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This year’s Ground Electronics Maintenance Conference was held at Liversedge Hall, Quantico, VA, 1-4 May 2001. The focus of this years Conference was to address future requirements. The agenda can be found as an enclosure along with the topics presented as Point Papers. Approximately 100 Marines and civilians representing every organization in the Operating Forces, both Reserve and Active Components, and the Supporting Establishment were in attendance. We addressed manpower, training, structure, and maintenance issues as it pertains to the 28 OccFld. In addition to issues being presented by the 28 OccFld Community by way of Point Papers, most C4I acquisition programs were briefed by the individual Project Officers from Marine Corps Systems Command.

BGen Shea opened the Conference with remarks on the critical shortage of MOS 2823’s, retention, NMCI, and where technology is taking communications in the future. He asked for the conference to consider solutions to the MOS 2823 and retention situation.

BRIEFS PROVIDED:

Status of 28 OccFld by LtCol Cyr 
Status of New Training (Maj McLain - MCCES) 
Acquisition Process (Mr. Bates - MCSC/PAE) 
Systems Engineering & Integration Process (LtCol Quintero - MCSC/SE&I) 
General Purpose Test Equipment (Mr. Finke - PM TMDE) 
MCHS (Capt Spezanno/Ms. Sullivan - PM IT) 
DTC (CWO2 Torres - PM Comm) 
TDN (Capt Pangelinan - PM Comm) 
EPLRS/ENM (Maj Breitinger - PM Comm) 
LMST (Mr. Hines - PM Comm) 
SMART-T (Mr. Hines - PM Comm) 
GMF “C” MOD (Mr. Hines - PM Comm) 
AN/PSC-5 (Mr. Hines - PM Comm) 
AN/MRC-142 PIP (Mr. Hines - PM Comm) 
Commanders Tactical Terminal (GySgt Meyer - PM Intel) 
TRCC  (Mr. Young - PM TMDE) 
JECCS (CWO2 Evans - PM Comm) 
JTRS (Maj Devers - PM Comm) 
IETM/IADS (Mr. Ransom - MCSC/PSD) 
ILC (LtCol Lermo - I&L) 
Legacy Systems (LtCol Wilson - PM Comm) 
NMCI Brief (Maj Hickey - HQMC/C4)

POINT PAPERS AND ACTION: (actual papers are enclosed)

TOPIC: Warranty Coordinators within the Maintenance Community

ACTION: HQMC CRP and LPC will investigate establishing USMC policy

COMPLETION DATE: 1 Aug 2001

TOPIC: Consolidation of calibrations at ElMaCo, FSSG

ACTION: No action. Conference did not concur with recommendation

TOPIC: 2800 IMA Ground Common Repairer

ACTION: No action at this time. Need to continue to revisit this topic and future consideration as part of our manpower vision in addressing future requirements. MGySgt Sims will be asked to present this topic at next year’s conference to continue discussions on future requirements.

TOPIC: B0012/13 Motor Controllers

ACTION: Information only

TOPIC: Naming of 2800 MOS’s

ACTION: CRP will consider the recommended name changes in preparing changes to next years MOS Manual

COMPLETION DATE: 1 Dec 2001

TOPIC: TA-1042

ACTION: MWCS-28 will publish this information on TechNet

COMPLETION DATE: 1 Jun 2001

TOPIC: SINCGARS Accounting Legend Code Change

ACTION: HQMC/C4 presented a paper explaining the situation. Guidance provided is, if proposed HQMC/C4 position is unacceptable to the G/S-6’s and Commanders, they should release a Naval Message to HQMC/C4 expressing their concerns.

COMPLETION DATE: None

TOPIC: 2881 Restructuring and Retraining

ACTION: CRP will chair a working group to review current structure and training

COMPLETION DATE: 1 Dec 2001

TOPIC: Automated Test Equipment Training

ACTION: Information only

TOPIC: Consolidating Echelons of Maintenance

ACTION: Information only

TOPIC: Establishment of Permanent Gold Disk Position

ACTION: Assigned for consideration by the MOS 2881 Structure and Training Review Working Group

TOPIC: MEF Automated Test Equipment Liaison/Coordinator

ACTION: Assigned for consideration by the MOS 2881 Structure and Training Review Working Group

TOPIC: Motorola Commercial Off The Shelf Equipment & Training

ACTION: Information only

TOPIC: Supportability of the AN/PRC-104 & B Radio Sets and their Associated Ground Common Equipment

ACTION: If the frequency hopping capability isn’t needed, the MARFOR’s should release a message to MATCOM, identifying that the RT-1209A’s in the AN/PRC-104B can be replaced by the RT-1209, freeing up RT-1209A’s for use in the AN/MRC-138B.

COMPLETION DATE: 1 Jul 2001

TOPIC: Monitor Repair

ACTION: The recommendation to drop monitor repair from MOS 2847 curriculum was approved. However, repairing monitors will remain a requirement for this MOS. Training will be performed by MOJT or by commercial sources funded by the organization requiring training.

COMPLETION DATE: Done

TOPIC: MOS 2823 Issues Paper 

ACTION: MCCES to increase throughput from 30 in FY01 to 60 in FY02 by increasing class size from 12 to 15 and the number of classes from three to four. Additionally, the class scheduled for January 2002 will be changed from a six month (PCS move) to a 100 day TAD course. The TAD course will take advantage of the MOJT currently being conducted for those Marines to challenge the 2823 course and be returned to their original units within a relatively short time. Long-term solution is to continue with four classes of 15 per year, however marketing will be a major factor as to the success or failure of adequately populating the MOS. HQMC/CRP is exploring how to make MOS 2823 a career MOS being fed by an entry level MOS or making it an entry level MOS.

