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Part I

Impact Assessment
	
	

	Introduction

Background

	In April 2002, Commander, Marine Corps Logistics Bases (COMMARCORLOGBASES (Code 590)) requested Battelle provide analysis support to identify the potential impact on Force Service Support Groups (FSSGs) and Integrated Logistics Support (ILS) elements resulting from the migration of management of 4th Echelon of Maintenance (EOM) to Marine Corps Materiel Command (MATCOM). The Marine Corps Logistics Campaign Plan is the capstone document that directs transition of the 4th EOM during fiscal year 2002 as a major initiative under the Integrated Logistics Capabilities (ILC) concept. 

Generally, 4th EOM refers to repair/rebuild of selected field level reparables that fall within the current capabilities of the Intermediate Maintenance Activity (IMA). A working integrated product team (WIPT) comprised of maintenance and supply subject matter experts (SMEs) convened throughout 2001 to discuss a myriad of issues associated with the 4th EOM migration initiative. The following WIPT recommendations/conclusions were arrived at and published via naval message under date time group (DTG) designator; COMMARCORLOGBASES 151600Z Feb 02.

· IMAs should not be conducting rebuild of secondary reparables (SECREPs) on the battlefield, as a normal course of business, but will require minor repair capability for selected SECREPs. Maintenance requirements for selected SECREPS beyond IMA capability will be considered candidates for outsourcing.

· Validated that current Marine Corps garrison capability exceeds that of our required operating capability on the battlefield.

· Validated the requirement to align current IMA capability with required operating capability.

· Defined SECREP repairs as “expeditious repairs” that can be accomplished with available resources, utilizing the technical documentation, support equipment, and skill sets possessed by the intermediate level weapon system maintainers. Repairs are generally limited to removal/replacement of shop replaceable units (SRVs) and external class IX repair parts.

· Determined that the following “expeditious repair” capabilities are required within the IMA’s future operating capability, but not exclusively within traditional General Support Maintenance (GSM) capability:

· Starters/Alternators/Generators

· Heaters

· Hydraulic Pumps

· Turbochargers/Blowers

· Engines (internal combustion, turbine, outboard marine)

· Transmissions (hydraulic, mechanical, cross drive)

· Transfer Cases

· Differentials/Output Reduction Units/Final Drives

· Power Take Offs

· Steering Gearbox

· Halon

· Determined there was no requirement for “expeditious repair” capability within the future IMA for the following:

· Fuel Systems

· Wiring Harnesses

· Mobile Electric Power

· Electrical Pumps

· Electrical Control Modules

· Motorcycle/ATV Engines

· Hydrostatic Steering Units

· Radiators

· Glass

Determined that all SECREP national stock numbers (NSNs) that fall in both categories are potential candidates for outsourced maintenance.

	
	

	Scope and Tasks
	COMMARCORLOGBASES performance work statement (PWS), published as appendix A, tasked Battelle to conduct an in depth analysis of the ILC 4th EOM Migration responsibilities from the FSSGs to MATCOM and develop an impact assessment for senior leadership that details the potential implications of this initiative. Specific tasks as set forth in the PWS were:

· Visit each GSM Company and accomplish the following:

· Identify 4th EOM functions and capabilities

· Review GSM Company Tables of Organization (T/O) and Tables of Equipment (T/E) to determine current alignment of resources

· Identify 4th EOM functions/capabilities that will be divested from GSM Companies as a result of the conclusions and recommendations promulgated by the WIPT.

· Compare current GSM Company capabilities to proposed maintenance operating capabilities to provide quantified analysis on the following elements:

· Personnel structure by military occupational specialty (MOS)

· Table of Equipment (Originally stated as support and test equipment) 

· Comparative cost analysis, if data is available, of current maintenance costs and outsourced maintenance costs for selected capabilities.

· Address potential impact and/or change requirements on the following ILS elements:

· Facilities

· Plant Property

· Training/Education

· Publications from a high level doctrinal, policy, training and technical perspective

· Contracted labor at 3d FSSG



	Assumptions
	· Detailed cost data for 3rd and 4th EOM repair and rebuild actions may not be readily available.

· There may be the potential for duplication of maintenance operating capabilities between the GSM companies and other IMAs (maintenance battalion or separate battalions;  i.e. LAR/LAV/Tanks)

· Full up T/Os vice staffing levels would be used to establish common baseline for the analysis based on wartime staffing.

· Full up T/Es would be used to establish the common baseline for the analysis based on wartime scenarios.

· The LMIS files may be incomplete in regards to Unit Cost, Weight, Square, Cube, and NSN.


	
	

	Approach Planning
	With concurrence of COMMARCORLOGBASES, Battelle incorporated the following planning factors in the development of our technical approach.

· Focus on assessing GSM Company operating capabilities to determine impact of achieving an intermediate maintenance capability in garrison that reflects what is required on the battlefield and in particular as it relates to 4th EOM rebuild capabilities.

· The principal terms of reference for the assessment are contained in COMMARCORLOGBASES 151600Z Feb 02. Priority of effort associated with the task should flow as follows:

· T/O Structure

· Type 1 Table of Equipment Assets

· Footprint

· ILS Elements

· Do not chase cost data associated with the IMA’s 3rd and 4th EOM repair and rebuild actions.

· Use T/Os and T/Es to establish common baselines

· Use DoD’s FY 02 composite labor rates when assessing manpower costs

· The collapsing of 2nd & 3rd EOMs may impact the final implementation of 4th EOM migration but will not be considered in this assessment.



	
	


	2. Validation/Reconciliation Phase:

· Conduct in-brief and orientation with MEF, FSSG, GSM Company staff and SMEs.
· Validate baseline data with GSM Company SMEs.
· Identify issues and concerns impacting 4th EOM migration.
· Estimate portion of current resources and capabilities that could become available for realignment.

· Develop the TO-BE models for those elements previously listed in the AS-IS baseline.

· Validate Reparable Issue Point (RIP) TO-BE SECREP Maintenance Management flow process.

3. Assessment Phase
· Conduct executive checkpoint

· Develop individual GSM Company assessments

4. Consolidation Phase

· Develop overall impact assessment with recommendations as appropriate
· Provide final deliverables
· Project close out 

	

	
	

	Findings

General
	Our assessment is based on independent research, government furnished information (GFI), and on site dialogue conducted with the GSM Co’s of the USMC’s active component.   Additionally, we contacted both Combat Service Support Groups 1 and 3 located at 29 Palms and Hawaii to ensure their participation but have yet to receive sufficient data for integration into this assessment. If and when this information is received, we will prepare an addendum to this document.  We have attempted to present our findings in terms of “Values” or resources dedicated to operating the general support maintenance business enterprise. Though not all ”cost of ownership” data elements were obtained, we do believe substantial and quantifiable information has been documented to assist in the decision making process of how best to implement migration of the 4th EOM.  Table 1 refers.

· In general terms, all the recommendations by the GSM Co SMEs concerning T/O, T/E, and plant property vary in quantities and type but offer similar capabilities. Of the three companies visited, 2d and 3d FSSG’s appear to have the most commonality. Any of the existing and planned GSM Co facilities possess the potential to serve as a source of SECREP rebuild activity under the cognizance of MATCOM leadership.  We also considered the facilities and capabilities at 3d FSSG that were outside the work effort of this study (the corrosion rehabilitation facility (CRF) and depot maintenance float activity (DMFA)) from the perspective of possible alignment under MATCOM cognizance along with the SECREP rebuild activity.  

· Revisions, research and modifications to existing training, publications and future acquisition planning will need to occur to ensure synchronicity of  the 4th EOM migration initiative.

· Finally, a common concern echoed throughout from senior leadership to the Marines on the floor was the absolute, “failsafe” implementation of a capable, effective and efficient information technology and transportation distribution system with unimpeded functionality from source of support to the battlefield.

Table 1. Top Level Resource Distribution

GSM CO

T/O

T/E

FACILITY

PLANT PROPERTY

CIVILIAN

TOTAL

AS-IS
1st FSSG 

$11,165,776

$16,129,099

$223,739

$218,815

$90,563

$27,827,992

2nd FSSG 

$12,527,638

$7,991,281

$221,044

$609,682

$156,249

$21,505,894

3rd  FSSG 

$7,390,238

$7,224,645

$783,704

$469,076

$1,817,740

$17,685,403

Total

$31,083,652

$31,345,025

$1,228,487

$1,297,573

$2,064,552

$67,019,289

DELTA

$20,030,183

$25,427,952

$299,898

($1,079,101)

$529,763

$45,208,695

Total

$11,053,469

$5,917,073

$928,589

$2,376,674

$1,534,789

$21,810,594

TO-BE
1st FSSG 

$3,033,433

$3,132,414

$158,676

$1,529,409

$45,281

$7,899,213

2nd FSSG 

$3,337,805

$1,694,580

$140,350

$552,510

$76,377

$5,801,622

3rd  FSSG 

$4,682,231

$1,090,079

$629,563

$294,755

$1,413,131

$8,109,759

GSM CO

T/O

T/E

FACILITY

PLANT PROPERTY

CIVILIAN

Table 1 represents an overall dollar value for each of the GSM Cos under both the current configuration (AS-IS) and the proposed configuration (TO-BE).

 A total (horizontal) was calculated for each of the  companies across the categories of T/O, T/E, facility, plant property, and civilian billets and a combined total (vertical) was also calculated for all three GSM companies down each of the same categories.

The DELTA value represents the total dollar value associated with those T/O line numbers, T/E items, facility square footage, plant property and civilian billets that were recommended for realignment by the GSM SMEs.  However, in all cases, the DELTA, does not represent a cost savings to the Marine Corps, it merely represents a value currently associated with the company organization and operations.

The civilian values for 1st and 2nd FSSGs were derived by applying the hourly rate for the assigned grade to a man year of 2080 hours.  The civilian labor force at GSM Co, 3d FSSG falls into one of two categories; either reimbursable or non reimbursable/non chargeable. There are a total of 21 Japanese nationals assigned to maintenance operations in the support platoon, the operations platoon and the component rebuild platoon under the Master Labor Contract (MLC) funded by and administered by the Government of Japan. These billets are non reimbursable/non chargeable to the Marine Corps; however, this study does include the value of these billets (calculated in the same manner as those at 1st and 2nd FSSG) factored with the hourly rate in yen (using an exchange rate of 130 yen/$1) to a man year of 2080 hours. There is a total of 40 Japanese nationals assigned to the CRF as reimbursable billets contracted for and funded by III MEF. The value of the FY01 contracted cost of $1.3M as supplied by the CRF NCOIC was factored into the total civilian cost.        


	
	

	Operating Capabilities
	As we examined the GSM Co’s maintenance operating capabilities, it became clear they differed in both the AS-IS and TO-BE states. During each site visit, we conducted a review of the GSM Co’s current maintenance operating capabilities using the WIPT message as the baseline. In developing Table 2, the TO-BE column was intentionally left blank until we concluded the TO-BE T/O and T/E modeling and then we proceeded to complete the picture. It should be noted that welding, machine shop, diagnostics/troubleshooting were additive to the WIPT message as these surfaced as core capabilities of the GSM Co once SECREP rebuild was taken off the table.  Some of the “expeditious repair” capabilities arrived at in the TO-BE state are redundant and exist in other IMA’s be they Maintenance or Materiel Readiness Battalions or separate Marine Division Battalions (e.g. LAR, Tanks, AAV). However, it was the opinion of the SMEs and top level leadership that these capabilities, at least for a time, remain as part of the GSM structure to provide a cadre of skilled technicians that can be employed as “force multipliers” in those situations where sustained readiness on the battlefield becomes essential.    

The capabilities that in our opinion rose to the surface as unique to the GSM Co were welding and machine shop.  No other MEF unit possesses as many resources in terms of equipment or personnel (1316 metal worker/2161 machinist). These personnel along with their organic machine shops (TAM B1951) bring critical skill sets to the battlefield in terms of emergency remanufacture of class IX assets, potentially performing salvage and reclamation on disabled or destroyed equipment.  

Table 2.  Comparison of Maintenance Operating Capabilities

 

	
	CAPABILITY
WIPT
IST FSSG GSM TO-BE REPAIR
2nd FSSG GSM TO-BE REPAIR
3rd FSSG GSM TO-BE REPAIR
OTHER IMA AS-IS REPAIR
Fuel

No

Yes

No

No

No 

Starters/Alt/Gen

Yes

Yes

Yes

No

Yes

Wiring Harnesses

No

No

No

No

Yes

Heaters

Yes

No

Yes

Yes

Yes

Electrical Drive Motors

No

No

No

No

No 

Mobile Electric Power

No

No

No

No

No 

Electrical Pumps

No

Yes

No

No

No 

Hydraulic Pumps

Yes

Yes

No

No

Yes

Electrical Control Module

No

No

No

No

No 

Turbos and Blowers

Yes

Yes

Yes

Yes

Yes

Engines Internal Combustion

Yes

Yes

Yes

Yes

Yes

Engines Turbine

Yes

Yes

No

No

Yes

Engines Outboard Marine

Yes

Yes

No

No

Yes

Engines Motor Cycle/ATV

No

No

No

No

No 

Transmissions Hydraulic

Yes

Yes

Yes

Yes

Yes

Transmissions Mechanical

Yes

Yes

Yes

Yes

Yes

Transmissions Cross Drive

Yes

Yes

Yes

Yes

Yes

Transfer Cases

Yes

Yes

Yes

Yes

Yes

Differential Outputs/Final Drives

Yes

Yes

Yes

Yes

Yes

Power Take Off 

Yes

Yes

Yes

Yes

Yes

Hydrostatic Steering Unit

No 

No

No

No

No 

Steering Gear Box

Yes 

Yes

Yes

Yes

Yes

Radiators

No

No

No

No

Yes

Glass

No

No

No

No

No 

Halon

Yes

Yes

No

No

Yes

Welding

N/A

Yes

Yes

Yes

Yes

Machine Shop

N/A

Yes

Yes

Yes

Yes

Diagnostics

N/A

Yes

Yes

Yes

Yes



	
	The highlighted cells indicate those instances where the GSM SMEs recommendations for retaining a maintenance capability differed from that articulated by the WIPT.  Each of the companies recommended a slightly different set of T/E items and MOSs to accomplish those repair tasks articulated by the WIPT. 



	
	

	T/O Structure
	Once we completed our initial discussion with the GSM Co SMEs concerning maintenance operating capabilities, we started the T/O structure modeling dialogue. Since our charter instructed us to explore the manpower requirements to support a battlefield scenario and maintain standardization within the assessment, we used Total Force Structure (TFS) approved T/Os vice staffing levels. 

Our value factor applied during the modeling was the DoD FY 02 composite labor rate that includes maximum pay, allowances and all benefits for each rank. These figures represent what the USMC pays for a Marine man-year and are displayed in Table 1.  Civilian wages were determined from appropriate wage grade scales provided by MARCORLOGBASE (Resources Management) and 3d FSSG.

As might be expected, once the, “no more rebuild”, rule was applied during the manpower workup a significant resource “DELTA” was identified for potential realignment within the USMC. As depicted in Table 3, the notional detachments developed by the SMEs were very similar in overall USMC totals ranging from 3/55 GSM Co, 1st Maint Bn; 2/67 GSM Co, 2d Maint Bn; and 2/55 GSM Co, 3d MR Bn. It is important to note, however, the 2/55 for 3d MR Bn represents just those billets associated with 4th EOM maintenance operating capabilities and does not reflect the chargeable line numbers for the CRF and DMFA nor the 21 MLC employees, although we have included them in table 3 for visibility, accentuating the uniqueness of GSM Co, 3d MR Bn. An examination of the MOS types for 2d Maint Bn and 3d MR Bn display more commonality than 1st Maint Bn. This is especially true when looking at the welding and machine shop capabilities, an area we identified as a potential core competency of the TO-BE state.   

