enables maintainers to
bring FRC maintenance capability
out to the flight line, reducing the
need for organizational-level
maintainers to induct components
into the FRC.

e Applying CPI in the Avionics,
Support Equipment and through-
out the Airframes divisions.

e Achieving a 33 percent advance-
ment rate, (which is seven per-
cent higher than the Navy-wide
average) and a 62 percent reten-
tion rate in the command.

Vice Adm. Al Myers, Commander,
Naval Air Forces, and Vice Adm.
David Architzel, Commander Naval
Air Systems Command (NAVAIR), led
the site visit. Rear Adm. Bill
Sizemore, Chief of Naval Air Training;
Brig. Gen. Gregg Sturdevant, Assis-
tant Wing Commander for Third Ma-
rine Aircraft Wing; Rear Adm. Mat
Winter, Commander, Naval Air War-
fare Center, Weapons Division

NAE: http://www.public.navy.mil/airfor/nae/Pages/Home.aspx

NAVAIR Assistant Commander for
Test and Evaluation; Rear Adm.
(select) C.J. Jaynes, Assistant Com-
mander for Logistics, Naval Air Sys-
tems Command; Rear Adm. (select)
John King, Commander ,Naval Supply
Systems Command Weapon Systems
Support; representatives from
CNATT; Defense Logistics Agency;
Headquarters Marine Corps, Aviation
Logistics Support Branch; Com-
mander, Naval Air Force Reserve;
Office of the Deputy Under Secretary
of the Navy/Deputy Chief Manage-
ment Office; and contractor support
also were in attendance.

Naval Aviation Enterprise, CO-
MACCLW and FRCSW Site Point
Mugu leadership also discussed parts
availability, relocating the T-56 engine

12

test cell, procuring a third CASS com-
munications/navigation/identification
friend or foe systems bench, contin-
ued funding for contractors, replica-
tion opportunities, expanding the use
of CPI aboard amphibious ships, re-
verse engineering of obsolete compo-
nents, the integration of unmanned
aerial systems into Navy squadrons,
how phase maintenance intervals
affects the workforce, Flight Line Elec-
trical Distribution System power dis-
ruptions, troubleshooting and testing
weapon repairable assemblies and
their SRAs, and challenges associ-
ated with the Joint Tactical Informa-
tion Distribution System. BoG atten-
dees took these and other issues
back to their commands for further
review and possible resolution. =
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(Future continued from Page 11)
aircraft -- two in the first wave, then three in the second
and third waves). | want to go to a four-turn-four (launch
and recover two waves of four aircraft) to shrink the fly
window. This will give the main-
tainers time to recover and pre-
pare aircraft before and after
launch and increase the number
aircraft available for training,”
said Augustin.

“The team looked at quali-
fications and manpower,” said
Browning. “We asked ourselves
what number of qualified individu-
als we have to choose from.

With the [four-turn-four schedule]

morale.

The two-shift model also has its benefits, said
Toledo. “Marines would no longer be driven by the clock,
but by goals. They know that
once the work is completed, they
are done. With this model, lead-
ership now has the incentive of
time.

“Marines with much needed
levels of certifications and qualifi-
cations will also be more readily
available,” he added.

Both Browning and Nichols
credit E2E with helping them un-
derstand the squadron’s through-

we know we have more individu-
als to choose from and can be
more flexible in scheduling
shifts.”

Augustin also sees E2E as
an opportunity to improve com-
munications in the squadron and
help leadership manage non-production issues. “From an
administrative point of view, we can be pretty thin in the
day-to-day operations when we are supporting flight
schedule. Establishing the two-shift maintenance sched-
ule with a shorter fly window will give the Marines who
are here training more spare capacity to handle adminis-
trative day-to-day issues.”

Analysis of the squadron’s processes revealed
variation caused by a requirement not in the purview of
the command — dental work. Data showed enlisted air-
crew training was often delayed due to the extraction of
wisdom teeth. The procedure and recovery period re-
quired students to take sick leave. To protect against that
variation, the squadron and clinic entered into an agree-
ment which stated the procedure would only be per-
formed during a certain time in a Marine’s training sched-
ule.

Other possible variations the team and squadron
leadership will protect against if the new schedule is
adopted is the increased demand for the limited number
of support equipment, individual material readiness list
assets and tools, and the possibility that the working
hours of the night crew could be extended, impacting

Enterprise AIRSpeed: http://www.public.navy.mil/airfor/nae/Pages/AIRSpeed.aspx

End-to-End Lead Capt. Angel Toledo (right) re-

views some of the variations that may occur in

schedule with the squadron’s aircraft maintenance
officer, Maj. Christopher Browning.

put. “We all have certain obsta-
cles,” said Nichols. “I was aware
of mine. And maintenance was
aware of theirs. The E2E team
helped us improve our visualiza-
tion and awareness of our obsta-
cles in terms of the system . E2E
put all of them on one sheet of paper for the entire squad-
ron. The synchronization of the two brought us together
and identify them together so that we can find more effi-
ciencies and how to overcome them.”

“E2E opened my mind a little bit more,” said
Browning. “We got around the table and came up with
ideas. When | didn’t think something was that big of a
problem, we’d ‘peel back the onion’ and then I'd realize
that it may really be a choke point.

“We'd also talk about how a maintenance process
affects operations. We now are more aware of how what
we do affects processes down the chain and makes us
think in terms of effects,” he said.

“What | like about E2E is that it allows me to create
and pass on a codified process. It doesn'’t let personali-
ties decide whether or not to do this or require the next
Marine in my position to rely on intuitive management,”
said Nichols. “l can teach the next Marine who takes my
place with the materials that come out of this initiative.
Codifying the process makes it repeatable, executable
and effective.”

VMMT-204 is scheduled to complete E2E in early
2012. =m

VMMT-204 when implementing its new flight
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