COMPLETION DATE:


Short Term – 1 Jun 2001


Long Term – 1 Oct 2002

TOPIC: MOS 2822 Structure Deficiencies

ACTION: CRP will scrub T/O’s with the intent to replace some lower ranks with NCO’s and SNCO’s.

COMPLETION DATE: 1 Dec 2001 

TOPIC: TOCR to add a Capt/2802 to 3rd FSSG’s T/O

ACTION: The representative from MCCES will explore the possibility of exchanging a Capt/2802 for a CWO4/2805. If verbally approved by CO, MCCES, 3rd FSSG will rewrite TOCR accordingly and staff.

COMPLETION DATE: 1 Jul 2001

TOPIC: TMDE review of T/E’s

ACTION: PM TMDE and MCCDC/Req will take for action. T/E’s are to be reviewed for types and quantities of TMDE considering 28 Modernization, T/O’s 28 structure, T/O Mission Statement and the Logistics Campaign Plan.

COMPLETION DATE: 1 May 2002

TOPIC: MOS 2831/2832/2834

DISCUSSION: This topic was addressed as a hold over from last year’s conference and no paper was presented. However, it was strongly felt by those attending this years conference that we should explore the possibility of restructuring these MOS’s to help alleviate the inventory shortages being experienced in MOS 2823 by building an entry level foundation for MOS 2823. The proposal is to train entry level MOS 2831’s in the AN/TRC-170 to return for the Electronic Technician Course and follow training at Fort Gordon in satellite maintenance upon reenlistment. The T/O structure at the CommBn’s and CommSqdns will need reorganizing and the new MOS’s will need restructuring.

ACTION: CRP, with the assistance of the OpFor’s will propose new restructure and grade shape as a base line to final resolution. Discussions with TCOM, MCCES and the MarDet, Ft. Gordon will continue to examine technological commonalities between the equipment currently, and emerging, being supported by these three MOS’s.

COMPLETION DATE: Proposed structure and grade shape ready for distribution to OpFor’s by 1 Sep 01.

AGENDA

1 May 
0730-0800 – Admin Remarks 
0800-0815 – Opening Remarks by BGen Shea 
0815-1030 - Status of 28 OccFld by LtCol Cyr 
1030-1130 - Status of New Training (MCCES) 
1300-1330 – MOS 2823 Issues Paper (II MEF) 
1330-1400 - Acquisition Process (Mr. Bates/TBD - MCSC/PAE) 
1400-1430 - Systems Engineering & Integration Process (LtCol Qunitero - MCSC/SE&I) 
1430-1500 - General Purpose Test Equipment (Mr. Finke - PM TMDE) 
1500-1530 – MCHS (Capt Spezanno/Ms. Sullivan - PM IT) 
1530-1600 – DTC (CWO2 Torres - PM Comm) 
1600-1630 – TDN (Capt Pangelinan - PM Comm) 
1630-1700 – EPLRS/ENM (Maj Breitinger - PM Comm) 
2 May 
0800-0830 – LMST (Mr. Hines - PM Comm) 
0830-0900 - SMART-T (Mr. Hines - PM Comm) 
0900-0930 - GMF “C” MOD (Mr. Hines - PM Comm) 
0930-1000 - AN/PSC-5 (Mr. Hines - PM Comm) 
1000-1030 - AN/MRC-142 PIP (Mr. Hines - PM Comm) 
1030-1100 - Commanders Tactical Terminal (GySgt Meyer/TBD - PM Intel) 
1100-1130 - TRCC  (Mr. Young - PM TMDE) 
1300-1330 – JECCS (CWO2 Evans - PM Comm) 
1330-1400 - JTRS (Maj Devers - PM Comm) 
1400-1430 - IETM/IADS (Mr. Ransom - MCSC/PSD) 
1430-1530 - ILC (I&L) 
1530-1545 - Hotel TAMCN accountability (I&L) 
1545-1600 – Legacy Systems (LtCol Wilson - PM Comm) 
1600-1700 – NMCI Brief (Maj Hickey HQMC/C4) 
3 May 
0700-0830 – I MEF Point Papers 
                    - Warranty Coordinators within Maint Community 
                    – Consolidation of Calibration at ElMaCo 
                    – 2800 IMA Ground Repairer 
0830-1100 – II MEF Point Papers 
                    – B0012/13 Motor Controller 
                    – Naming of 28 OccFld MOS’s 
                    – TA-1042 
                    – ALC-1 Designator for SINCGARS 
                    – MOS 2881 & 2M Repair 
1200-1500 – III MEF Point Papers 
                    – ATE Training 
                    – Consolidated EOM 
                    – Gold Disk Position 
                    – MEF ATE Liaison 
                    – Motorola Maintenance 
                    – RT-1209 Support 
1500-1630 - Restricted Officer/Enlisted Briefs 
1800-   ?     - Social
4 May 
0800-0830 – MOS 2831/32/34 Training Issue Point Paper (MCCES) 
0830-0900 – Monitor/Printer Repair Point Paper (CRP) 
0900-1030 – I2P2 Brief & CLS vs Organic Point Paper (Albany & CRP) 
1030-1130 – Action Items Assignment 
1130           - Adjourn 

SUBJECT:  Warranty Coordinators within the Maintenance Community 
BACKGROUND: New pieces of equipment are being fielded to the Fleet Marine Forces (FMF) on an annual basis.  The current strategy is to provide warranty coverage for as many out years as possible.  This creates unique challenges for the user, maintenance and logistical communities. 

DISCUSSION: Warranties are of varying length and complexity. Some warranties cover the entire chassis while others cover only the internal components. Recent problems with the Raytheon Corporation have also required maintenance companies to pre-screen, track and challenge repair costs associated with the PSC-5. Turn-around-times for the PSC-5 have been excessive and some turn-around-times have exceeded 200+ days. Additionally, PSC-5s have been returned to ELMACO un-repaired. This resulted in additional costs to ship the PSC-5 back to Raytheon for further repair. These excessive repair times and repeated trips to the factory have resulted in the warranty period being eaten away and on occasion some radios have spent half of there warranty life in a repair status. 