Table 3.  Comparison of Military and Civilian Billets

GSM Co

Officer

Enlisted

Civilian

Total

AS-IS

1st FSSG 

7

215

2

224

2nd FSSG 

9

239

4

252

3rd FSSG 

5

140

61

206

Total

21

594

67

682

DELTA

14

379

20

413

TO-BE

Total

7

215

47

269

!st FSSG 

3

55

1

59

2nd FSSG 

2

67

2

71

3rd FSSG 

2

        55 (93)* 

44

139

For the purposes of this study the T/O calculations were based on 100% T/O manning of all chargeable billets at GSM Company. 

The T/O figures for 1st and 3rd FSSG  do not include the CSSG-1 or CSSG-3 associated dollar values; however, the 3rd FSSG  figures do include those figures associated with the CRF, the DMFA, a Supply Admin Section, and a QC Section (93)* . The civilian labor force at 1st and 2nd FSSGs consists of federal wage grade employees.  The civilian labor force at 3rd FSSG consists of Japanese nationals that are provided under either a non reimbursable/non chargeable or reimbursable basis. There are 21 non chargeable billets (funded by GOJ) at the support platoon, operations platoon and the component rebuild platoon. There are 40 reimbursable billets at the CRF.

The DELTA value for the T/O does not represent a manpower savings to the Marine Corps, it represents the number of T/O billet line numbers and civilian billets that have been recommended for realignment as a result of the 4th EOM migration.  


	T/E and Footprint
	Once the notional detachments were developed, we looked at what supporting T/E equipment might be required. Verification of the T/Es prior to the modeling proved somewhat difficult as the SMEs possessed only CMRs that they interpreted as the unit’s T/E. We ascertained this was in fact due to centralized T/E management at the parent battalion level. Though separate company T/Es are resident as official documents in TFS, very few SMEs could identify with a full-up wartime T/E. Hence, to ensure maximum visibility during the T/E review, we blended both the T/Es and CMRs together realizing some assets may in fact be assigned administratively to another company (or storage program) even though the TFS T/E listed the asset with GSM Co. As with the T/O exercise, a large “DELTA” for realignment surfaced depicted by Table 4 once divestment of SECREP rebuild was considered. Accordingly, the accompanying footprint also reflected a considerable reduction as shown in Table 5. Some similarities surfaced between the three notional detachments in terms of equipment. As with personnel, the most commonality was found between GSM Co, 2d Maint Bn and GSM Co, 3d MR Bn. Large industrial T/E items resident within each unit (e.g. dynamometers, AGRS and Schroeder machines) were not retained by the SMEs, however GSM Co, 1st Maint Bn opted to realign its dynos as plant property (addressed further in the recommendations). 

Table 4.  Comparison of T/E Values

GSM Company

AS-IS

TO-BE

DELTA

1ST FSSG 

$16,129,099

$3,132,414

$12,996,685

2ND FSSG 

$7,991,281

$1,694,580

$6,296,701

3RD FSSG 

$7,224,645

$1,090,079

$6,134,566

TOTAL

$31,345,025

$5,917,073

$25,427,952

The T/E values were derived by applying the current replacement cost reflected in either the Logistics Management Information System (LMIS) or the local property records on record at each GSM company for each of the TAMCNs listed on the T/E with an authorized quantity of 1 or more. In those instances where there was no T/E allowance quantity for a TAMCN that was on hand or the on hand quantity exceeded the T/E allowance quantity, then the greater quantity was used in the calculation.

There were a number of T/E items that had no dollar values assigned in either of the above mentioned sources and in each case a value of $0 was assigned.  This study did not take into consideration the practice of redistribution of T/E assets within the major command/major subordinate commands when calculating the value for the T/E.

The DELTA value of the T/E does not represent a current cost savings to the Marine Corps. A savings would only be realized in reduced acquisitions for replacement equipment for those TAMCNs recommended for realignment should the items be dropped from the inventory rather than realigned.

Table 5. Footprint Comparison Data
GSM Company

Square Ft

Cubic Ft

Weight (lbs)

AS-IS

1st FSSG 

69,979

788,565

1,140,192

2nd FSSG 

59,233

655,288

855,640

3rd  FSSG 

43,046

475,681

651,i75

TOTAL

172,258

1,919,534

2,647,007

DELTA

133,088

1,515,150

1,655,150

TOTAL

39,170

404,384

991,857

TO-BE

1st FSSG 

5237

42,301

571,034

2nd FSSG 

19,608

208,544

264,,319

3rd  FSSG 

14,325

153,539

156,504

GSM Company

Square Ft

Cubic Ft

Weight (lbs)

Square, cube and weight data represent all of the individual T/E items ((Type I and Type II) listed on the respective T/Es and any additional T/E items that were on hand (listed on the unit CMR) that did not have a TE allowance quantity. The figures do not represent the total embarkation footprint of the unit T/Es (both AS-IS and TO-BE) as a significant number of TAMCN items did not have embarkation data loaded into the Logistics Management Information System (LMIS) nor did this assessment consider the opportunity to over pack certain TAM items inside other TAM items. 



	
	

	Plant Property
	The Battelle team and SMEs looked at Plant Property upon completing the T/O and T/E exercises. Plant Property documentation was provided prior to the assessment by COMMARCORLOGBASES (590). For the most part, we determined very few of the assets assigned as plant property were solely dedicated to the 4th EOM SECREP rebuild activity.  Most of the equipment was used as general support and indeed several items were found to be critical to the functioning of the welding and machine shop capabilities. 

Realizing plant property is not deployable, we asked the SMEs if using this equipment in garrison might erode those skills sets that would be required on the battlefield and they indicated similar equipment could be found in the various shop van configurations; however, the size and capacity might be reduced. Our assessment concerning Plant Property for the most part focused singularly on the value factor, depicted as Table 6, when integrated into the GSM business enterprise. Individual GSM Co Plant Property data is contained in the appropriate unit appendix found in Part II of this document.  

Table 6.  Plant Property

GSM Company

AS-IS

TO-BE

DELTA

1ST FSSG 

$218,815

$1,529,409

($1,310,594)

2ND FSSG 

$609,682

$552,510

$57,172

3RD FSSG 

$469,076

$294,755

$174,321

TOTAL

$1,297,573

$2,376,674

($1,709,101)

The plant property value was derived by applying the current replacement cost, as reflected on the individual unit property records, to the current and recommended quantities of plant property. In the cases of 1st and 3rd FSSG, there were recommendations to add T/E type items (or commercial equivalents) to the CMR for the TO-BE model and in each case the TAMCN T/E value was then factored into the plant property listing.  These figures have not been depreciated and they do not represent the current value of the on hand equipment.    

The large increase in the 1st FSSG GSM Company TO-BE column is a result of the GSM SMEs recommendation to add items that are currently listed on the T/E (equipment dynos) to the plant property listing. 

The DELTA value of the plant property does not represent a current cost savings to the Marine Corps, as a savings would only be realized in reduced acquisitions for replacement equipment for those items of plant property that were initially recommended for realignment but were subsequently dropped from the inventory with no replacement. The majority of the plant property that was recommended for retention was predominantly associated with the machine shop operations.

	
	

	Facilities
	Facility cost factors per year were obtained from the DoD Facilities Cost Factor Handbook and estimates prepared by HQMC (I&L (LFF)) based upon building identification numbers at the three GSM Co locations. Table 7 provides a top-level comparison of facility cost factors. Detailed facility data by GSM Co shop section is contained in the individual company’s appendix found in Part II. The square footage for each section was derived via a walkthrough of the facilities with the GSM SMEs and a review of the LFF supplied square footage data. Fire protection data was not available. The tabulated figures displayed in the appendices are a representative value of the facilities costs and do not represent the total annual facility cost. The square footage differential and the cost differential cannot be represented as a cost savings, as they are simply a representative value of the floor space that could be freed up and the associated value of the facilities cost. As a caveat, all facilities (particularly 2d FSSG’s and the future 3d FSSG complex) appear to possess the capacity and configuration to support depot managed SECREP rebuild activity.  

Table 7. Comparison of Annual Facilities Cost

GSM Company

AS-IS

TO-BE

DELTA

1ST FSSG 

$223,739

$158,676

$65,063

2ND FSSG 

$221,044

$140,350

$80,694

3RD FSSG 

$783,704

$629,563

$154,141

TOTAL

$1,228,487

$928,589

$299,898

The facility values were derived by calculating FY 01 sustainment cost factors, FY 01 area cost factors, and FY01 average utility cost factors to the square footage of each of the GSM facilities. This assessment did not include the application of a fire protection factor due to the non-availability of the factor for all three sites, therefore, the total facilities value reflected for each GSM Co represents less than the Total Annual Facility Cost. The DELTA value does not represent a cost savings to the Marine Corps.  It represents the cost associated with the operation and maintenance of the existing square footage that the GSM SMEs recommended for realignment and use for other than GSM maintenance operations and the Marine Corps would continue to incur the associated costs. 



	
	

	Cost Data and Outsourcing
	Battelle was not able to obtain sufficient data during the individual site visits to conduct an in depth assessment of outsourcing and cost data exclusively associated with 4th EOM rebuild activity. COMMARCORLOGBASES (590) provided Battelle with top-level information prior to start of our assessment and that remains as the baseline for this report. Table 8 refers.   We did verify that GSM Co 1st FSSG is currently outsourcing approximately 160 NSNs using a decentralized decision making process at the company level based on capacity, personnel and funding availability. 2d and 3d FSSG outsourcing is limited to the 17 NSNs assigned to UNICOR as part of the MARCORLOGBASES test bed program. 

Table 8.  FY2001 Cost Data

FY 2001

GSM Company

PE

RA

TOTAL

1st FSSG

$1,840,000

$2,400,000

$4,240,000

2nd FSSG

$577,167

$1,786,509

$2,363,676

3rd FSSG

$25,436

$1,200,387

$1,225,823

TOTAL

$2,442,603

$5,386,896

$7,829,499

This assessment was unable to produce specific 4th EOM cost data at any of the 3 GSM companies.  There are 3rd and 4th echelon maintenance actions ongoing at all three GSM companies and the PE and RA funding for both echelons is sourced from the same authorization. The PE and RA figures for 1st and 2nd FSSG listed in Table 8 were provided as source data from the MCLB Code 590 and the 3rd FSSG figures were provided by the GSM SMEs. 



	Training
	Table 9 provides a summary of MOSs and ITSs that could potentially be impacted by 4th EOM Migration. Additionally, appendix F provides a recommended training compendium, unanimously concurred in by the SMEs, that should be reviewed to ensure compatibility with 4th EOM migration. The most obvious training element we identified potentially requiring modification concerns those MOS courses conducted at either USMC or other service schools whose curriculum includes component rebuild. These modifications would be initiated via changes to Individual Training Standards (ITSs).

Table 9. 4th EOM Migration Training Impact
MOS

Description

ITS Reference

4th EOM Impact

1141

Electrician

MCO 1510.96A

No

1142

Electrical Equipment Repairman

MCO 1510.96A

Yes

1316

Metal Worker

MCO 1510.95A

No

1341

Engineer Equipment Mechanic

MCO 1510.95A

Yes

1349

Engineer Maintenance Chief

MCO 1510.95A

Yes

1371

Carpenter

MCO 1510.95A

No

2131

Artillery Weapon Repairman

MCO 1510.65B

No

2141

AAV Mechanic

MCO 1510.67A

Yes

2146

Tank Mechanic

MCO 1510.67A

Yes

2147

LAV Mechanic

MCO 1510.67A

Yes

2149

Ordnance Vehicle Maintenance Chief

 

Yes

2161

Repair Shop Machinist

MCO 1510.65B

No

2181

Ground Ordnance Weapons Chief

 

No

3043

Supply Admin Man

MCO 1510.73B

Yes

3521

Organizational Auto Mechanic

MCO 1510.68B

No

3522

Intermediate Auto Mechanic

MCO 1510.68B

Yes

3524

Fuel and Electrical Sys Mechanic

MCO 1510.68B

Yes

3529

Motor Transport Maintenance Chief

MCO 1510.68B

Yes



	
	

	Publications
	Similar in nature to our approach with training, Battelle initially identified several publications within the area of doctrine, policy, technical guidance and training (aforementioned ITSs) that potentially might require change, modification or cancellation action in view of 4th EOM migration. Our list eventually grew to 26 as depicted in Table 10 with additional input received from the SMEs. As a general statement, existing maintenance and supply directives are not compatible with ILC 4th EOM migration or the collapsing of 2d and 3d EOMs. See appendix G for more details regarding the four areas of publications discussed in this paragraph.



	
	Table 10. 4th EOM Migration Publications Impact
DOCTRINAL

POLICY

TRAINING

TECHNICAL

PUBLICATION/ORDER 

MCPD 4

MCO 4000.56

MCO 1510.65B

UM 4400-125

MCWP 4-1

MCO 4400.120

MCO 1510.96A

UM 4790-5

MCWP 4-11

MCO 4105.2

MCO 1510.95A

SI 4400-15/3A 

MCWP 4-11.24

MCO 4400.16G

MCO 1510.68B

TI 4710-14/1

MCO 4790.1B

MCO 1510.67A

TM 4700-15/1

MCO 4790.2C

MCO 1510.73B

UM 4400-123

MCO 4790.19

UM 4400-124

MCO 4400.150

MCO 4400.151



	
	


	RIP TO-BE SECREP Flow
	An important part of our site visits consisted of verification of the TO-BE SECREP maintenance management process flow as attached as Figure 1 with the RIP Officers-in-Charge and staff. Each RIP concurred in the TO-BE flow developed by the 4th EOM WIPT with a slight change in verbiage for the IMA piece. These comments are addressed in the individual modeling appendices. Additionally, each RIP OIC strongly supported the integration of maintainer personnel into the RIP organization to perform screening actions on components being turned in to the RIP. Currently, supply personnel perform this screening, hence, no quality control checks exist per se due to lack of maintenance expertise to ensure a valid customer requirement is being registered against the float. The RIP Officers felt this action could potentially garner substantial cost avoidances.  Battelle viewed the screening capability as a potential mission for the notional TO-BE detachment.  Additional RIP comments are contained in the separate GSM Co appendices. 




FIGURE 1

	Recommendations



	
	1. Reconvene the 4th EOM Migration WIPT for the purpose of reviewing this assessment. Expand the WIPT membership to include: GSM Co SMEs that participated in the individual on site assessments, MATCOM, SYSCOM and MCCDC (Training Command) representation.  

2. Upon review of the assessment formulate a capstone recommendation to be acted on by senior leadership to: 1) collapse current GSM structure into a detachment sized organization similar in capability to the notional units developed by 2d Maint Bn and 3d MR Bn or 2) collapse GSM Co in its entirety. In either case, the WIPT or a follow-on organization should initiate the integration of collapsing of 2d and 3d with 4th EOM migration from a resource realignment standpoint particularly as it impacts manpower and equipment. It is our recommendation that the first option represents the most viable course of action in terms of mitigating risk associated with a battlefield environment in terms of emergency manufacture of class IX assets.

3. The WIPT consider recommendations to MATCOM regarding the potential for      establishing a source of repair in the GSM facilities (under a GOCO or depot forward type of environment) that would provide for SECREP rebuild. Course of action one and our recommendation would be to establish one facility for CONUS support, preferably at Camp Lejeune  (based on facility potential) and one to support Okinawa. Course of action two would be the establishment of a facility in Okinawa only.