To build the logistical data needed to support the equipment through it’s lifetime, also presents unique challenges. To build logistical data, current policy requires using units to submit PQDRs when they turn in warranty equipment.  Using units are not providing clear details on failures and occasionally the pre-screening process has found zero defects.  Administrative costs for a PSC-5 being returned because of failure to confirm the defect is anywhere from $500 to $1000. 

RECOMMENDATIONS: Establish ELMACOs as warranty pre-screening sites. Warranty Coordinators should be trained in contractual warranty agreements. Warranty Coordinators should be within the maintenance field and be involved in the warranty aspects of future contracts. Databases should be established at the ELMACOs to aid in tracking repair times, costs, and failures. Additionally, warranty coordination training should be added to the ITS for the 2862 MOS. 

Subj: CONSOLIDATION CALIBRATIONS AT ELMACO, FSSG 

BACKGROUND: The need for forward deployed calibration capability exists in the FMF.  Currently the Marine Corps has calibrations Laboratories in MWCSs, ELMACOs/CSSGs, MCCES, MCLBs and Naval Aviation (Redundancy).  Compliance with ISO 9000, ANSI Z-540 ensures all calibrations done are within a set standard (Quality and Safety). The Units are staffed at Staffing Goal not T/O.  The automated reporting system (Lab Mate) is the standard to report and collect informational data on all equipment inducted into the maintenance/calibrations cycle for all FMF Calibration Laboratories. 

ASSUMPTION: ILC will be fully implemented in 2010.  The need for forward deployed Calibrations still exists.  Mandatory compliance with ISO 9000, ANSI Z-540 standard.  Personnel and equipment will be further reduced within the FMF. 

DISCUSSION: Calibrations within the Marine Corps is a program that affects all units within the MAGTF whether deployed or in garrison.  Safety and measurable standards are paramount to insure all equipment within the Deployable and Non-deployable units are calibrated properly.  FMF units are being inspected for compliance with ISO 9000 certification of the Laboratories.   New equipment (TRCC) is being fielded in the near future to reduce the footprint of a deployed Calibrations Laboratory and standardize the configuration.  Laboratories throughout the Marine Corps are constantly battling the environmental constraints that are required to perform calibrations on the equipment inducted.  Lab Mate’s end-state is to connect worldwide so all statistical data collected can be analyzed to improve/extend the calibrations cycle/status of the equipment and reduce the un-necessary man-hours spent on equipment that does not fall out of specifications during the calibrations cycle. 

The FSSG and MWCS Calibration Facilities on Okinawa are collocated. A Memorandum of Understanding is in effect between parent units. This allows for more efficient utilization of both the standards and the technicians in Okinawa.  The FSSG maintains administrative and operational control of the TO and TE.  In a deployment, the MWCS Facility would revert ADCON and OPCON to the MWCS CO. Deployment plans may not reflect that there are (2) separate Calibration Facilities.  As in some already published op-plans. 

RECOMMENDATION: Consolidate all calibrations personnel and equipment to ELMACO minus the Air Calibrations Facilities (Naval Aviation, Blue/Green Dollars).  Establish a Float/exchange program for high volume assets, i.e.: Torque wrenches, multimeters, gauges….  Make three geographical (Okinawa, MCB Camp Pendleton, and MCB Camp LeJeune) Calibrations laboratories to be general support of all units in the geographical area.  Have the laboratories fall under FSSG control.  Have Marines working in the laboratories.  Support contingency operations by attaching Marines and the TRCC to the FMF Commander.  The remaining Marines and equipment support non-deployed units.  This allows the FMF commander the flexibility to have sustained operational on-site calibrations capabilities.  MCLBs provide depot, overflow, and special capabilities that are environmental or other wise cost prohibitive capabilities. The amount of Standards, Personnel, equipment, and associated costs of maintaining several different calibrations laboratories in the same geographical area will be decreased.  The capabilities for sustained deployed operations will be maintained; Additionally, non-deployed units, Base/Post/Stations, and Reserve Units will still be supported.  This would create a single point that units would use to get calibrations support.  Create a working group to study the merits of consolidation. This would allow an analytical decision on the efficiencies gained by having a consolidated facility for the MEFs. 

Subj: 2800 IMA GROUND COMMON REPAIRER 

BACKGROUND: In FY02 the 2800 MOS structure is changed to reflect the actual training required at the various echelons of support we provide (2844, 2846, 2847, 2862, 2881).  Further refinement of the MOS structure still exists due to Technology development fit/form/function, joint operability, and programmable communications equipment (software driven) in the near future.  The need for a technical customer support representative exists. 

DISCUSSION: Marines entering the FMF from MCCES need to posses fundamental skills as a basic repairer. Units utilize the personnel to fill a variety of overhead and support billets. The resources that are used to train entry level Marines to a specialty MOS can be used more wisely.  Core competency in the MOS specialty must be maintained to provide the FMF Commanders the capability of repairing the communications equipment as far forward on the battlefield as possible.  CLD assets within the Marine Corps require special consideration.  Marines enter the 2800 field and receive a complete training package that allows them to transition out of the Marine Corps after the first enlistment.  This has a negative impact on retention by not providing an incentive of further education the 2800 MOS’ support (Radio, Telecommunications, ATE, Micromin, and Cryptographic specialties).  Training focused at different ranks and experienced levels will allow the Marine Corps to take advantage of the individual growth potential and fill the MOS according to the current needs.  Currently customer service support and technical advisory interfacing is done on a daily basis by the Marines in the FMF (Warranty Coordination, Contracts, Off-Line Requisitions, Quality Control, Pubs, Mods, Equipment Control, Technical Research, Shipping and Receiving, and WIR) 

RECOMMENDATION: For the IMA level maintainer, develop working group to identify the skills and knowledge an individual needs as a basic repairer, Technician and Manager. Additionally, the working group should consider the type and scope of maintenance the IMA will be performing in 5 to 10 years and the technologies that will be within the Marine Corps’ T/E. 
Conceptually 
First term Marines trained as a Basic Electronic Repairer.  Knowledge and skills required are:  Basic electronics, troubleshooting, component identification, administrative processes, reading schematics, technical manual understanding, test equipment use and setup, and Component removal and replacement.  (Apprentice Level) 

Second Term Marines would be allowed to re-enlist (MC needs and individual proficiency) for a specialty:  Radio, Telecommunication Equipment, ATE/Micromin, Customer Support, or CLD MOS.  (Journeyman Level) 

Third/fourth term (rank dependent) Marines would progress to the manager/supervisory MOS and receive training on: production management, Garrison planning of utilities and support, maintenance management, fiscal, CSS support and planning, warranty coordination, supply interfacing, TO/E planning, and shipping and receiving technologies/processes. (Foreman Level) 

TOPIC:  B0012/13 Motor Controllers 

BACKGROUND:  2D ELMACO submitted a recommended modification to remove/re-route motor controller circuitry (60Hz/400Hz switch) sometime in the spring of 2000. 

DISCUSSION:  The recommended modification has apparently come to a stand still somewhere in the MarCorSysCom pipeline when the manufacturer of the secrep was asked to evaluate the proposed modification.  Although actual quotes probably exist on paper, the summary of the manufacturers remarks were that the proposal was unsafe.  Thus further action or investigation of the proposal has ceased.  In an experiment, MWCS-28 carefully analyzed the proposed modification, and in an undamaging way…(we saved the original components) applied the bypass circuitry to a B0012 and ran it for over 150 controlled hours and used it on a Combined Arms Exercise.  Of the 4 B0012's deployed in support of the exercise 3 developed failures in the motor controllers and the "modified" AC continued to work and was re-deployed to Cherry Point during the first week of March 2001.   The costs associated with the motor controller, the down time by units, and improper or lack of PQDR procedures by many units has failed to make this issue a "Top Priority".  In addition, the B0012/13 being reportable equipment has not shown to be below 75% in readiness across the Marine Corps according to the WSEM.  However, a tally of II MEF's float availability and the large numbers purchased by 2D Supply Bn in support of II MEF for one calendar year would show that readiness is actually not all that it seems.  Approximately 45 Motor Controllers were purchased by 2D Supply Bn during FY00 at a cost of over $225,000.00.   Cost to do a proper modification would have been $29,200.00. 

RECOMMENDATION:  Informational. 

SUBMITTER:  MWCS-28 

UNIT:  MWCS-28, MACG-28, 2D MAW 

BRIEFER:  Captain D. M. Ellis 

TOPIC:  Naming Of 2800 MOS's 

BACKGROUND:  Based on ESC topic's presented over the last year. 

DISCUSSION:   To provide a more accurate picture of work being performed. 

RECOMMENDATION:    2844  Organizational Ground Radio and Ancillary Equipment Repair 
                                                          Specialist. 
    2846  Intermediate Ground Radio and Ancillary Equipment Repair 
                                                          Specialist. 
    2847  Digital Data Equipment Repair Specialist 
    2862  Radio and Digital data Equipment Repair Supervisor. 

SUBMITTER:  MWCS-28  Marines 

UNIT:  MWCS-28, MACG-28, 2D MAW 

BRIEFER:  Captain D. M. Ellis 

TOPIC:  TA-1042 "Don't throw it away for lack of a handset retaining clip!!!" 

BACKGROUND:  The TA-1042/U (DNVT), routinely has its handset retaining clip fall off.  The end item is throw away by SMR Code, but the replacement cost is $1,214.21!!!!!. 

DISCUSSION: A beneficial suggestion has been submitted by the Marines of MWCS-28 which identifies that a $12.86 Spring Clip will perform the same form fit and function as the broken and lost plastic clip that came with the phone. 
1st year cost savings based on a 3% failure rate of the MC's 10,502 phone inventory would be $382,425.75.  Total cost of the spring clips on that same 3% would be $8,964.90. 

RECOMMENDATION:  Provide electronic copies of the BS and the associated instructions to all our shops. 

SUBMITTER:  MWCS-28, Marines. 

UNIT:  MWCS-28, MACG-28, 2D MAW 

BRIEFER:  Captain D. M. Ellis 

TOPIC:  SINCGARS (RT-1523_)/PSC-5 (RT-1672) Accounting Legend Code (ALC) change. (Response provided at end of paper) 

BACKGROUND:  The two RT’s are Controlled Cryptographic Item’s (CCI) and are currently accounted for by quantity (ALC 2).  These items should have been accounted for by serial number (ALC1) as directed by the National Security Administration (NSA). 

DISCUSSION:  The obvious is we must comply with NSA directives and start accounting foe the RT’s by serial number.  This should not keep them from being a float asset because there currently are CMS accounts established at Reparable Issue Point’s (RIP).  That is the biggest hurdle that would have had to been overcome. 
 It will require close coordination with owning unit CMS custodians and the RIP CMS custodian will have to make the account to account transfer vice a technician/operator turning in the bad RT and walking away with a good RT.  To effect this transaction it will require the owning unit to transfer, via SF-153, the bad RT to the RIP account and it will require the RIP to transfer the good RT, when issued, to the owning units account. 
 Doing this may add a small amount of maintenance cycle time for the owner, but not as much if the RT is turned as a component of an end item for repair and return. 
 There are some that may recall that the KGV-6 out of the RT-1343 (PLRS) was kept in the ORF CMS account (at Maint. Bn) for just this purpose.  Although it required a little more work, all admin, it kept repair cycle time to a minimum and put the equipment back in the owners’ hands quicker. 