4. The WIPT consider recommendations to MATCOM that would shift corrosion rehab and depot maintenance float responsibilities from III MEF to MATCOM thereby freeing those operating forces from activities that that are more closely aligned with services provided by the supporting establishment.

5. Realignment of T/E dynamometers to plant property as recommended by GSM Co, 1st Maint Bn is not required to support the activities of the notional TO-BE detachment, subsequently these assets should be placed in the DELTA category.

6. The WIPT consider establishing separate working groups to address those issues  presented in the assessment concerning publications and training as a result of 4th EOM   Migration. In regards to training, we feel it is essential that intermediate maintainer curriculum be thoroughly reviewed and modified if necessary to provide robust diagnostics and troubleshooting courses of instruction vice SECREP rebuild. This is consistent with future technological considerations associated with new systems whereby replacement vice repair of modular components will become the norm. 

7. LMIS files should be updated with applicable embark data for the GSM Co T/Es so an accurate footprint and associated DELTA can be more accurately calculated.

8. To neutralize the “tyranny of distance”, supporting IT and distribution/transportation systems must be established with proven capability prior to MATCOM assuming accountability, responsibility and execution of SECREP rebuild.
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Part II

Supporting Documents to Impact Assessment on Integrated Logistics Capabilities Initiative to Migrate 4th Echelon of Maintenance to Marine Corps Materiel Command
Site Visits Overview

Battelle visited each of the three GSM Companies (USMC active component) for the purpose of interviewing SMEs, information gathering and modeling to support preparation of this impact assessment. Appendices C through E are dedicated to providing detailed information concerning the individual GSM Co site visits.

· General Support Maintenance Company, 1st Maintenance Battalion, 1st Force Service Support Group (GSM Co, 1st Maint Bn): 30 April-8 May 2002

· General Support Maintenance Company, 2d Maintenance Battalion, 2d Force Service Support Group (GSM Co, 2d Maint Bn): 29 May-4 June 2002

· General Support Maintenance Company, 3d Materiel Readiness Battalion, 3d 

      Force Service Support Group (GSM Co, 3d MR Bn): 17-20 June 2002  
Trip Report, GSM Co, 1st Maint Bn

15 May 2002

From: Battelle, 4th EOM Migration Team

To: Commander Marine Corps Logistics Bases (Code 590)

Subj: TRIP REPORT IN CONJUNCTION WITH IMPACT ASSESSMENT OF 4TH 

          ECHELON OF MAINTENANCE (EOM) MIGRATION

Site visited: General Support Maintenance Company, 1st Maintenance BN, 1st FSSG, MCB Camp Pendleton, CA.

Dates: 30 April – 8 May 2002.

Purpose of visit:  assess the impact of 4th EOM migration at General Support Maintenance Company (GSM).

Persons visited:  

Col Blackledge            AC/S, G-4, I MEF

LtCol Byno                  MMO, G-4, I MEF

LtCol Hodges              CO, 1st Maint Bn

Major Bean

XO, 1st Maint Bn

Capt Birk         
MOS OIC, 1st Maint Bn

CWO 3 Herbison
OIC, Reparable Issue Point

CWO 2 Hartman
CSSG-1 (via conf call)

CWO 2 Anatra
CRP Cmdr, GSM Co

WO Lacorte

Spt Plt Cmdr, GSM Co

WO Harris

MMO, GSM Co

SSgt Wojaun

Shipping and Receiving Chief, GSM Co

Background: COMMARCORLOGBASES message of 151600Z Feb02 published the results of the 4th EOM Working Integrated Product Team (WIPT).  There are three major results listed in the message; 1) definition of IMA secondary reparable (SECREP) maintenance capability on the battlefield, 2) determination of GSM operating capability for SECREP maintenance and 3) a prioritization of potential GSM candidates for outsourced maintenance.  COMMARCORLOGBASES contracted with BATTELLE to perform an impact assessment on the 4th EOM migration, as defined by the WIPT, at each GSM within I, II, and III Marine Expeditionary Force (MEF).

Report: The assessment was initiated with an in brief to staff members of the I MEF G-4, representatives from 1st Maintenance BN, and the Subject Matter Experts (SME) from GSM.  LTCOL Brown, MARCORLOGBASES Code 590, provided the attendees with an overview of the Integrated Logistics Capabilities initiatives followed by more specific discussion on the 4th EOM migration activities and their impact on GSM.  He informed the attendees that 4th EOM migration would result in the outsourcing of rebuild maintenance actions for all SECREPS and that battlefield repairs of SECREPS would generally be limited to removal/replacement of shop replaceable units and external Class IX repair parts.  LtCol Byno of the I MEF G-4 staff listed a number of areas that he recommended be considered during the course of the impact assessment; 1) the FSSG decision matrix on outsourcing, 2) warranty provisions, 3) capturing the true work effort of the Marines, 4) noting process deviations between the MEFs and 5) noting the disparity between the staffing goal and T/O.

ACTION: None

Following the in brief, Team Battelle along with LtCol. Brown and SMEs from GSM adjourned to the GSM Company work spaces.  LtCol. Brown provided the GSM representatives with a more detailed discussion on the 4th EOM initiative giving specific mention to the definition of rebuild of SECREP components – “if the repair of the SECREP requires it to be opened during the course of repair (e.g., dismantling of an engine block, opening of a transmission housing) then that repair action is to be considered rebuild”.   He also addressed the ILC initiative related to consolidation of 2nd and 3rd EOM and advised the GSM SMEs that they should not take that into consideration in the course of the 4th EOM impact assessment. 

ACTION: None, however, it was noted that the potential impact of the 2nd and 3rd EOM consolidation was not easily separated from the considerations and discussions of the SMEs when the T/O, T/E and plant property were being assessed.

Team Battelle and GSM representatives performed a joint review of the operational capabilities listed in COMMARCORLOGBASES ALBANY GA message 1516000ZFEB02.  In the case of each capability, it was noted whether or not GSM was currently performing rebuild, repair, or both types of maintenance actions.   The following table lists a summary of the results:

	
	WIPT
	GSM AS -IS
	GSM AS-IS
	GSM TO-BE

	CAPABILITY
	
	Rebuild
	Repair
	Repair

	
	
	
	
	

	Fuel
	No
	Yes
	Yes
	Yes

	Starters/Alt/Gen
	Yes
	No
	Yes
	Yes

	Wiring Harnesses
	No
	No
	No
	No

	Heaters
	Yes
	No
	No
	No

	Electrical Drive Motors
	No
	No
	No
	No

	Mobile Electric Power
	No
	No
	No
	No

	Electrical Pumps
	No
	Yes
	Yes
	Yes

	Hydraulic Pumps
	Yes
	Yes
	Yes
	Yes

	Electrical Control Module
	No
	No
	No
	No

	Turbos and Blowers
	Yes
	Yes
	Yes
	Yes

	Engines Internal Combustion
	Yes
	Yes
	Yes
	Yes

	Engines Turbine
	Yes
	Yes
	Yes
	Yes

	Engines Outboard Marine
	Yes
	Yes
	Yes
	Yes

	Engines Motor Cycle/ATV
	No
	No
	No
	No

	Transmissions Hydraulic
	Yes
	Yes
	Yes
	Yes

	Transmissions Mechanical
	Yes
	Yes
	Yes
	Yes

	Transmissions Cross Drive
	Yes
	Yes
	Yes
	Yes

	Transfer Cases
	Yes
	Yes
	Yes
	Yes

	Differential Outputs/Final Drives
	Yes
	Yes
	Yes
	Yes

	Power Take Off 
	Yes
	Yes
	Yes
	Yes

	Hydrostatic Steering Unit
	No 
	No
	No
	No

	Steering Gear Box
	Yes 
	Yes
	Yes
	Yes

	Radiators
	No
	No
	No
	No

	Glass
	No
	No
	No
	No

	Halon
	Yes
	No
	Yes
	Yes


· WIPT indicated a repair capability is required within the IMA operating capability.

· GSM SMEs identified a current repair and or rebuild capability for the AS-IS.

· GSM SMEs identified a need to retain a repair capability for the TO-BE. 

ACTION: None

In depth reviews of the GSM T/O were conducted with the SME’s in order to facilitate the development of a notional T/O that would support the repair capabilities listed in COMMARCORLOGBASES message 151600ZFEB02.  It was during this process that the potential impact of 2nd/3rd EOM consolidation most often became the focus of discussion.  There were several iterations of T/O and T/E scrubs prior to the development of a notional T/O, one that more closely resembled that of a detachment rather than a company.  The notional T/O (referred to as the TO-BE 2nd CUT in the chart below) saw a reduction of 4 officers and 160 enlisted (excluding the “X” billets that are assigned to the CSSG at MCB 29 Palms, CA). There are two reimbursable WL10 civilian billets currently assigned to the GSM Company, neither of which were included in the notional T/O. Attachment 1 to this report lists the notional T/O assignments with annotations on anticipated duties. 

	
	
	AS-IS
	TO-BE 1ST CUT
	TO-BE 2nd CUT

	
	
	OFF
	ENL
	OFF
	ENL
	OFF
	ENL

	Company HQ
	
	2
	2
	2
	2
	1
	0

	OPS Plt
	
	2
	41
	2
	32
	0
	9

	Support Plt
	
	0
	31
	0
	20
	0
	8

	Component Rebuild Plt
	
	3
	141
	1
	82
	2
	38




· The CSSG-1 T/O and T/E information is still under review and it is being coordinated with CWO 2 Hartman.  His initial indication was that as a result of the 4th EOM migration the entire tracks platoon would become subject to realignment.

· Recommended adjustments to the RIP T/O as a result of increased outsourcing requirements due to 4th EOM migration was addressed with the RIP OIC.  The numbers and types of additional MOSs that may be required will be the subject of additional research with the RIP OIC.

ACTION: Team Battelle to continue review of T/O data.

The T/E was subjected to a like review process and it was apparent that the uncertainty associated with the 2nd/3rd EOM consolidation had an influence on the GSM SMEs when it came time to allocate T/E equipment to the WIPT’s repair capabilities (e.g., the SMEs indicated a need to retain the fuel pump test stations in order to diagnose/align suspected fuel pumps even though the WIPT results indicated NO fuel pump repairs would be effected).  Attachment 2 to this report lists the notional T/E alignments.  In some instances it appeared that some items currently listed on the T/E would be more appropriately assigned to the CMR should the decision to retain the associated repair capabilities gain acceptance.

ACTION: Team Battelle to continue review of T/E data.

The Shipping and Receiving (S&R) section at GSM is responsible for effecting the outsourcing of all SECREPs with the exception of the 6.2L engine which is handled by the RIP.  The S&R section currently maintains a listing of over 160 NSNs that are “automatically” outsourced (i.e., these items are never inducted into the GSM maintenance facilities).  Additional items are identified for outsourcing by the GSM platoon commanders based on cost, capability or capacity concerns.  

ACTION: Team Battelle to continue review of NSN specific information provided by the S&R section. 

Facilities were evaluated against the notional T/O and T/E and there appears to be a potential for consolidation of maintenance activities within GSM.  Team BATTELLE was unable to locate a source for the cost data associated with the care and maintenance of the facilities.  There are currently seven buildings housing the GSM maintenance activities. 

ACTION: Team Battelle to continue review of facilities related data. 

A review of the WIPT’s recommended “To-Be SECREP Maintenance Management Flow” was conducted with the GSM SMEs and the OIC of the RIP.  There was general agreement that the process flow as depicted for the IMA is correct with the exception of the activity identified as “Conduct repair, replace on PEI or return to shelf”.  The RIP OIC recommended the reference “return to shelf” be deleted in this particular activity.  The issue of warranty management was discussed at length and both the GSM SMEs and the RIP OIC agreed that the RIP would likely be the data source for warranty information on SECREPs.  

ACTION:  None

Training impacts were discussed with the GSM SMEs.  The formal training for MOSs 3522 and 3524 includes course curriculum on 4th echelon rebuild. Marines with MOS 3524 are assigned to GSM company only and it would appear that this MOS could possibly be consolidated with the MOS 3522 once SECREP rebuild is outsourced.  Additional review of training related data is required.

ACTION: Team Battelle to continue review of training related data.  

There was agreement that various publications would have to be revised after it is known exactly what areas are impacted by the 4th EOM migration. The SMEs at GSM gave Battelle a preliminary listing of MCOs that will require revision.

ACTION: Team Battelle will continue to identify publications requiring revision in conjunction with follow on site visits to II and III MEF.

Out-brief. We conducted an out-brief with Col Matt Blackledge, G-4, I MEF, members of his staff, a representative of the FSSG staff and the GSM Co SMEs. A brief synopsis of the week’s activities was provided during which the  potential for realignment of GSM resources was emphasized. We assured all in attendance that our completed assessment would be forwarded to ALCON by COMMARCORLOGBASES (590) once completed. There were no significant issues raised during the session.

Follow On Actions:

Conduct Executive Checkpoint Brief with Commander and Staff week of 20 May

Begin II MEF Assessment week of 27 May  
Respectfully Submitted,

Greg Freed

Battelle, 4th EOM Team Leader

Trip Report, GSM Co, 2d FSSG
6 June 2002

From: Battelle, 4th EOM Migration Team

To: Commander, Marine Corps Logistics Bases (Code 590)

Subj: TRIP REPORT IN CONJUNCTION WITH IMPACT ASSESSMENT OF 4TH

          ECHELON OF MAINTENANCE (EOM) MIGRATION

Site visited: General Support Maintenance Company (GSM Co), 2nd Maintenance BN, 2nd  FSSG

Dates: 29 May – 4 June 2002.

Purpose of visit:  Assess the impact of 4th Echelon of Maintenance (4th EOM) migration at General Support Maintenance Company (GSM).

Persons visited:  

GSM Co                             MOS                        RIP
CAPT Bailey                      MAJ Kunst                CAPT Miller

WO Luzbetak                     1LT Ofsanko             CWO2 Cardenas

MGYSGT Sessoms                                               MSGT Andrews

MSGT Buhr

MSGT Patterson

Background: COMMARCORLOGBASES message of 151600Z Feb02 published the results of the 4th EOM Working Integrated Product Team (WIPT).  There are three major results listed in the message; 1) definition of IMA secondary reparable (SECREP) maintenance capability on the battlefield, 2) determination of GSM operating capability for SECREP maintenance and 3) a prioritization of potential GSM candidates for outsourced maintenance.  COMMARCORLOGBASES contracted with BATTELLE to perform an impact assessment on the 4th EOM migration, as defined by the WIPT, at each GSM within I, II, and III Marine Expeditionary Force (MEF).

Report:  The assessment was initiated with an in brief to the CG and staff members of 2nd FSSG; CO and staff members of the 2nd Maintenance Battalion; and the CO and staff members of the General Support Maintenance Company.  LTCOL Brown, MARCORLOGBASES (Code 590), provided the attendees with an overview of the Integrated Logistics Capabilities initiatives followed by more specific discussion on the 4th EOM migration activities and their impact on GSM.  He informed the attendees that 4th EOM migration would result in the outsourcing of rebuild maintenance actions for all SECREPS and that battlefield repairs of SECREPS would generally be limited to removal/replacement of shop replaceable units and external Class IX repair parts.  BGEN Lehnert, CG 2nd FSSG listed several issues/concerns related to the outsourcing of maintenance capabilities and they were as follows: 1) the immediate need to replace an inefficient distribution system, 2) the immediate need to replace an inefficient and ineffective Information Technology (IT) system and  3) implementation of a source selection process for outsourced components that would provide for both high quality/reliability of repaired components and a means of recourse against noncompliant/unresponsive contractors. LTCOL Brown indicated that 2005 is the target date for implementation of a commercial off the shelf (COTS) IT solution and that MATCOM would include stringent quality and warranty provisions on all contracts.  LTCOL Enzor, CO 2nd Maintenance BN offered his opinion as to the approach that should be followed in determining what is to be outsourced and that was: “look at specific maintenance tasks rather than individual components.”  LTCOL Brown advised TEAM BATTELLE that they are not to evaluate maintenance tasks as part of the current work effort.   MGYSGT Davis recommended to the CG 2nd FSSG that outsourcing of SECREPS be subjected to a quadrant model decision process.  LTCOL Brown advised TEAM BATTELLE to take no action on this recommendation.     