RECOMMENDATION:  Keep RT’s in float.  Coordinate with DCMS to develop a “hard” policy that follows NSA requirements for accounting.  These policies should already be in effect for standard ALC 1 items (i.e. KY-57, KG-84_, etc.) 

SUBMITTER:  MWCS-28 Marines. 

UNIT:  MWCS-28, MACG-28, 2D MAW 

BRIEFER:  Captain D. M. Ellis 

RESPONSE TO THIS PAPER FROM HQMC/C4 

Subj:  RT RADIO ACCOUNTING LEGEND CODE (ALC) CONVERSION AND NEW HANDLING                                                                PROCEDURES 

1.  Background:  DCMS currently assigns ALC 2 to RT’s whereas NSA requires ALC 1. 

2. Discussion:  Currently the Singar radios along with other RT equipment have the code of ALC 2.  It was recognized that due to maintenance procedures, etc regarding the radios, it was difficult for the Marine Corps to maintain the ALC 1 codes when afloat.  Through coordinated efforts between HQMC, MARCORSYSCOM, 2nd FSSG, MARFORRES, I MEF, II MEF, DCMS and N6, information was provided as to what impact of changing the ALC code would have on the Marine Corps. 
Transition to EKMS has necessitated the standardization of short title nomenclature and ALC across military services.  Conformance to NSA established standards are mandatory. 

3.  To align DON/Marine Corps with NSA assignment, DCMS coordinated message/policy addresses the following procedures: 

RECOMMENDATION: 
In order to initiate proper procedures for changing the ALC codes,  the EKMS manager will follow the instruction that is provided in the  Local management device/key processor operator’s manual.  NSA has agreed that the following procedures will apply to all current and future floatable controlled cryptographic RT radios.  The guidance will only apply to those floatable RT radios and not to any other comsec or CCI assigned ALC1. 

For maintenance float, the users will be authorized to execute transactions and retain legible receipt copies of non-cms paperwork (NAVMC 10245 ERO and NAVMC 0925 EROSL) associated with exchanges (e.g. copy of requisition document for repair/replacement) as legitimate proof of change in ownership.  As soon as possible after executing float transactions, users will turn non-cms paperwork in to their servicing comsec/ekms manager.  Deployed users will turn paperwork in as soon as possible after returning from deployment.  The ekms manager will use the paperwork as the basis for generating and sending to the COR both a SF 153 relief from accountability and a SF 153 possession report to effect required accounting adjustment (i.e. removal of old serial number from and addition of new serial number to account’s COR database inventory.  The required accounting adjustments will be completed to avoid cms transaction errors. 

SUMMARY:  To date, DCMS states that the policy message is waiting to be release through proper channels. 

TOPIC:  2881 RESTRUCTURING AND RETRAINING 

BACKGROUND:  A long time ago it was decided by the senior members in the 28XX field that 2881’s are not capable of repairing any crypto gear with the exception of external connectors, knobs and dust boot replacements, and the occasional cable fabrication. Since the MOS school went from the full crypto maintenance course to the limited crypto maintenance course 2881’s have not been taught electronics theory and how to properly trouble shoot using schematics and other methods. The term “pluck and chuck” has been thrown around in the 2881 MOS for quite some time. It has long been in the works to restructure the 2881 MOS; as of 1 October 2001 the 2881 MOS will become a “Circuit Card Repair Technician” or a job title of that nature. Thus a change is inevitable in the restructuring and retraining of the 2881 Circuit Card Repair Technician. 

DISCUSSION:  Of the 2881 sergeants and below already in the Marine Corps today the majority of them took the Circuit Card Repair Course (CCRC) in Twenty Nine Palms. Once the 2881’s will be solely circuit card repair there will be a problem with the ability to test, learn, map, and trouble shoot CCA’s with the AN/USM-646 test station and other ATE. Currently Marines attending the CCRC class in MCCES receive only 3 training days learning the 646 and how to operate it. Once out of school, the 2881’s will be required to learn through OJT about the 646 and its functions. Of the Marines fielded in the fleet today all but those at 3rd echelon shops will have had limited exposure to circuit card repair. Those Marines that have been to the 2nd echelon shops spend most of their time evacuating gear to 3rd echelon shops to do the repair, and were given other billets such as CMS custodians and Motor T mechanics. Once converted to circuit card repair those Marines will be behind the “power curve” on mapping, learning, testing, and troubleshooting CCA’s. Although TETS is the newest ATE to be fielded in the Marine Corps, presently it only has the capabilities to test and trouble shoot CCA’s from the MRC-142 radio. The 2881’s can learn this system but until the TETS system is upgraded to include more CCA’s from various pieces of communications gear additional training will be required. 
  

RECOMMENDATION: 
1. The CCRC class at MCCES should be restructured to include additional 
training days to the class to teach mapping, testing, learning, and how to silver disk a CCA. 
2. Coordinate with Albany to receive training on the AN/USM-646 for the 2881’s currently in 2nd echelon shops. 
3. Determine if the 2881 will be responsible for the repair of CCA’s found in the Communications field, or all CCA’s in the Marine Corps. 

SUBMITTER:  MWCS-28, Marines. 

UNIT:  MWCS-28, MACG-28, 2D MAW 

BRIEFER:  Captain D. M. Ellis 

TOPIC: AUTOMATED TEST EQUIPMENT (ATE) TRAINING 

BACKGROUND: MOS 2881, Communication Security (ComSec)/Micro-Miniature (2M) Repairers perform limited cryptographic equipment repairs and provide circuit card assembly (CCA) repair services.  The majority of these repairs involve the use of ATE to troubleshoot and test/validate repaired CCA's.  Training on ATE includes the AN/USM-465, AN/USM-631, AN/USM-646, and in the future, the AN/USM-657 [Third Echelon Test Set (TETS)]. 

DISCUSSION: The present focus of training for the 2881 is 2M repair skills.  Currently, only one week is devoted to training the 2881 on ATE.  The result of this limited training is insufficiently trained technicians in the practical use ATE.  Technicians completing the Circuit Card Repair Course (CCRC) at MCCES do not possess the required knowledge to operate ATE when they arrive at their new duty station.  ATE is the primary tool for the 2881 to troubleshoot and conduct quality control (QC) checks on repaired CCA's.  For the 2881 to efficiently fulfill the mission of CCA repair, they must be proficient, or at the very least familiar with the operation of the various ATE.  The AN/USM-465, AN/USM-631, and AN/USM-646 will still be in use even with the fielding of the AN/USM-657, until application program sets (APS) are developed for TETS or equipment is retired from service (if applicable).  Increased exposure to ATE at the MCCES will help with technician proficiency, but it is also understood that it is not the end all either.  Experience can only be developed with time and repeated exposure to ATE. 

RECOMMENDATION: Continue with the Fleet Support Team (FST) and augment with distance learning, computer based training (CBT) or possibly have this training provided by MEF trainers.  This option would enable MEF trainers to provide specific training, tailored to the needs of supported units, thus providing flexible, responsive, and timely training.  If the MEF Liaison is approved, ATE training for the MEF could become one of their responsibilities. 

POINT OF CONTACT: MGySgt Nichols 

SUBMITTER:  Sgt McGhee 

BRIEFER:   Maj Meznarich 

TOPIC:  CONSOLIDATING ECHELONS OF MAINTENANCE (EOM) 

BACKGROUND:  As part of the Integrated Logistics Capability (ILC) transformation, echelons of maintenance (EOM) are being consolidated from five echelons to three.  First echelon would remain Operator maintenance, the current second and third echelon will be combined to form Direct Support, and the current fourth echelon will be consolidated with fifth to form General Support. 

DISCUSSION:  ILC's vision with this consolidation is as follows: 

- Capitalize on efficiencies without loss on effectiveness. 
- Enhance readiness. 
- Relieve operator burden of maintenance, allowing them to focus on Core Competencies. 
- Integrated capability, unified effort. 
- Single process owner for MEF Ground Equipment Readiness 
- Supply 
- Maintenance 

These are worthy aspirations and the way we (2800 community) currently do business certainly can be improved.  However, the problem is not primarily the maintenance process, but the supply process, more specifically, parts availability and the distribution system.  At III Marine Expeditionary Force (MEF), parts availability and timely shipment are the top factors contributing to increased repair cycle time (RCT).  The average RCT across the board for III MEF for the past year was 28.42 days.  The average RCT for Equipment Repair Orders (ERO) with parts ordered was 56.25 days, while the average RCT for ERO's without parts was 20.75 days for the past year.  Short part ERO's have accounted for an additional 35.5 days in the RCT for III MEF for the past year.  The consolidation of the echelons of maintenance alone will not solve this issue, fulfill the vision of ILC and still adequately support the warfighter.  This is the bottom line; the Marine Corps is in the business of warfighting, which means the logistics capabilities must be tailored to support the expeditionary nature of the force. 

RECOMMENDATION: Changes/improvements need to be made with the current parts acquisition process and distribution system to adequately support the maintenance process and decrease maintenance cycle time.  It doesn't matter how efficient the maintenance process is if parts are not available.  We need to standardize and more importantly, enforce adherence the way we plan and manage the parts acquisition process when considering all new weapon systems. 

The current distribution system also needs an overhaul; from the way we warehouse and manage parts to the distribution of parts to the customer.  This system needs to be designed to be flexible, responsive, and sustainable to adequately support the warfighter, both in garrison and deployed environment. 

Consolidating echelons of maintenance from five to three can still be accomplished by using the existing levels of maintenance; organizational (1st & 2d Ech), intermediate (3d & 4th Ech), and Depot (5th Ech).  This infrastructure already exists, new MOS restructure supports this concept, provides flexibility, responsiveness and simplicity to the warfighter by providing required support as far forward as possible.  If this capability is given up prematurely for the consolidated maintenance concept, it will be very costly to restore it. 

POINT OF CONTACT: MGySgt Nichols 

SUBMITTER:   CWO3 Cooley 

BRIEFER:  Maj Meznarich 

TOPIC: ESTABLISHMENT OF PERMANENT GOLD DISKING POSITION 

BACKGROUND: Gold disks are used with the AN/USM-646 in the repair of circuit card assemblies (CCA) by troubleshooting and isolating bad components.  Unlike the AN/USM-465 and AN/USM-631 which perform live circuit testing, the AN/USM-646 is a static diagnostic tester that compares component signatures against known good signatures. The majority of gold disk development is performed by Marine Corps Logistic Bases (MCLB) Albany and Barstow, and at the Naval Undersea Warfare Center (NUWC) Norfolk, Virginia.  This is due primarily to the requirements to qualify as a gold disk development site.  To qualify as a gold disk development site, the site must have at least two school trained gold disk developers and produce a minimum number of gold disks annually to maintain certification.  The FMF generally produces silver disks and submits them to MCLB or NUWC for verification and gold disk development. 3d ELMACO has produced over 30 silver disks in the past 18 months (none of which have been requested for gold disk development). 

DISCUSSION: On the average, it take 40+ man hours to produce a gold disk on a typical CCA.  It is a time consuming process that has specific requirements to be meet in order to be certified as a gold disk.  It can be argued that a silver disk is sufficient to meet Marine Corps needs.  The problem with the silver disk is that the information on the disk is not verified (to include component signatures).  The information which exists on a silver disk is generated from technical manuals, which may can contain outdated parts information.  This unverified information adds to the research time a technician must spend to find replacement parts and can possibly result in ordering incorrect parts or even incorrectly diagnosing a CCA as bad.  Gold disk development requires tighter standards for component signatures and all information must be verified. 