ACTION: None

Team BATTELLE and LTCOL Brown met with the Company Commander and the SMEs from GSM. LTCOL Brown provided the GSM representatives with a more detailed discussion on the 4th EOM initiative giving specific mention to the definition of rebuild of SECREP components – “if the repair of the SECREP requires opening during the course of repair (e.g., dismantling of an engine block, opening of a transmission housing) then that repair action is to be considered rebuild”.   He also addressed the ILC initiative related to consolidation of 2nd and 3rd EOM and advised the GSM SMEs that they should not take that into consideration in the course of the 4th EOM impact assessment. MSGT Buhr stated that many of the maintenance actions that are being performed by GSM Company are actually 3rd echelon tasks that have migrated from other IMA entities and line companies. He stated that many units opt to float the next higher assembly rather than wait on the delivery of repair parts or maintenance personnel as a means to maintain PEI readiness.  MSGT Buhr also stated that in some cases the SMR coding drives inefficient maintenance practices (e.g., LAR BN pulls an engine with a blown head gasket and floats it to GSM because LAR BN has 3rd EOM authority - they can pull the heads but they can’t replace the head gasket, a 4th EOM action).      

ACTION: None. 

 Team BATTELLE and GSM representatives performed a joint review of the operational capabilities listed in COMMARCORLOGBASES ALBANY GA message 1516000ZFEB02.  MSGT Buhr stated that GSM had deployed some capabilities to Desert Shield/Desert Storm and recommended they be included in our analysis.  In the case of each capability, it was noted whether or not GSM was currently performing rebuild, repair, or both types of maintenance actions. Additionally, the GSM SMEs were asked to provide their opinion as to whether other IMA entities or separate battalions (i.e. LAR, AAV, Tank) could provide the specific capability.  In some cases both the GSM and the IMAs/separate battalions will have similar capabilities.  LTCOL Brown approved the addition of the following operational capabilities to the following table: welding, machining, and diagnostics. The results of the operational capabilities review are summarized in the following table:

	
	WIPT
	GSM AS -IS
	GSM AS-IS
	GSM TO-BE
	IMA TO-BE

	CAPABILITY
	
	Rebuild
	Repair
	Repair
	Repair

	
	
	
	
	
	

	Fuel
	No
	Yes
	Yes
	No
	No 

	Starters/Alt/Gen
	Yes
	Yes
	Yes
	Yes
	Yes

	Wiring Harnesses
	No
	No 
	No
	No
	Yes

	Heaters
	Yes
	Yes
	Yes
	Yes
	Yes

	Electrical Drive Motors
	No
	No 
	No
	No
	No 

	Mobile Electric Power
	No
	No 
	No
	No
	No 

	Electrical Pumps
	No
	No 
	No
	No
	No 

	Hydraulic Pumps
	Yes
	Yes
	Yes
	No
	Yes

	Electrical Control Module
	No
	No 
	No
	No
	No 

	Turbos and Blowers
	Yes
	Yes
	Yes
	Yes
	No 

	Engines Internal Combustion
	Yes
	Yes
	Yes
	Yes
	Yes

	Engines Turbine
	Yes
	No 
	Yes
	No
	Yes

	Engines Outboard Marine
	Yes
	Yes
	Yes
	No
	Yes

	Engines Motor Cycle/ATV
	No
	No 
	No
	No
	No 

	Transmissions Hydraulic
	Yes
	Yes
	Yes
	Yes
	Yes

	Transmissions Mechanical
	Yes
	Yes
	Yes
	Yes
	Yes

	Transmissions Cross Drive
	Yes
	Yes
	Yes
	Yes
	Yes

	Transfer Cases
	Yes
	Yes
	Yes
	Yes
	Yes

	Differential Outputs/Final Drives
	Yes
	Yes
	Yes
	Yes
	Yes

	Power Take Off 
	Yes
	Yes
	Yes
	Yes
	Yes

	Hydrostatic Steering Unit
	No 
	No 
	No
	No
	No 

	Steering Gear Box
	Yes 
	Yes
	Yes
	Yes
	Yes

	Radiators
	No
	No 
	No
	No
	No 

	Glass
	No
	No 
	No
	No
	No 

	Halon
	Yes
	No 
	No
	No
	Yes

	Welding
	 
	 
	 
	Yes
	Limited

	Machine Shop
	 
	 
	 
	Yes
	No 

	Diagnostics
	 
	 
	 
	Yes
	Limited


· WIPT indicated a repair capability is required within the IMA operating capability.

· SMEs identified GSM as having a current repair and or rebuild capability for the AS-IS.

· SMEs identified a need for GSM to retain the repair capability for the TO-BE.

· GSM SMEs indicated that other IMA entities/separate battalions  can execute/perform the expeditious repairs for the specified capability.

 ACTION: None

In depth reviews of the GSM T/O were conducted with the SME’s in order to facilitate the development of a notional T/O that would provide for the execution of the operational capabilities listed in COMMARCORLOGBASES message 151600ZFEB02.  The SMEs were unanimous in their opinion that an enhanced diagnostics/troubleshooting capability would be needed to support the RIP and the other IMA entities as a means of minimizing the instances of inappropriate outsourcing of SECREPs.  The SMEs opted to retain the welding and machine shop personnel as well as some mechanics.  The results of the T/O review are summarized in the following table (“x” billets appearing on the GSM T/O are not included in the table below). 
	 
	 
	AS-IS
	TO-BE

	 
	 
	OFF
	ENL
	CIV
	OFF
	ENL
	CIV

	COMPANY HQ
	 
	2
	2
	 
	0
	0
	 

	OPERATIONS PLT
	 
	2
	45
	 
	1
	10
	 

	SUPPORT PLT
	 
	1
	30
	2
	1
	25
	2

	COMPONENT REBUILD PLT
	 
	4
	162
	2
	0
	32
	0

	 
	TOTAL
	9
	239
	 
	2
	67
	         2


· Recommended adjustments to the RIP T/O as a result of increased outsourcing requirements due to 4th EOM migration was addressed with the RIP OIC.  The addition of technical skills similar to those currently found in the S&R section of the GSM Company were deemed essential to the process of properly identifying incoming components.  The RIP OIC also listed additional personnel with MOS 3043 and 3051 to perform additional administrative tasks associated with multiple contracts for outsourcing. This matter was discussed at the out briefing with the CG of 2nd FSSG and the 2nd Maintenance BN Co indicated that the RIP should not see a marked increase in the 3043/3051 workload as it pertained to contracting.  Noting that the RIP belongs to the Maintenance Battalion in 2nd FSSG it was pointed out that they have ready access to the technical MOSs now.  

ACTION: Team BATTELLE to continue review of T/O data.

The T/E was subjected to a review process similar to that which was applied to the T/O. The SMEs at GSM Company, 2nd FSSG opted to reduce large quantities of T/E items as a result of the 4th EOM migration. The number and types of equipment that were designated for retention were determined in consideration of the operational capabilities specified by the WIPT and other requirements such as RIP stock rotation, RIP incoming failed components screening program, and an enhanced diagnostics capability. A cursory review of the 1st FSSG GSM notional T/E in comparison to that of the 2nd FSSG GSM notional T/E indicates significant differences between the two.    

ACTION: Team BATTELLE to continue review/refinement of T/E data.

Facilities were evaluated against the notional T/O and T/E and there appears to be a potential for freeing up covered floor space within GSM.  The RIP OIC indicated that additional floor space may be required for the purposes of staging SECREPS awaiting outsourcing actions as the 4th EOM migration gets underway. There was much discussion among the GSM SMEs as to potential uses of the freed up floor space including occupation by civilian personnel under either a GOCO type arrangement or by civil service employees (e.g. MCLB could establish a forward depot capability).  TEAM BATTELLE applied HQMC supplied cost factors in determining an annual value for sustaining the maintenance facilities. 

ACTION: Team BATTELLE to continue review of facilities related data. 

A review of the WIPT’s recommended “To-Be SECREP Maintenance Management Flow” was conducted with the RIP OIC and members of his staff.  There was general agreement that the process flow as depicted for the IMA is correct with the exception of the activity identified as “Conduct repair, replace on PEI or return to shelf”.  The RIP OIC agreed with the 1st FSSG RIP OIC’s recommendation to delete the reference “return to shelf” in this particular activity.  The issue of warranty management was discussed and the RIP OIC and his staff were aware of the current efforts underway at MCLB to develop a web based warranty program. 

ACTION:  None

Training impacts were discussed with the GSM SMEs.  The formal training for MOSs 3522 and 3524 includes course curriculum on 4th echelon rebuild. Marines with MOS 3524 are assigned to GSM Company only and it would appear that the formal training for this MOS could be revised extensively.    MOS 3522 training may require revision as well. All SMEs were in agreement that maintenance training curriculums must include additional instruction on diagnostics and troubleshooting techniques.  The SMEs strongly recommended that additional review of training related data is required.

ACTION: Team BATTELLE to continue review of training related data.  

The SMEs listed additional publications as possibly requiring revision as a result of  4th EOM Migration.

ACTION:  Team BATTELLE to continue review of publications related data.  

The Plant Property listing for the GSM Company primarily lists items that are used by the Support Platoon (machinists and welders) and a few items for the Power Section of the Component Rebuild Platoon. The SMEs opted to drop the engine dyno that was being carried under plant property. 

Wrap Up:  The site visit to 2nd FSSG was completed with an out brief to the CG 2nd FSSG, COS 2nd FSSG, CO 2nd Maintenance BN, OIC MOS, CO GSM Company, and GSM SMEs.  TEAM BATTELLE provided the CG with a short summary of the actions accomplished during the work session. Discussions on the potential T/O and T/E revisions included structure and capabilities that may be required to support the functions of machining, welding, expeditionary repair, diagnostics, troubleshooting, and screening of incoming components for the RIP.  BGEN Lehnert stated that he preferred the quadrant model approach in identifying what repairs the GSM and other IMAs will effect on SECREPS under the 4th EOM migration.  The CG expressed his concerns with reducing the in house capability to such a point that a failed $5 part on a starter would result in the evacuation of the starter. He reiterated his strong desires to see enhanced troubleshooting and diagnostics capability and he lent his support to the notion of creating a screening process for the SECREPs.  He stated that the Maintenance BN had to be the single process owner for maintenance and as such, the RIP should fall under the command of Maintenance BN, as is the case at 2nd FSSG. 

BGEN Lehnert acknowledged the 2nd FSSGs complete and total support to implementation of the 4th EOM migration and other ILC initiatives but he cautioned that “all parts of the ILC initiative need to be in place before we implement.” 

Respectfully Submitted,

Greg Freed

Battelle

4th EOM Project Leader
Trip Report, GSM Co, 3d MR Bn

24 June 2002

From: Battelle 4th EOM Migration Team

To: Commander Marine Corps Logistics Bases (Code 590)

Subj: TRIP REPORT IN CONJUNCTION WITH IMPACT ASSESSMENT OF 4TH 

          ECHELON OF MAINTENANCE (EOM) MIGRATION

Site visited: General Support Maintenance Company (GSM Co), 3rd Materiel Readiness Battalion (3d MRB), 3rd  FSSG

Dates: 14 June – 21 June 2002

Purpose of visit:  Assess the impact of 4th EOM migration at GSM Company (GSM).

Persons visited: 




Colonel Rankin


CO 3rd Maintenance Battalion

Captain Bowers


GSM Company Commander

CWO 4 Cressey-Neely

MTM Company Commander

CWO Richardson


RIP OIC

MGySgt Newman


GSM Company 

MGySgt Koluch


GSM Company

MSgt Drake


            RIP

MSgt Lepley


            RIP

SSgt Watkins


            GSM Company

SSgt Wall



GSM Company

Sgt Pentz



GSM Company

Background: COMMARCORLOGBASES message of 151600Z Feb02 published the results of the 4th EOM Working Integrated Product Team (WIPT).  There are three major results listed in the message; 1) definition of IMA secondary reparable (SECREP) maintenance capability on the battlefield, 2) determination of GSM operating capability for SECREP maintenance and 3) a prioritization of potential GSM candidates for outsourced maintenance.  COMMARCORLOGBASES contracted with BATTELLE to perform an impact assessment on the 4th EOM migration, as defined by the WIPT, at each GSM within I, II, and III Marine Expeditionary Force (MEF).

Report:  The assessment was initiated with an in brief to the Commanding Officer and staff members of 3rd FSSG Material Readiness Battalion and the CO and staff members of the General Support Maintenance Company.  LTCOL Brown, MARCORLOGBASES Code 590, provided the attendees with an overview of the Integrated Logistics Capabilities initiatives followed by more specific discussion on the 4th EOM migration activities and their impact on GSM.  He informed the attendees that 4th EOM migration would result in the outsourcing of rebuild maintenance actions for all SECREPS and that battlefield repairs of SECREPS would generally be limited to removal/replacement of shop replaceable units and external Class IX repair parts.  COL Rankin addressed the use of local Japanese nationals that are paid for and supplied by the Government of Japan. These personnel are employed throughout the GSM Company in the roles of mechanics, machinists, welders, and other maintenance related activities and they provide for the continuity in shop operations. There are also Japanese nationals employed in the Maintenance Battalions Corrosion Rehabilitation Facility (CRF), however, these are contracted personnel supplied through a III MEF funded contract.  Marines serve as the quality control inspectors on the CRF work efforts.  COL Rankin stated that 3rd FSSG was operating under a combined approach where the Supply and Maintenance Battalions have been integrated in order to provide for a more effective maintenance program. This is similar to the approach that was espoused by the CG of 2nd FSSG, BGEN Lenhert. COL Rankin indicated his concern with the reliability and effectiveness of the existing transportation system and the potential problems that will be encountered with the added burden of outsourcing of SECREPs.  LTCOL Brown addressed the on going MATCOM initiatives in the areas of outsourcing of SECREPs, warranty administration, enhanced transportation and implementation of an Information Technology system.  LTCOL Brown indicated that 2005 is the target date for implementation of a commercial off the shelf (COTS) IT solution and that MATCOM would include stringent quality and warranty provisions on all contracts.

ACTION: None

Team BATTELLE and LTCOL Brown met with the Company Commander and the SMEs from GSM. LTCOL Brown provided the GSM representatives with a more detailed discussion on the 4th EOM initiative giving specific mention to the definition of rebuild of SECREP components – “if the repair of the SECREP requires it be opened during the course of repair (e.g., dismantling of an engine block, opening of a transmission housing) then that repair action is to be considered rebuild”.

ACTION: None

. 

Team BATTELLE and GSM representatives performed a joint review of the operational capabilities listed in COMMARCORLOGBASES ALBANY GA message 1516000ZFEB02.  In the case of each capability, it was noted whether or not GSM was currently performing rebuild, repair, or both types of maintenance actions. Additionally, the GSM SMEs were asked to provide their opinion as to whether other IMA entities or line companies could provide the specific capability.  In some cases both the GSM and the IMAs/Line Companies will have similar capabilities.  The results of the operational capabilities review are summarized in the following table:

	
	WIPT
	GSM AS -IS
	GSM AS-IS
	GSM TO-BE
	IMA TO-BE

	CAPABILITY
	
	Rebuild
	Repair
	Repair
	Repair

	
	
	
	
	
	

	Fuel
	No
	Yes
	Yes
	No
	No 

	Starters/Alt/Gen
	Yes
	Yes
	Yes
	No
	Yes

	Wiring Harnesses
	No
	No 
	No
	No
	Yes

	Heaters
	Yes
	Yes
	Yes
	Yes
	No 

	Electrical Drive Motors
	No
	No 
	No
	No
	No 

	Mobile Electric Power
	No
	No 
	No
	No
	No 

	Electrical Pumps
	No
	No 
	No
	No
	No 

	Hydraulic Pumps
	Yes
	Yes
	Yes
	No
	Yes

	Electrical Control Module
	No
	No 
	No
	No
	No 

	Turbos and Blowers
	Yes
	Yes
	Yes
	Yes
	Yes

	Engines Internal Combustion
	Yes
	Yes
	Yes
	Yes
	Yes

	Engines Turbine
	Yes
	No 
	No
	No
	Yes

	Engines Outboard Marine
	Yes
	No 
	No
	No
	Yes

	Engines Motor Cycle/ATV
	No
	No 
	No
	No
	No 

	Transmissions Hydraulic
	Yes
	Yes
	Yes
	Yes
	Yes

	Transmissions Mechanical
	Yes
	Yes
	Yes
	Yes
	Yes

	Transmissions Cross Drive
	Yes
	Yes
	Yes
	Yes
	Yes

	Transfer Cases
	Yes
	Yes
	Yes
	Yes
	Yes

	Differential Outputs/Final Drives
	Yes
	Yes
	Yes
	Yes
	Yes

	Power Take Off 
	Yes
	Yes
	Yes
	Yes
	Yes

	Hydrostatic Steering Unit
	No 
	No 
	No
	No
	No 

	Steering Gear Box
	Yes 
	Yes
	Yes
	Yes
	Yes

	Radiators
	No
	Yes
	Yes
	No
	Yes

	Glass
	No
	No 
	No
	No
	No 

	Halon
	Yes
	No 
	No
	No
	Yes

	Welding
	 
	Yes
	Yes
	Yes
	Yes

	Machine Shop
	 
	Yes
	Yes
	Yes
	Yes

	Diagnostics/Screening
	 
	Yes
	Yes
	Yes
	Yes


· WIPT indicated a repair capability is required within the IMA operating capability.

· SMEs identified GSM as having a current repair and or rebuild capability for the AS-IS.

· SMEs identified a need for GSM to retain the repair capability for the TO-BE.

· GSM SMEs indicated that Line Companies or other IMA entities can execute/perform the expeditious repairs for the specified capability.

ACTION: None

In depth reviews of the GSM T/O were conducted with the SME’s in order to facilitate the development of a notional T/O that would provide for the execution of the operational capabilities listed in COMMARCORLOGBASES message 151600ZFEB02.  The SMEs were unanimous in their opinion that an enhanced diagnostics/troubleshooting capability would be needed to support the RIP and the other IMA entities as a means of minimizing the instances of inappropriate outsourcing of SECREPs.  The SMEs opted to retain the welding and machine shop personnel as well as some mechanics. 3rd FSSG GSM Company T/O differed from those of the 1st and 2nd FSSGs in that 3rd FSSG GSM has chargeable line numbers for a Depot Maintenance Float Allowance Section, Supply Admin Section, CRF Section and a Quality Control Section. A large number of Japanese nationals (21 personnel) are employed throughout the shop sections within GSM Company.  The Corrosion Rehabilitation Facility is staffed with 40 Japanese workers and 8-10 Marines (T/O billets for 8 Marines), the Depot Maintenance Float Allowance and Supply Admin Sections have T/O billets for 19 Marines and a Quality Control Section has T/O billets for 11 Marines. The results of the T/O review are summarized in the following table (“L” billets appearing on the GSM T/O are not included in the table below). 
	 
	 
	AS-IS
	TO-BE

	 
	 
	OFF
	ENL
	CIV
	OFF
	ENL
	CIV

	COMPANY HQ
	 
	1
	2
	0
	0
	0
	0

	OPERATIONS PLT
	 
	1
	18
	1
	1
	12
	1

	SUPPORT PLT
	 
	1
	27
	3
	1
	21
	3

	COMPONENT REBUILD PLT
	 
	2
	55
	17
	0
	22
	17

	DMFA SECTION
	 
	0
	1
	0
	0
	1
	0

	SUPPLY ADMINISTRATION
	 
	0
	18
	0
	0
	18
	0

	CORROSION REHAB FAC
	 
	0
	8
	40
	0
	8
	40

	QUALITY CONTROL SECTION
	 
	0
	11
	0
	0
	11
	0

	 
	TOTAL
	5
	140
	61
	2
	93
	61


· The DMFA, Supply Administration, Corrosion Rehabilitation Facility, and Quality Control Sections do not appear to be affected by the 4th EOM migration. Although these activities are chargeable to the GSM Company T/O they are actually assigned to the Material Readiness Company. Recommended adjustments to the RIP T/O as a result of increased outsourcing requirements due to 4th EOM migration was addressed with the RIP OIC.  The addition of technical skills similar to those currently found in the S&R section of the GSM Company T/O were deemed essential to the process of properly identifying incoming components. 

ACTION: Team BATTELLE to continue review of T/O data.

The T/E was subjected to a review process similar to that applied to the T/O. The SMEs at GSM Company, 3rd FSSG opted to reduce large quantities of T/E items as a result of the 4th EOM migration. The number and types of equipment that were designated for retention were determined in consideration of the operational capabilities specified by the WIPT and other requirements such as RIP stock rotation, RIP incoming failed components screening program, and an enhanced diagnostics capability. Attachment 1 to this report lists the notional T/E alignments for 3rd FSSG, GSM Company.

ACTION: Team BATTELLE to continue review of T/E data and prepare associated footprint model.

Facilities were evaluated against the notional T/O and T/E and there appears to be a potential for freeing up covered floor space within GSM.  A new facility (MC 624) is under construction and once completed, it will house both GSM Company and MTM Company.  The new facility coupled with the availability of trained Japanese nationals (Master Labor Contract) would appear to offer the ideal situation in which MATCOM could pursue the adaptation of either a government owned/contractor operated (GOCO) type operation or a civil service type operation (e.g. MCLB forward depot capability).  TEAM BATTELLE is awaiting HQMC (Code LFF) supplied cost factors needed to determine an annual value for sustaining the maintenance facilities. 

ACTION: Team BATTELLE to continue review of facilities related data. 

A review of the WIPT’s recommended “To-Be SECREP Maintenance Management Flow” was conducted with the RIP OIC and members of his staff.  There was general agreement that the process flow as depicted for the IMA is correct with the exception of the activity identified as “Conduct repair, replace on PEI or return to shelf”.  The RIP OIC agreed with the  recommendation to delete the reference “return to shelf” in this particular activity.  The RIP OIC recommended consideration be given to creating a civilian billet (either MLC or Civil Service) to function as the Warranty Administration and he also recommended that additional civilian billets be created to provide for the continuity of RIP operations in face of personnel rotations. 

ACTION:  None

Training impacts were discussed with the GSM SMEs.  They agreed with the recommendations of 1st and 2nd FSSG SMEs regarding the formal training of MOSs 3522 and 3524. All SMEs were in agreement that the maintenance training curriculums must include additional instruction on diagnostics and troubleshooting techniques. The RIP SMEs indicated a need for additional training of MOS 3043 in the area of RIP/Maintenance Float operations and the creation of an additional MOS (skill designator) for those Marines with MOS 304x that have completed a successful tour with a RIP/Maintenance Float activity.     

ACTION: Team BATTELLE to continue review of training related data.

The SMEs agreed with the listing of publications indicated as possibly requiring revision as a result of the 4th EOM migration.  

ACTION:  Team BATTELLE to continue review of publications related data.   

The Plant Property listing for the GSM Company primarily lists items that are used by the Support Platoon (machinists and welders) and one item for the Power Section of the Component Rebuild Platoon. The SMEs recommended that three of the TE items be transferred to the plant property account or commercial equivalents be procured for use in the CRF.  

Out-brief. The site visit to 3d FSSG was completed with an out brief to the CO of 3rd  MRB. TEAM BATTELLE provided the CO with a short summary of the actions accomplished during the work session. Discussions on the potential T/O and T/E revisions included structure and capabilities that may be required to support the functions of machining, welding, expeditionary repair, diagnostics, troubleshooting, and screening of incoming components for the RIP.  

Respectfully Submitted,

Greg Freed

4th EOM Project Team

Appendix A: Performance Statement of Work for the Conduct of Impact Assessment on ILC Initiative to Migrate 4th EOM to MATCOM

References:  (a) Logistics Campaign Plan 2001

         
         (b) 4th EOM WIPT Conference #2, conducted 29-31 January 2002

                     (c) MARCORLOGBASES msg 151600Z Feb 02

1.  Purpose.  Provide analysis support to identify the potential impact on Force Service Support Groups (FSSGs) and Integrated Logistics Support (ILS) elements resulting from the migration of management of 4th Echelon of Maintenance (EOM) to MATCOM.  

2.  Background.  Reference (a) provides the vision and strategy for the transformation of Marine Corps logistics and outlines specific objectives that focus on responsiveness to the supported unit.  It also directs the transition of the management of 4th EOM to MARCORMATCOM during Fiscal Year (FY) 2002.  Generally, 4th EOM refers to repair/rebuild of selected field level reparables that fall within the current capabilities of the Intermediate Maintenance Activity (IMA).  Reference (b) was conducted to determine future intermediate level SECREP maintenance capabilities required on the battlefield, with the focus being centered on General Support Maintenance (GSM) Company.  Reference (c) identified the following conclusions/recommendations of the WIPT:


a. Intermediate Maintenance Activities (IMAs) should not be conducting rebuild of SECREPs on the battlefield, as a normal course of business, but will require minor repair capability for selected SECREPS.  Maintenance requirements for selected SECREPS beyond IMA capability will be considered candidates for outsourcing.    


b.  Validated that current Marine Corps garrison capability exceeds that of our required operating (battlefield) capability.


c.  Determined that the majority of required repair tasks identified in Reference (c) does not require traditional GSM Capability.

d.  Validated requirement to align current capability with required operating capability.  

3.  Scope.   The contractor shall provide qualified personnel to conduct an in depth analysis of the Marine Corps' ILC initiative which calls for the migration of the management of 4th EOM tasks/responsibilities from the FSSGs to MATCOM.  The product of this analysis will be to produce an assessment for senior leadership that details potential impacts of this initiative.   

4.  Tasks.  

     A.  Visit each GSM Company to accomplish the following:

1) Identify current 4th EOM functions and capabilities.   

2) Review unit Tables of Organization (T/O's), personnel staffing levels and Tables of Equipment (T/E's) to determine current alignment of resources.

3) Identify 4th EOM required functions/capabilities that will be divested from GSM Companies based on results of reference (c).  

     B.  Compare current GSM maintenance capabilities to proposed operating maintenance capability to provide quantified analysis on the following elements:

1) Personnel structure, by Military Occupational Speciality (MOS).

2) Support and test equipment.

3) Comparative cost analysis of current maintenance costs and outsourced maintenance costs for selected capabilities.

     C.  Address potential impact on following ILS elements:


1) Facilities


2) Transportation


3) Training/education


4) Publications

     
5) Contracted Japanese labor at 3d FSSG

6) Potential change requirements in equipment, personnel and procedures to support proposed operating maintenance capability.  

5.  Required Completion Date.  8 July 2002

6.  Place of Work.  Albany, Ga with travel to other locations listed under travel paragraph.

7.  Travel.  Trips will be required for approximately 2 people for 2 weeks at each of the following locations:

     
A. 1st FSSG, Camp Pendleton, CA 

     
B. 2d FSSG, Camp Lejeune, NC

     
C. 3d FSSG, Okinawa, Japan

8.  Government Furnished Materiel (GFM)/Government Furnished Equipment (GFE).  None required as the government has provided the necessary GFM/GFE under the LOGJAMSS contract referenced above.  However, if the government requires Battelle analysts to work aboard Marine Corps Logistics Base, Albany, GA, then the government would be responsible for providing office space, computers, desks/work stations, and telephone access if required in performance of assigned tasks.  

9.  Government Furnished Information (GFI).  The government will provide the contractor with a copy of the following documentation:

       A. Logistics Campaign Plan 2001.

       B. MARCORLOGBASES msg 1500Z Feb 02, after-action report of 4th EOM WIPT Conference.

       C. Baseline data for current outsourcing efforts at each FSSG.

       D. T/O's and T/E's for each FSSG.

10.  Clearances.  Unclassified.

11.  Deliverables.  

       A. Provide proposed methodology prior to start of research/analysis.

       B. Trip reports for all required travel submitted within five (5) working days after completion of travel.

       C. Progress updates/briefings as requested.

       D. Impact assessment report submitted on or before end of contract performance period for those tasks assigned in paragraph 4 above.  Contractor will include the methodology used in the analysis.  

Appendix B: Technical Approach to Impact Assessment on Integrated Logistics Capabilities Initiative to Migrate 4th Echelon of Maintenance to Marine Corps Materiel Command

Technical Approach

General.  We intend to use a four phase technical approach in the conduct of our assessment consisting of a Preparatory, Validation/Reconciliation, Assessment and                     Consolidation Phase.  The first three phases will be cyclic in nature as we concentrate individually on each of the MEFs GSM Cos followed by the overall consolidation phase. 

Phase I.  Preparatory Phase

1. Location:  Albany

2. Objectives:

    a. Conduct Team Battelle (TB) 4th EOM Migration knowledge ramp up (ongoing)

    b. Construct GSM baseline model (ongoing)

    c. Provide baseline model and amplifying information to appropriate GSM Co.

3. Tasks:

    a. TB obtains GFI/public domain information and familiarizes itself with overall ILC initiatives, the EOM concept, and the findings and recommendations of the WIPT message (complete).

    b. TB obtains and reviews GFI pertaining to

         (1) GSM T/O
         (2) GSM T/E

         (3) GSM plant property

         (4) GSM O&M budgetary information 

         (5) Available ILS information/planning factors (i.e. facilities, training, manpower composite rate) 

    c. TB constructs GSM Co. baseline matrix reflecting WIPT message operating capabilities and elements listed in task 3b. Tab A contains an example of the matrix format. 

        d. Prior to on-site deployment, TB forwards baseline model to appropriate GSM Co with amplifying instructions:

        
(1) Introductory letter (LOGBASES/TB) summarizing purpose of visit and reiterating WIPT recommendations  

        
(2) Instructions for completing any incomplete data fields in baseline matrix model

        
(3) Instructions for completing blank “to be” data fields in the model

    e. Reconfirm on-site dates
Phase II. Validation/Reconciliation Phase

1. Location: On-site (CamPen, CamLej, Oki)

2. Objectives:

    a. Conduct orientation 

    b. Obtain/complete GSM baseline validation

    c. Identify issues/concerns impacting 4th EOM migration

    d. Estimate portion of current capabilities that will migrate to MATCOM (i.e identify the delta).

    e. Identify “to be” structure, T/E and associated elements to support required operating capability  

3. Tasks

    a. Conduct orientation/briefing to appropriate MEF stakeholders. (initially LOGBASES lead)  

    b. TB reviews GSM provided baseline data; clarify, correct as necessary and load to master databases/matrices

    c. TB documents significant issues and concerns and report to LOGBASES 4th EOM Ofc if resolution is required to proceed to next steps.

    d. TB conducts site interviews with GSM/RIP supervisory personnel to develop “to be” model. Example provided tab B.  (includes validation of “to be” SECREP flow)

    e. TB Compares baseline with “to be” to determine deltas. 

    f.  TB determines potential cause and effect relationships pertaining to RIP SECREP flow 

g. TB provides informal debrief with MEF stakeholders

Phase III. Assessment 

1. Location: Albany 

2. Objectives:

    a. Conduct executive checkpoint  

    b. Develop individual GSM impact assessments
    c. Initiate assessments relative to policy/publications 

3. Tasks:

    a. TB provides MATCOM/LOGBASES with brief post CamPen on-site to serve as executive checkpoint for technical approach, first impressions, issues and concerns. Task modifications implemented as required.

    b. TB develops impact assessments based on interviews and quantitative data (deltas) associated with all elements of GSM operating capabilities.

    c. TB reviews potential doctrinal, policy, technical publications that might be impacted by 4th EOM migration and if significant impact assessment produced. 