There are benefits of establishing and staffing a permanent gold disk position at the MCLBs and NUWC: 

 1-Presents the Marine Corps with its own gold disking authority. 

 2-Takes the process of gold disking out of the hands of the contractors and puts it in the hands of Marines. 

 3-Provides the Marine Corps with a permanent gold disk development site that can focus gold disk development on Marine Corps priorities. 

 4-Provides the Program Manager, Test, Measurement & Diagnostic Equipment (PM TMDE) with a single, reliable location with which to correspond on gold disk development issues for the Marine Corps. 

 5-Reduces the amount of time FMF technicians spend on technical research and relieves them of the burden of producing gold disks, allowing them to concentrate on repairing CCA's. 

RECOMMENDATIONS: May want to consider placing Gold Disk Developers as permanent personnel at the MCLB's and NWUC.  The optimum location would be NUWC since that is where the Gold Disk Verifier’s reside, however, due to space limitations, spreading the Marine Corps developers between NUWC, Albany, and Barstow may be a better solution. 

POINT OF CONTACT:  MGySgt Nichols 

SUBMITTER:   Sgt McGhee 

BRIEFER:   Maj Meznarich 

TOPIC: MEF AUTOMATED TEST EQUIPMENT (ATE) LIAISON/COORDINATOR 

BACKGROUND: The Circuit Card Repair (CCR) Concept is a valuable asset in the Marine Corps.  However, currently, there is a lack of coordination between the various units who are performing CCR.  To facilitate communication and the standardization of work and efforts across the Marine Corps, a billet should be created at the MEF level to fill this void. 

DISCUSSION: Currently, the level of communication between I, II and III MEF is minimal when it comes to the subject of CCR.  The task of establishing strong communication lines requires a great deal of work that infringes upon the day-to-day operations.  The AN/USM-646 gold/silver disk developer at III MEF frequently communicates with units across all three MEFs (8th Communication Bn, 2d ELMACO, 1st Marine Division, 7th Communication Bn, 3d Marine Division, Naval Undersea Warfare Center (NUWC) and Albany) but is not responsible for coordinating the efforts of each of these units as far as training and development efforts.  Each of the three MEFs are conducting their own research and development in the area of CCR, in some cases replicating each other’s work, resulting in many wasted man hours. 

NUWC approves, verifies, certifies and produces Gold Disks (AN/USM-646 application programs) that are issued quarterly to the Navy and Marine Corps.  NUWC also handles the routing of upgrades to Huntron software.  The Fleet Support Team (FST) at MCLB Albany handles the communication between NUWC, the MEF's, any outside contractors and HQMC, as well as collecting silver disks from units in the fleet.  In addition to these duties, the FST is also responsible for the training (whether it be the arrangement thereof or the actual training itself) of units whenever they request follow on training with ATE.  MCLB Albany was also tasked with identifying what Circuit Card Assemblies (CCAs) were high priority items (by either cost or frequency of repair) for the development of Silver/Gold Disks. 

A number of these tasks are still under development.  One such task is the coordination of development efforts across the Fleet and the identification of high failure items to be prioritized for test program development.  At III MEF alone there are 22 Huntron Workstations spread among the commands.  With the fluid nature of the Marine Corps and its personnel, it is a mammoth task to try to keep track of these workstations (for civilian agencies such as ATSU and NUWC), coordinate the output of Circuit Card Repair Sections (CCRS's) and verify that their development efforts are not being replicated within the MEF, much less across the Marine Corps. 

A full time position may need to be established that would be devoted entirely to the concerns of the CCR community within the Marine Corps.  The AN/USM-646 FST has performed admirably when it comes to handling a large portion of the training and hardware support, yet the handling of communications between the various MEFs to include the coordination of their CCR efforts has not been handled in the best interest of the fleet. The MEF Liaison could establish lines of communication in the training and development of Automated and Semi-Automated Test Equipment, which will ensure an efficient and effective work force. 

A large portion of the miscommunication and simple failures of communication can be corrected through the establishment of the MEF Liaisons.  The Liaison would handle the communication between the various units within that MEF.   The duties would include, but not be limited to, tracking the development efforts of the various units, collecting and passing on the Module Test and Repair Tracking Software (MTRTS) backups, arranging and (when necessary) conducting training pertaining to the AN/USM-646, AN/USM-631, TETS, distribution of upgrades, the dissemination of CCR specific message traffic, and providing the FST as well as the other MEF representatives with a single entity with whom to deal with when addressing CCR concerns. 

The location is crucial to the success of the billet.  The MEF Liaison must be able to access all commands within the MEF.  The ability to cross Major Subordinate Command (MSC) lines to identify commands in need of further training, and to assist/direct personnel as far as training and CCA priorities for development are concerned, requires the billet to be established at the MEF G-6.  The individual should have attended the AN/USM-646 User’s Course at NUWC and have at least two to three years experience with the CCR program before being appointed to the post.  The Liaison should be trained in the full use of each of the ATE systems utilized by the MEF. 

The MEF Liaison could reduce or eliminate the lack of communication between the MEFs.  It would also provide MEF commanders with an immediate source for management data (MTRTS generated reports) as to the cost avoidance of the various units within his command.  More importantly, the MEF Liaison would provide coordination of effort and training for units within the MEF, as well as between MEF's. 

RECOMMENDATION: Establish a MEF ATE Liaison/Coordinator at each MEF. 