Phase IV. Consolidation Phase
1. Location: Albany

2. Objectives: 

     a. Provide final deliverables

     b. TB project close out

Appendix C:  GSM Co, 1st Maint Bn, “AS IS-TO BE” Modeling Matrices

The process involved in determining the T/O, T/E, Facility, Plant Property, and civilian billet allocations was initiated with a review of the 4th EOM migration WIPT’s message of 151600ZFEB02 regarding the future state of IMA operational capabilities (i.e., there will be no rebuilding of SECREPs in the field and SECREP repair will be limited to the removal/replacement of shop replaceable units (SRU’s) and external class IX repair parts).  The GSM subject matter experts (GSM SME) then performed a screening of the T/O and T/E authorizations for personnel and equipment, facilities supporting all maintenance actions in the GSM, plant property that supported maintenance and those civilian billets that are assigned to the maintenance shops within the GSM Company. The purpose of the screening was to determine what resources in each of the above mentioned areas would need to be retained by the GSM company in order for them to perform those operational capabilities identified by the 4th EOM WIPT.  In a few cases, the GSM SMEs opted to retain the resources to perform a current capability that had not been specified by the WIPT as an operational requirement (fuel, heaters, and electrical pumps). The remainder of the resources were then identified as candidates for realignment elsewhere in the Marine Corps. Table C-1 lists the operational capabilities that the GSM SMEs considered in developing the proposed T/O, T/E, facility, plant property, and civilian staffing levels that can be found at the corresponding attachment to this appendix.  

	CAPABILITY
	WIPT
	IST FSSG GSM TO-BE REPAIR
	2nd FSSG GSM TO-BE REPAIR
	3rd FSSG GSM TO-BE REPAIR
	OTHER IMA AS-IS REPAIR

	Fuel

	No

	Yes

	No

	No

	No 


	Starters/Alt/Gen

	Yes

	Yes

	Yes

	No

	Yes


	Wiring Harnesses

	No

	No

	No

	No

	Yes


	Heaters

	Yes

	No

	Yes

	Yes

	Yes


	Electrical Drive Motors

	No

	No

	No

	No

	No 


	Mobile Electric Power

	No

	No

	No

	No

	No 


	Electrical Pumps

	No

	Yes

	No

	No

	No 


	Hydraulic Pumps

	Yes

	Yes

	No

	No

	Yes


	Electrical Control Module

	No

	No

	No

	No

	No 


	Turbos and Blowers

	Yes

	Yes

	Yes

	Yes

	Yes


	Engines Internal Combustion

	Yes

	Yes

	Yes

	Yes

	Yes


	Engines Turbine

	Yes

	Yes

	No

	No

	Yes


	Engines Outboard Marine

	Yes

	Yes

	No

	No

	Yes


	Engines Motor Cycle/ATV

	No

	No

	No

	No

	No 


	Transmissions Hydraulic

	Yes

	Yes

	Yes

	Yes

	Yes


	Transmissions Mechanical

	Yes

	Yes

	Yes

	Yes

	Yes


	Transmissions Cross Drive

	Yes

	Yes

	Yes

	Yes

	Yes


	Transfer Cases

	Yes

	Yes

	Yes

	Yes

	Yes


	Differential Outputs/Final Drives

	Yes

	Yes

	Yes

	Yes

	Yes


	Power Take Off 

	Yes

	Yes

	Yes

	Yes

	Yes


	Hydrostatic Steering Unit

	No 

	No

	No

	No

	No 


	Steering Gear Box

	Yes 

	Yes

	Yes

	Yes

	Yes


	Radiators

	No

	No

	No

	No

	Yes


	Glass

	No

	No

	No

	No

	No 


	Halon

	Yes

	Yes

	No

	No

	Yes


	Welding

	N/A

	Yes

	Yes

	Yes

	Yes


	Machine Shop

	N/A

	Yes

	Yes

	Yes

	Yes


	Diagnostics

	N/A

	Yes

	Yes

	Yes

	Yes



	


Table C-1.  GSM Company, 1st Maint Bn, Recommended Operational Capabilities as a Result of the 4th EOM Migration

Table of Organization (T/O)

The following table, Table C-2, was developed with the information provided by the GSM Company subject matter experts.  The source document for the Table of Organization (T/O) was Headquarters Marine Corps Table of  Manpower Requirements Report No. I5921C4A-1 as of 01/10/01, T/O Number 3261F.    In the case of the military personnel, all of the T/O billets, as called out in the approved T/O and verified by the GSM SMEs, were included on the table, however, only those line numbers appearing on the T/O as chargeable billets were used in the calculations for the associated personnel strength and dollar value.  The annual compensation rate applied to each chargeable billet was extracted from the category titled “Annual Rate Billable to Other Federal Agencies” as listed in the “Military Composite Standard Pay and Reimbursement Rates, U.S. Marine Corps for Fiscal Year 2002.”  The civilian personnel numbers were determined using the established hourly rate for the Work Leader 10 (WL-10) series factored by 2080 hours per man year

		T/O

	T/E

	FACILITY

	PLANT PROPERTY

	CIVILIAN

	TOTAL


	AS-IS

	1st FSSG GSM 

	$11,165,776

	$16,129,099

	$223,739

	$218,815

	$90,563

	$27,827,992


		DELTA

						
			$8,132,343

	$12,996,685

	$65,063

	-$1,310,594

	$45,282

	$19,928,779


								
	TO-BE

	1st FSSG GSM 

	$3,033,433

	$3,132,414

	$158,676

	$1,529,409

	$45,281

	$7,899,213


		T/O

	T/E

	FACILITY

	PLANT PROPERTY

	CIVILIAN

	TOTAL



	


Table C-2.  GSM Company, 1st Maint Bn, Allocation of Annual Military and Civilian Compensation

The GSM SMEs considered the existence of T/O billets with similar MOS designation in other maintenance activities such as the Motor Transport Maintenance Company, the AAVBn, and LAVBn when making recommendations to either retain or realign a specific T/O billet. A Marine with MOS 3521 serving with GSM company is exposed to and often performs 4th echelon maintenance actions while a Marine with the same MOS assigned to another activity with 3rd echelon maintenance authorization would not normally be exposed to 4th echelon maintenance actions. The GSM SMEs were of the opinion that the skill level attained by Marines assigned to GSM company was an essential element in the development of an enhanced diagnostics and troubleshooting skill that they identified as being a necessity under the 4th EOM migration. 

The GSM SMEs recommended the retention of 58 military and 1 civilian personnel to execute the proposed operational capabilities, refer to Table C-1, column 3. The larger portion, 78% of personnel recommended for retention were those MOS and skill sets assigned to the component rebuild platoon.  The remaining chargeable billets on T/O N3261F and a single civilian billet were designated for potential realignment as represented by the DELTA totals in Table C-3 below.  The GSM SMEs expressed an opinion as to the possible realignment of a number of the personnel billets appearing in the DELTA. Several of the billets carry Military Occupational Specialty designators (MOS) that could be realigned to other intermediate maintenance activities upon the complete implementation of the 4th EOM migration.  The DELTA billets do not represent a savings in manpower. 

	
	GSM Co
	Officer
	Enlisted
	Civilian
	Total

	AS-IS
	HQ
	2
	2
	0
	4

	
	Ops Plt
	2
	41
	0
	43

	
	Supt Plt
	0
	31
	0
	31

	
	CRP
	3
	141
	2
	146

	
	Total
	7
	215
	2
	224

	
	
	

	
	DELTA
	4
	160
	1
	165

	
	
	
	
	
	

	TO-BE
	Total
	3
	55
	1
	59

	
	HQ
	1
	0
	0
	1

	
	Ops Plt
	0
	9
	0
	9

	
	Supt Plt
	0
	8
	0
	8

	
	CRP
	2
	38
	1
	41


Table C-3.  GSM Company, 1st Maint Bn Company Military and Civilian Billets

The annual compensation associated with the personnel numbers listed in Table C-3 are shown below in Table C-4.  All figures are in FY 2002 dollars. The values listed for the DELTA cannot be considered as a cost savings unless the total Marine Corps authorized end strength is reduced by the number and grade of officers and enlisted personnel that were recommended for realignment by the GSM Company subject matter experts.  The same holds true for the civilian billets, without a reduction in the number of billets, there is no cost savings. 

	
	GSM Co
	Military
	Civilian
	Total

	AS-IS
	HQ
	$346,239
	$0
	$346,239

	
	Ops Plt
	$2,443,868
	$0
	$2,443,868

	
	Supt Plt
	$1,339,799
	$0
	$1,339,799

	
	CRP
	$7,035,870
	$90,562
	$7,126,432

	
	Total
	$11,165,776
	$90,562
	$11,256,338

	
	DELTA
	
	
	

	
	
	$8,132,343
	$45,281
	$8,177,624

	
	
	
	
	

	TO-BE
	Total
	$3,033,433
	$45,281
	$3,078,714

	
	HQ
	$91,778
	$0
	$91,778

	
	Ops Plt
	$510,379
	$0
	$510,379

	
	Supt Plt
	$386,431
	$0
	$386,431

	
	CRP
	$2,044,845
	$45,281
	$2,090,126


Table C-4.  GSM Company, 1st Maint Bn Company Military and Civilian Compensation 

Supporting documentation for the T/O information listed above can be found in attachments1, 2 and 3 to this Appendix. Attachment 1 to Appendix C is a listing of the T/O 3261F that has been annotated to reflect the current (AS-IS) and proposed (TO-BE) billet strength with associated compensation applied.  Attachment 2 to Appendix C is a listing of the proposed (TO-BE) GSM structure.  Attachment 3 to Appendix C contains a comparative listing of all chargeable billet MOSs currently depicted in the T/Os of  the GSM Companies in 1st, 2nd and 3rd MaintBn (AS-IS) against those billets that were recommended for retention by the GSM SME’s (TO-BE). 

Table of Equipment  

The GSM SMEs screened the T/E using the same process as described for the T/O.  There were a number of items of T/E equipment that the GSM SMEs recommended for retention but to be realigned to the GSM Plant Property account. The rationale that was provided was that these items of equipment are required for the diagnostics of engines and transmissions, an operational capability that the GSM SMEs had indicated would continue at GSM Company.  This study used Table of Equipment (T/E) N3136 of 25 April 2002 to form the initial baseline from which T/E information relative to dollar value and embarkation data for the current (AS-IS) T/E and the proposed (TO-BE) T/E were subsequently developed. All T/E items listed on T/E N3136, regardless of whether or not the items were on hand at the GSM company were factored into the cost and embarkation data. The initial phase consisted of collecting all available cost and embarkation data (current replacement cost and embarkation data as listed in the Logistics Management Information System (LMIS) and/or on the GSM’s consolidated memorandum of receipt (CMR) records) for each Type I and Type II TAM control number on the T/E with an authorized allowance. 

In those instances where the GSM had type I T/E equipment on hand without an authorized allowance, the on hand quantity was used in the calculation for dollar value and embarkation footprint for the corresponding TAM control number. Allowances for Type II equipment were entered for those TAM items that were listed on the GSM CMR in order to include on hand Type II T/E equipment cost and embarkation data. 

The dollar value and embarkation data that is provided in this section does not represent the total for replacement cost or embarkation footprint of T/E N3136 as there were a number of TAM items which had no cost data and incomplete/missing embarkation information.   Attachment 4 to Appendix C is a listing of the T/E depicting the current (AS-IS) and recommended (TO-BE) allowances for each applicable TAM item with all available cost information being applied where available. Attachment 4 has been highlighted to indicate those data elements that were not available to this study.  Table C-5 depicts the representative values of the current (AS-IS) and proposed (TO-BE) T/Es with the DELTA representing the difference between the two. The DELTA does not represent a cost savings to the Marine Corps, it only represents the replacement value for a portion of the T/E items that were recommended for realignment by the GSM SMEs.  

	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL

	AS-IS
	1st FSSG GSM 
	$11,165,776
	$16,129,099
	$223,739
	$218,815
	$90,563
	$27,827,992

	
	DELTA
	
	
	
	
	
	

	
	
	$8,132,343
	$12,996,685
	$65,063
	-$1,310,594
	$45,282
	$19,928,779

	
	
	
	
	
	
	
	

	TO-BE
	1st FSSG GSM 
	$3,033,433
	$3,132,414
	$158,676
	$1,529,409
	$45,281
	$7,899,213

	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL


Table C-5.  GSM Company, 1st Maint Bn, Representative Value of Table of Equipment 

The T/E cost and embarkation data was loaded to one of three categories as recommended by the GSM SMEs in order to gain a perspective on the cost and embarkation impact of realigning or rolling back T/E items as a result of 4th EOM migration. There is a general support category in which a large number of the T/E items were placed as the GSM SMEs were of the opinion that these items supported more than one of the maintenance activities or they were used in support of the GSM company headquarters and operations platoon.  The Support Platoon and the Component Rebuild Platoon are the other two categories in which data was loaded. Table C-6 and Table C-7 give a breakout by category for T/E dollar value and embarkation data respectively. 

	
	Gen Support
	Support Plt
	CRP
	Total

	AS-IS
	$4,701,670
	$300,771
	$11,126,658
	$16,129,099

	DELTA
	$2,581,771
	$140,908
	$10,274,006
	$12,996,685

	TO-BE
	$2,119,899
	$159,863
	$852,652
	$3,132,414


Table C-6.   GSM Company,  1st MaintBn, T/E Value by Section

The embarkation data does not reflect the potential savings in the square and cubic feet of  storage space that would be needed if TAM items were over packed with other TAM items.  The DELTA figures for both Table C-6 and C-7 are not considered savings in either cost or shipping and storage space.   
	AS-IS
	
	Square Ft
	Cubic Ft
	Weight/lbs

	
	Gen Support
	62809
	744690
	730597

	
	Support Plt
	927
	6539
	68545

	
	CRP
	6242
	37335
	341050

	Total
	
	69978
	788564
	1140192

	Delta
	
	64742
	746264
	569158

	Total
	
	5236
	42300
	571034

	TO-BE
	Gen Support
	3425
	31530
	464945

	
	Support Plt
	480
	3407
	36902

	
	CRP
	1331
	7363
	69187

	
	
	Square Ft
	Cubic Ft
	Weight/lbs


Table C-7.  GSM Company, 1st Maint Bn, Footprint Data

Attachment 5 to Appendix C contains a listing of the T/E N3136 TAM control numbers and the associated embarkation data for the current (AS-IS) and GSM SME recommended (TO-BE) T/E structure. 

The GSM, 1st MaintBn recommended T/E was compared to the recommendations of the GSM Cos at 2nd  MaintBn and 3rd Mr Bn,  to determine whether an item was recommended for retention by one, two or all three of the GSM companies. The results of the comparison, as can be seen in Attachment 6 to Appendix C indicates similarities among the three GSM companies in the type, as opposed to quantity, of TAM items they recommend for retention.  The T/E’s will need to be further reviewed by the GSM SMEs if standardization among the three GSM companies is desired. There were a number of TAM items listed on the T/E as planned allowances in FY02 and beyond. In some instances the GSM SMEs recommended a quantity for retention less than that of the planned allowance. Should the recommendations of the GSM SMEs be adopted a number of these items will no longer be required and they could either be realigned or not purchased in those cases where there is on going procurements.   Attachment 7 to Appendix C ia a listing of the planned allowances that may or may not be required by the GSM as a result of the 4th EOM migration. 

Facilities

The GSM facilities were reviewed for current (AS-IS) and recommended (TO-BE) space allocation for the T/O and T/E structure respectively. FY01 dollars were used in calculating the annual facilities maintenance and sustainment costs associated with the GSM company facilities.  The cost of fire protection was not factored into the equation thus the figures listed do not represent the Total Annual Facility Cost of the GSM facilities nor do they represent a cost savings as the facilities will remain operational in the absence of GSM company occupancy should that occur.   The DELTA figures represent the amount of annual facilities and maintenance costs associated with the square footage that would be freed up from GSM occupancy should the GSM SME recommendations for future operational capability be implemented.   There may be some economy realized in the physical relocation of elements of the GSM Support Platoon from their current location in building 216668 to building 210840 should the space become available.   Table C-8 lists the annual facility sustainment costs associated with the GSM Company work spaces and attachment 8 to Appendix C lists the breakout of work spaces by section. 

	AS-IS
	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL

	
	1st FSSG GSM 
	$11,165,776
	$16,129,099
	$223,739
	$218,815
	$90,563
	$27,827,992

	
	DELTA
	
	
	
	
	
	

	
	
	$8,132,343
	$12,996,685
	$65,063
	-$1,310,594
	$45,282
	$19,928,779

	
	
	
	
	
	
	
	

	
	1st FSSG GSM 
	$3,033,433
	$3,132,414
	$158,676
	$1,529,409
	$45,281
	$7,899,213

	TO-BE
	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL


Table C-8.   GSM Company, 1st Maint Bn, Annual Facility Sustainment Costs

Plant Property

The plant property assets listings were screened for applicability to the proposed GSM Company operating capabilities listed in Table C-1. The GSM SMEs recommended the reduction of a number of items of plant property that support the current operations of the machine shop (support platoon) and the engine rebuild shop (component rebuild platoon).. The items recommended for reduction included a dynamometer, a disintegrator, and a hydraulic shear.  They also recommended the addition of several T/E items to the plant property listing to support an advanced diagnostics and troubleshooting capability within the recommended component repair platoon. These items were TAMCN C7016 (Dynamometer, Run-In), C7021 (Test Stand Transmission), C7023 (Test Stand, Fuel Injector), C7032 (Hydraulic Test Bench) and C7072 (Test Stand, Automatic).  The addition of these T/E items resulted in a large increase in the value of the plant property listing for the (TO-BE) GSM configuration. The values listed in Table C-9 do not represent the current value of the plant property. The values were extracted from the CMR records of the GSM Company and they are considered replacement cost. The DELTA does not represent a cost savings.  A listing of the plant property and associated values can be found at Attachment 9 to Appendix C.

	AS-IS
	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL

	
	1st FSSG GSM 
	$11,165,776
	$16,129,099
	$223,739
	$218,815
	$90,563
	$27,827,992

	
	DELTA
	
	
	
	
	
	

	
	
	$8,132,343
	$12,996,685
	$65,063
	-$1,310,594
	$45,282
	$19,928,779

	
	
	
	
	
	
	
	

	
	1st FSSG GSM 
	$3,033,433
	$3,132,414
	$158,676
	$1,529,409
	$45,281
	$7,899,213

	TO-BE
	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL


Table C-9.  GSM Company, 1st Maint Bn, Plant Property Value

Attachments:

1 – Table of Organization (T/O) Matrix

2 - Recommended Organizational Structure 

3 - Comparison Table of Billet MOSs

4 - Table of Equipment (T/E) Matrix

5 - Embarkation Matrix

6 – Comparison Table of Recommended (TO-BE) Type 1 T/E Items

7 - Listing of  TAMCN with planned allowances for FY02 and outyears

8 – GSM Company Facilities Matrix

9 - GSM Company Plant Property Matrix 

Appendix D:  GSM Co, 2nd  Maint Bn, “AS IS-TO BE” Modeling Matrices

The process involved in determining the T/O, T/E, Facility, Plant Property, and civilian billet allocations was initiated with a review of the 4th EOM migration WIPT’s message of 151600ZFEB02 regarding the future state of IMA operational capabilities (i.e., there will be no rebuilding of SECREPs in the field and SECREP repair will be limited to the removal/replacement of shop replaceable units (SRU’s) and external class IX repair parts).  The GSM subject matter experts (GSM SME) then performed a screening of the T/O and T/E authorizations for personnel and equipment, facilities supporting all maintenance actions in the GSM, plant property that supported maintenance and those civilian billets that are assigned to the maintenance shops within the GSM Company. The purpose of the screening was to determine what resources in each of the above mentioned areas would need to be retained by the GSM company in order for them to perform those operational capabilities identified by the 4th EOM WIPT.  In a few cases, the GSM SMEs recommended the GSM Company not retain resources associated the performance of four of the operational capabilities that the WIPT had indicated as a requirement of the IMA’s. 

The GSM SMEs indicated that without a requirement to rebuild SECREP components, other untis could perform repairs on hydraulic pumps, turbine engines, outboard engines and the refilling of halon bottles. The remaining resources were then identified as candidates for realignment elsewhere in the Marine Corps. Table D-1 lists the operational capabilities that the GSM SMEs considered in developing the proposed T/O, T/E, facility, plant property, and civilian staffing levels that can be found at the corresponding attachment to this appendix.  

	
	

	CAPABILITY
WIPT
IST FSSG GSM TO-BE REPAIR
2nd FSSG GSM TO-BE REPAIR
3rd FSSG GSM TO-BE REPAIR
OTHER IMA AS-IS REPAIR
Fuel

No

Yes

No

No

No 

Starters/Alt/Gen

Yes

Yes

Yes

No

Yes

Wiring Harnesses

No

No

No

No

Yes

Heaters

Yes

No

Yes

Yes

Yes

Electrical Drive Motors

No

No

No

No

No 

Mobile Electric Power

No

No

No

No

No 

Electrical Pumps

No

Yes

No

No

No 

Hydraulic Pumps

Yes

Yes

No

No

Yes

Electrical Control Module

No

No

No

No

No 

Turbos and Blowers

Yes

Yes

Yes

Yes

Yes

Engines Internal Combustion

Yes

Yes

Yes

Yes

Yes

Engines Turbine

Yes

Yes

No

No

Yes

Engines Outboard Marine

Yes

Yes

No

No

Yes

Engines Motor Cycle/ATV

No

No

No

No

No 

Transmissions Hydraulic

Yes

Yes

Yes

Yes

Yes

Transmissions Mechanical

Yes

Yes

Yes

Yes

Yes

Transmissions Cross Drive

Yes

Yes

Yes

Yes

Yes

Transfer Cases

Yes

Yes

Yes

Yes

Yes

Differential Outputs/Final Drives

Yes

Yes

Yes

Yes

Yes

Power Take Off 

Yes

Yes

Yes

Yes

Yes

Hydrostatic Steering Unit

No 

No

No

No

No 

Steering Gear Box

Yes 

Yes

Yes

Yes

Yes

Radiators

No

No

No

No

Yes

Glass

No

No

No

No

No 

Halon

Yes

Yes

No

No

Yes

Welding

N/A

Yes

Yes

Yes

Yes

Machine Shop

N/A

Yes

Yes

Yes

Yes

Diagnostics

N/A

Yes

Yes

Yes

Yes




Table D-1.  GSM Company, 2nd Maint Bn, Recommended Operational Capabilities as a Result of the 4th EOM Migration.

Table of Organization (T/O)

The following table, Table D-2, was developed with the information provided by the GSM Company subject matter experts.  The source document for the Table of Organization (T/O) was Headquarters Marine Corps Table of Manpower Requirements Report No. I5921C4A-1 as of 99/10, T/O Number 3261S.  In the case of the military personnel, all of the T/O billets, as called out in the approved T/O and verified by the GSM SMEs, were included on the table, however, only those line numbers appearing on the T/O as chargeable billets were used in the calculations for the associated personnel strength and dollar value.  The annual compensation rate applied to each chargeable billet was extracted from the category titled “Annual Rate Billable to Other Federal Agencies” as listed in the “Military Composite Standard Pay and Reimbursement Rates, U.S. Marine Corps for Fiscal Year 2002.”  The civilian personnel numbers were determined using the established hourly rate for the WG-10 and WG-11 series factored by 2080 hours per man year.
		T/O

	T/E

	FACILITY

	PLANT PROPERTY

	CIVILIAN

	TOTAL


	AS-IS

	2ndt FSSG GSM 

	$12,527,638

	$7,991,281

	$221,044

	$609,682

	$156,249

	$21,505,894


		DELTA

						
			$9,189,833

	$6,296,701

	$80,694

	$57,172

	$79,872

	$15,704,272


								
	TO-BE

	2nd FSSG GSM 

	$3,337,805

	$1,694,580

	$140,350

	$552,510

	$76,377

	$5,801,622


		T/O

	T/E

	FACILITY

	PLANT PROPERTY

	CIVILIAN

	TOTAL



	


Table D-2.  GSM Company, 2nd Maint Bn, Allocation of Annual Military and Civilian Compensation 

The GSM SMEs considered the existence of T/O billets with similar MOS designation in other maintenance activities such as the Motor Transport Maintenance Company, the AAVBn, and LAVBn when making recommendations to either retain or realign a specific T/O billet. A Marine with MOS 3521 serving with GSM company is exposed to and often performs 4th echelon maintenance actions while a Marine with the same MOS assigned to another activity with 3rd echelon maintenance authorization would not normally be exposed to 4th echelon maintenance actions. The GSM SMEs were of the opinion that the skill level attained by Marines assigned to GSM company was an essential element in the development of an enhanced diagnostics and troubleshooting skill that they identified as being a necessity under the 4th EOM migration. 

The GSM SMEs recommended the retention of 69 military and 2 civilian personnel to execute the proposed operational capabilities, refer to Table D-1, column 4. The GSM SMEs estimated the need to retain a large portion of the machine shop capability and a  contact team maintenance capability that could augment operational units and other maintenance activities, as required, to perform expeditious repairs on the battlefield.   The expeditious repair platoon includes mechanics for motor transport, engineer, AAV, LAV and tanks. A fuel and electrical team was also recommended for retention by the GSM company. The two civilian billets recommended for retention are assigned to the machine shop and are considered key to the continuity in the machine shop operations.   The remaining chargeable billets on T/O N3261S and two civilian billets were designated for potential realignment as represented by the DELTA totals in Table D-3 below.    The DELTA billets do not represent a savings in manpower. 

	
	GSM Co
	Officer
	Enlisted
	Civilian
	Total

	AS-IS
	HQ
	2
	2
	0
	2

	
	Ops Plt
	2
	45
	0
	47

	
	Supt Plt
	1
	30
	2
	33

	
	CRP
	4
	162
	2
	168

	
	Total
	9
	239
	4
	252

	
	
	

	
	DELTA
	7
	172
	2
	181

	
	
	
	
	
	

	TO-BE
	Total
	2
	67
	2
	71

	
	HQ
	0
	0
	0
	0

	
	Ops Plt
	1
	10
	0
	11

	
	Supt Plt
	1
	25
	2
	28

	
	CRP
	0
	32
	0
	32


Table D-3.  GSM Company, 2nd Maint Bn, Company Military and Civilian Billets

The annual compensation associated with the personnel numbers listed in Table D-3 are shown below in Table D-4.  All figures are in FY 2002 dollars. The values listed for the DELTA cannot be considered as a cost savings unless the total Marine Corps authorized end strength is reduced by the number and grade of officers and enlisted personnel that were recommended for realignment by the GSM Company subject matter experts.  The same holds true for the civilian billets, without a reduction in the number of billets, there is no cost savings. 

	
	GSM Co
	Military
	Civilian
	Total

	AS-IS
	HQ
	$346,239
	$0
	$346,239

	
	Ops Plt
	$2,629,598
	$0
	$2,629,598

	
	Supt Plt
	$1,416,215
	$76,377
	$1,492,592

	
	CRP
	$8,135,586
	$79,872
	$8,215,458

	
	Total
	$12,527,638
	$156,249
	$12,683,887

	
	DELTA
	
	
	

	
	
	$9,189,833
	$79,872
	$9,269,075

	
	
	
	
	

	TO-BE
	Total
	3,337,805
	$76,377
	$3,414,182

	
	HQ
	$0
	$0
	$0

	
	Ops Plt
	$601,881
	$0
	$601,881

	
	Supt Plt
	$1,197,996
	$76,377
	$1,274,373

	
	CRP
	$1,537,928
	$0
	$1,537,928


Table D-4.  GSM Company, 2nd Maint Bn Company Military and Civilian Compensation 

Supporting documentation for the T/O information listed above can be found in Attachments1, 2 and 3 to this Appendix. Attachment 1 to Appendix D is a listing of the T/O 3261S that has been annotated to reflect the current (AS-IS) and proposed (TO-BE) billet strength with associated compensation applied.  Attachment 2 to Appendix D is a listing of the proposed (TO-BE) GSM structure.  Attachment 3 to Appendix D contains a comparative listing of all chargeable billet MOSs currently depicted in the T/Os of  the GSM Companies in 1st, 2nd and 3rd MaintBn (AS-IS) against those billets that were recommended for retention by the GSM SME’s (TO-BE). 

Table of Equipment

The GSM SMEs screened the T/E using the same process as described for the T/O.    This study used Table of Equipment (T/E) N3236 of 29 June 2001 to form the initial baseline from which T/E information relative to dollar value and embarkation data for the current (AS-IS) T/E and the proposed (TO-BE) T/E were subsequently developed. All T/E items listed on T/E N3236, regardless of whether or not the items were on hand at the GSM company, were factored into the cost and embarkation data. The initial phase consisted of collecting all available cost and embarkation data (current replacement cost and embarkation data as listed in the Logistics Management Information System (LMIS) and/or on the GSM’s consolidated memorandum of receipt (CMR) records) for each Type I and Type II TAM control number on the T/E with an authorized allowance. 

In those instances where the GSM had Type I T/E equipment on hand without an authorized allowance, the on hand quantity was used in the calculation for dollar value and embarkation footprint for the corresponding TAM control number. Allowances for Type II equipment were entered for those TAM items that were listed on the GSM CMR in order to include on hand Type II T/E equipment cost and embarkation data. 

The dollar value and embarkation data that is provided in this section does not represent the total for replacement cost or embarkation footprint of T/E N3236 as there were a number of TAM items which had no cost data and incomplete/missing embarkation information.   Attachment 4 to Appendix D is a listing of the T/E depicting the current (AS-IS) and recommended (TO-BE) allowances for each applicable TAM item with all available cost information being applied where available. Attachment 4 has been highlighted to indicate those data elements that were not available to this study.  Table D-5 depicts the representative values of the current (AS-IS) and proposed (TO-BE) T/Es with the DELTA representing the difference between the two. The DELTA does not represent a cost savings to the Marine Corps as it only represents the replacement value for a portion of the T/E items that were recommended for realignment by the GSM SMEs.  