POINT OF CONTACT:  MGySgt Nichols 

SUBMITTER:   Sgt McGhee 

BRIEFER:   Maj Meznarich 

TOPIC: MOTORLA COMMERCIAL OFF THE SHELF (COTS) EQUIPMENT & TRAINING 

BACKGROUND: Repair of Motorola COTS assets in the Marine Corps has traditionally been completed by MCB.  During October 1997 3d ELMACO began conducting repairs on Motorola COTS equipment for III MEF, with the exception of MCB units.  These assets include normal Saber I, II, and III, Saber Securenet I, II, and III, the ruggedized versions of these, and Saber Astro I, II, and III.  Additionally, Single and Multi-unit Battery Chargers are also repaired.  There is no formal training currently in place at MCCES. 

DISCUSSION: In past years, Motorola COTS assets within the Marine Corps has increased.  Maintenance is currently conducted by MCB for CONUS units.  III MEF is supported by 3d ELMACO, with the exception of MCB units, which are supported by the MCB Electronic Maintenance Branch (EMB).  Marines holding the MOS of 2841 or 2831 currently perform the maintenance for these assets at 3d ELMACO.  The use of Motorola COTS assets during deployments has increased and plays a significant role.  For this reason, there may be a need to provide Motorola COTS support for forward deployed units.  Because MCB units do not deploy, or routinely provide support to deployed units, the choice to use MCB to be sole source of maintenance support for the MEF’s Motorola assets may not be the best option available. 

Although there has been an increase in these assets, there is currently no formal training available at MCCES.  The only training Marines receive is by reading the manuals, or receiving OJT from other Marines who have not been formally trained. 

RECOMMENDATION: Discuss and decide where Motorola COTS maintenance can best be conducted to provide the best support throughout the Marine Corps.  Another alternative could be to expand the replacement of handheld radios by the AN/PRC-148 to include Motorola radios. 

POINT OF CONTACT: MGySgt Nichols 

SUBMITTER:  SSgt Chenault 

BRIEFER:   MGySgt Nichols 

TOPIC: SUPPORTABILITY OF THE AN/PRC-104 & B RADIO SETS AND THEIR ASSOCIATED GROUND COMMON EQUIPMENT 

BACKGROUND: Presently the AN/PRC-104 NSN 5820-01-027-9071 is becoming an aged asset that is difficult to support. Presently there is a long lead-time from Albany when procuring the A1A1 NSN 5999-01-066-1352, and the A1A3 NSN 5999-01-065-9011 circuit card assemblies (CCA). This results in the ELMACO’s not being able to support the customer. 

DISCUSSION: ELMACO has the capability to repair the two CCA’s when parts can be procured. The AN/PRC-104B, NSN 5820-01-269-5603 also is non supportable. The AN/PRC-138, which will be fielded later this year, will replace some of the “B” assets. To date we have received little support or replacements for the circuit card assembly, A1A4A NSN 5895-01-298-1397. This CCA is only repairable at Depot or factory level. Due to the lack of these assets, the RT-1209A, which is part of the AN/PRC-104B, is being WIR’d due to lack of supply support from Albany. This is not rectifying the problem, as the AN/PRC-104B will not be replaced in its entirety. On 23 Feb we received an email from Sgt Monk at Albany stating there were (24) RT-1209A’s in for maintenance. He also stated that there was a problem repairing the A1A4, as some parts were no longer available. 

There are in excess of 350 systems that utilize the RT-1209A within III MEF. This requires the Elmaco’s to continue repair efforts to support these HF assets that include the AN/PRC-104A, AN/GRC-193A and the AN/MRC-138A. Action taken on these parts have been through the Electronic Commodity Manager at the Materiel Operations Center, 3d Materiel Readiness Battalion, to the item manager at MCLB Albany (via e-mail). 

RECOMMENDATION: As there is no exit date for the aforementioned assets, a plan needs to be developed so that these assets can, and will be supported in a timely manner. If this requires more assets to be bought then Materiel Command needs to procure these assets to support the Marine Corps. If not, then Albany must decrease its turn around time to support these assets in a timely manner so it does not affect combat readiness. 

An interim solution might be to replace all RT-1209A's in the AN/PRC-104B with the RT-1209.  The AN/PRC-104B uses the same amplifier 
as the AN/PRC-104 so there would be no compatibility problem.  The recovered RT-1209A (from the AN/PRC-104A's) assets could then be used to repair AN/MRC-138B assets until a permanent solution can be developed to support the RT-1209A. 

POINT OF CONTACT:  MGySgt Nichols 

Submitter:    MGySgt Nichols 

BRIEFER:    MGySgt Nichols 

TOPIC:  CONTINUED TEACHING TO REPAIR MONITORS AT MCCES 

BACKGROUND: Anecdotal evidence shows little repairs being performed on monitors, yet teaching to repair monitors takes a lot of time at MCCES. 

DISCUSSION: Early this year MARFORPAC and MARFORLANT performed a data call to determine the actual effort being expended on repairing monitors. The follow was provided: 

DATA SAYS: 
1.  Out of total monitors on hand only 6% have failed this past year. 
2.  Only half of the monitors turned in for repair were actually repaired and returned to owner for a 3% repair rate. 
3.  Avg repair cost per monitor is $.50 (out of 270 monitors repaired) 

THREE CONCLUSIONS CAN BE MADE FROM THE DATA: 
1.  Very few monitors fail 
2.  Even fewer monitors turned in for repair are repaired and returned to owner 
3.  There is considerable cost savings for those repaired and returned to owner 

The question is, is the cost of training all 2847’s offset by the savings of repairing a small number of monitors? I wouldn’t think so, however, the savings of repairing compared to replacing is significant. The data shows that for appx $90 we fixed 270 monitors but replacing them would have run appx $67,500 if costed out at $250 per monitor. 

RECOMMENDATION: 

1. Do not remove the maintenance of monitors from the inventory of equipment supported by the 28 OccFld. 
2. Remove all instruction related to repairing monitors from current courses. Have the ESC reallocate the training time. 
3. Make Monitor Repair an on call course. 

POC: LtCol Cyr 

SUBMITTED: LtCol Cyr 

BRIEFER: LtCol Cyr 