The GSM SMEs recommended the retention of the range and depth of T/E items deemed necessary to support both a machine shop operation and provide a contact maintenance team to support other units, as needed, with expeditious repairs of engine, transmission, fuel and electrical components, engineer and motor transport equipment.. The GSM SMEs did not recommend the retention of certain items of equipment such as engine and transmission dynamometers, fuel component test stands, and hydraulic test stands as these items will not be required to support the expeditious repairs spelled out by the 4th EOM WIPT.  

	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL

	AS-IS
	2nd FSSG GSM 
	$12,527,638
	$7,991,281
	$221,044
	$609,682
	$156,249
	$21,505,894

	
	DELTA
	
	
	
	
	
	

	
	
	$9,189,833
	$6,296,701
	$80,694
	$57,172
	$79,872
	$15,704,272

	
	
	
	
	
	
	
	

	TO-BE
	2nd FSSG GSM 
	$3,337,805
	$1,694,580
	$140,350
	$552,510
	$76,377
	$5,801,622

	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL


Table D-5.  GSM Company, 2nd Maint Bn, Representative Value of Table of Equipment 

The T/E cost and embarkation data was loaded to one of three categories as recommended by the GSM SMEs in order to gain a perspective on the cost and embarkation impact of realigning or rolling back T/E items as a result of 4th EOM migration. There is a general support category in which a large number of the T/E items were placed as the GSM SMEs were of the opinion that these items supported more than one of the maintenance activities or they were used in support of the GSM company headquarters and operations platoon.  The Support Platoon and the Component Rebuild Platoon are the other two categories in which data was loaded. Table D-6 and Table D-7 give a breakout by category for T/E dollar value and embarkation data respectively. 

	
	Gen Support
	Support Plt
	CRP
	Total

	AS-IS
	$3,144,154
	$721,002
	$4,126,124
	$7,991,280

	DELTA
	$2,502,912
	$186,201
	$3,607,588
	$6,296,701

	TO-BE
	$641,242
	$534,801
	$518,536
	$1,694,579


Table D-6.  GSM Company, 2nd Maint Bn, T/E Value by Section

The embarkation data does not reflect the potential savings in the square and cubic feet of  storage space that would be needed if TAM items were over packed with other TAM items.  The DELTA figures for both Table D-6 and D-7 are not considered savings in either cost or shipping and storage space.  

	AS-IS
	
	Square Ft
	Cubic Ft
	Weight/lbs

	
	Gen Support
	54463
	622320
	489704

	
	Support Plt
	1930
	15634
	173193

	
	CRP
	2839
	17333
	192743

	Total
	
	59232
	655287
	855640

	Delta
	
	39625
	446744
	591321

	Total
	
	19607
	208543
	264319

	TO-BE
	Gen Support
	17288
	190974
	93554

	
	Support Plt
	1756
	14765
	149508

	
	CRP
	563
	2804
	21257

	
	
	Square Ft
	Cubic Ft
	Weight/lbs


Table D-7.  GSM Company, 2nd  Maint Bn, T/E Footprint Data

Attachment 5 to Appendix D contains a listing of the T/E N3236 TAM control numbers and the associated embarkation data for the current (AS-IS) and GSM SME recommended (TO-BE) T/E structure. 

The GSM, 1st MaintBn recommended T/E was compared to the recommendations of the GSM at 2nd and 3rd  MaintBn to determine whether an item was recommended for retention by one, two or all three of the GSM companies. The results of the comparison, as can be seen in Attachment 6 to Appendix D indicates similarities among the three GSM companies in the type, as opposed to quantity, of TAM items they recommend for retention.  The T/E’s will need to be further reviewed by the GSM SMEs if standardization among the three GSM companies is desired. There were a number of TAM items listed on the T/E as planned allowances in FY02 and beyond. In some instances the GSM SMEs recommended a quantity for retention less than that of the planned allowance. Should the recommendations of the GSM SMEs be adopted a number of these items will no longer be required and they could either be realigned or not purchased in those cases where there is on going procurements.   Attachment 7 to Appendix D is a listing of the planned allowances that may or may not be required by the GSM as a result of the 4th EOM migration. 

Facilities

The GSM facilities were reviewed for current (AS-IS) and recommended (TO-BE) space allocation for the T/O and T/E structure respectively. FY01 dollars were used in calculating the annual facilities maintenance and sustainment costs associated with the GSM company facilities.  The cost of fire protection was not factored into the equation thus the figures listed do not represent the Total Annual Facility Cost of the GSM facilities nor do they represent a cost savings as the facilities will remain operational in the absence of GSM company occupancy should that occur.   The DELTA figures represent the amount of annual facilities and maintenance costs associated with the square footage that would be freed up from GSM occupancy should the GSM SME recommendations for future operational capability be implemented.   There may be a need for the RIP to acquire additional square footage of covered storage space if the 4th EOM outsourcing initiative results in an influx of SECREP components to the facility.  The GSM at 2nd FSSG, as currently equipped, would appear to offer the potential for operation as either a government owned contractor operated (GOCO) facility or one staffed with government employees that could continue SECREP maintenance support to the Marine Corps.  Table D-8 lists the annual facility sustainment costs associated with the GSM Company work spaces and attachment 8 to Appendix D lists the breakout of work spaces by section. 

	AS-IS
	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL

	
	2nd FSSG GSM 
	$12,527,638
	$7,991,281
	$221,044
	$609,682
	$156,249
	$21,505,894

	
	DELTA
	
	
	
	
	
	

	
	
	$9,189,833
	$6,296,701
	$80,694
	$57,172
	$79,872
	$15,704,272

	
	
	
	
	
	
	
	

	
	2nd FSSG GSM 
	$3,337,805
	$1,694,580
	$140,350
	$552,510
	$76,377
	$5,801,622

	TO-BE
	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL


Table D-8.   GSM Company, 2nd Maint Bn, Annual Facility Sustainment Cost

Plant Property

The plant property assets listings were screened for applicability to the proposed GSM Company operating capabilities listed in Table D-1. The GSM SMEs recommended the retention of nearly all of the items currently loaded to the plant property account. The overwhelming majority of these items are in direct support of the machine shop operations. Two items were recommended for realignment under the 4th EOM migration initiative; a degreaser and a dynamometer for internal combustion engines.  There were no recommendations to add T/E type items or other plant property equipment to the account of GSM.   The values listed in Table D-9 do not represent the current value of the plant property. The values were extracted from the CMR records of the GSM Company and they are considered replacement cost. The DELTA does not represent a cost savings.  A listing of the plant property and associated values can be found at Attachment 9 to Appendix D.

	AS-IS
	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL

	
	2nd FSSG GSM 
	$12,527,638
	$7,991,281
	$221,044
	$609,682
	$156,249
	$21,505,894

	
	DELTA
	
	
	
	
	
	

	
	
	$9,189,833
	$6,296,701
	$80,694
	$57,172
	$79,872
	$15,704,272

	
	
	
	
	
	
	
	

	
	2nd FSSG GSM 
	$3,337,805
	$1,694,580
	$140,350
	$552,510
	$76,377
	$5,801,622

	TO-BE
	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL


Table D-9.  GSM Company, 2nd Maint Bn, Plant Property Value 

Attachments:

1 – Table of Organization (T/O) Matrix

2 - Recommended Organizational Structure 

3 - Comparison Table of Billet MOSs

4 - Table of Equipment (T/E) Matrix

5 - Embarkation Matrix

6 – Comparison Table of Recommended (TO-BE) Type 1 T/E Items

7 - Listing of  TAMCN with planned allowances for FY02 and outyears

8 – GSM Company Facilities Matrix

9 - GSM Company Plant Property Matrix 

Appendix E:  GSM Co, 3rd MR Bn, “AS IS-TO BE” Modeling Matrices

The process involved in determining the T/O, T/E, Facility, Plant Property, and civilian billet allocations was initiated with a review of the 4th EOM migration WIPT’s message of 151600ZFEB02 regarding the future state of IMA operational capabilities (i.e., there will be no rebuilding of SECREPs in the field and SECREP repair will be limited to the removal/replacement of shop replaceable units (SRU’s) and external class IX repair parts).  The GSM subject matter experts (GSM SME) then performed a screening of the T/O and T/E authorizations for personnel and equipment, facilities supporting all maintenance actions in the GSM, plant property that supported maintenance and those civilian billets that are assigned to the maintenance shops within the GSM Company. The purpose of the screening was to determine what resources in each of the above mentioned areas would need to be retained by the GSM company in order for them to perform those operational capabilities identified by the 4th EOM WIPT.  In a few cases, the GSM SMEs recommended the GSM Company not retain resources associated the performance of four of the operational capabilities that the WIPT had indicated as a requirement of the IMA’s. The GSM SMEs stated that without a requirement to rebuild SECREP components, other untis could perform repairs on hydraulic pumps, turbine engines, outboard engines and the refilling of halon bottles. The remainder of the resources were then identified as candidates for realignment elsewhere in the Marine Corps. Table E-1 lists the operational capabilities that the GSM SMEs considered in developing the proposed T/O, T/E, facility, plant property, and civilian staffing levels that can be found at the corresponding attachment to this appendix.  

	
	

	CAPABILITY
WIPT
IST FSSG GSM TO-BE REPAIR
2nd FSSG GSM TO-BE REPAIR
3rd FSSG GSM TO-BE REPAIR
OTHER IMA AS-IS REPAIR
Fuel

No

Yes

No

No

No 

Starters/Alt/Gen

Yes

Yes

Yes

No

Yes

Wiring Harnesses

No

No

No

No

Yes

Heaters

Yes

No

Yes

Yes

Yes

Electrical Drive Motors

No

No

No

No

No 

Mobile Electric Power

No

No

No

No

No 

Electrical Pumps

No

Yes

No

No

No 

Hydraulic Pumps

Yes

Yes

No

No

Yes

Electrical Control Module

No

No

No

No

No 

Turbos and Blowers

Yes

Yes

Yes

Yes

Yes

Engines Internal Combustion

Yes

Yes

Yes

Yes

Yes

Engines Turbine

Yes

Yes

No

No

Yes

Engines Outboard Marine

Yes

Yes

No

No

Yes

Engines Motor Cycle/ATV

No

No

No

No

No 

Transmissions Hydraulic

Yes

Yes

Yes

Yes

Yes

Transmissions Mechanical

Yes

Yes

Yes

Yes

Yes

Transmissions Cross Drive

Yes

Yes

Yes

Yes

Yes

Transfer Cases

Yes

Yes

Yes

Yes

Yes

Differential Outputs/Final Drives

Yes

Yes

Yes

Yes

Yes

Power Take Off 

Yes

Yes

Yes

Yes

Yes

Hydrostatic Steering Unit

No 

No

No

No

No 

Steering Gear Box

Yes 

Yes

Yes

Yes

Yes

Radiators

No

No

No

No

Yes

Glass

No

No

No

No

No 

Halon

Yes

Yes

No

No

Yes

Welding

N/A

Yes

Yes

Yes

Yes

Machine Shop

N/A

Yes

Yes

Yes

Yes

Diagnostics

N/A

Yes

Yes

Yes

Yes




Table E-1.  GSM Company, 3rd MR Bn, Recommended Operational Capabilities as a Result of the 4th EOM migration.

Table of Organization (T/O)

The following table, Table E-2, was developed with the information provided by the GSM Company subject matter experts.  The source document for the Table of Organization (T/O) was Headquarters Marine Corps Table of Manpower Requirements Report No. I5921C4A-1 as of 02/02, prepared 02/03/07, T/O Number 3261G.  In the case of the military personnel, all of the T/O billets, as called out in the approved T/O and verified by the GSM SMEs, were included on the table, however, only those line numbers appearing on the T/O as chargeable billets were used in the calculations for the associated personnel strength and dollar value.  These billets included 38 T/O line numbers that are aligned with the depot maintenance float allowance (DMFA), supply administration, corrosion rehabilitation facility (CRF) and a quality control section. The annual compensation rate applied to each chargeable billet was extracted from the category titled “Annual Rate Billable to Other Federal Agencies” as listed in the “Military Composite Standard Pay and Reimbursement Rates, U.S. Marine Corps for Fiscal Year 2002.”  GSM Company at 3rd Materiel Readiness Bn is supplied with a civilian work force composed of 21 Japanese nationals that are sourced and paid for by the Government of Japan.  Although there is no direct reimbursement from the Marine Corps to the Government of Japan for the wages of these individuals, this study does include the amount of their annual wages in addressing the dollar value associated with GSM Company maintenance operations. The U.S. dollar amounts for hourly and annual compensation provided to these individuals was supplied by the civilian foreman assigned to GSM Company. The dollar amounts provided had been calculated at 130 Yen/dollar. The civilian personnel annual compensation figures were determined using the established hourly rate (converted from Yen to Dollar at 130 Yen/dollar), as supplied by the civilian foreman, for each of the assigned personnel factored by 2080 hours per man year. There are an additional 40 Japanese laborers that are under contract to the III MEF performing work in the Corrosion Rehabilitation Facility. The annual salaries of these personnel were not available, however the NCOIC of the CRF did provide a figure of $1.3 million as the contract cost for FY02. The $1.3 million has also been included in the calculations even though continued operation of the CRF would not be directly affected by the 4th EOM migration.  

		T/O

	T/E

	FACILITY

	PLANT PROPERTY

	CIVILIAN

	TOTAL


	AS-IS

	3rd FSSG GSM 

	$7,390,238

	$7,224,645

	$783,704

	$469,076

	$1,817,740

	$17,685,403


		DELTA

						
			$2,708,007

	$6,134,566

	$154,141

	$174,321

	$404,609

	$9,575,644


								
	TO-BE

	3rd FSSG GSM 

	$4,682,231

	$1,090,079

	$629,563

	$294,755

	$1,413,131

	$8,109,759


		T/O

	T/E

	FACILITY

	PLANT PROPERTY

	CIVILIAN

	TOTAL



	


Table E-2.  GSM Company, 3rd MR Bn, Allocation of Annual Military and Civilian Compensation

The GSM SMEs considered the existence of T/O billets with similar MOS designation in other maintenance activities such as the MTM Co, the AAVBn, and LAVBn when making recommendations to either retain or realign a specific T/O billet. A Marine with MOS 3521 serving with GSM company is exposed to and often performs 4th echelon maintenance actions while a Marine with the same MOS assigned to another activity with 3rd echelon maintenance authorization would not normally be exposed to 4th echelon maintenance actions. The GSM SMEs were of the opinion that the skill level attained by Marines assigned to GSM company was an essential element in the development of an enhanced diagnostics and troubleshooting skill that they identified as being a necessity under the 4th EOM migration. 

The GSM SMEs recommended the retention of 57 military and 4 civilian personnel to execute the proposed operational capabilities of the GSM company, refer to Table E-1, column 4.   The 38 military billets aligned to the CRF, Supply Administration and the Quality Control section and the 40 civilians assigned to the CRF facility were retained for the purposes of this study under the row titled “CRF/Sup/QA”. The GSM SMEs estimated the need to retain a large portion of the machine shop capability and a contact team maintenance capability that could augment operational units and other maintenance activities, as required, to perform expeditious repairs on the battlefield.   The proposed expeditious repair platoon includes mechanics for motor transport, engineer, AAV, and LAV. A fuel and electrical team was also recommended for retention by the GSM company.  Three civilian billets were recommended for retention in the machine shop section under the Support Platoon and 1 civilian was recommended for retention under the Component Rebuild Platoon. The civilians that are assigned to the machine shop are considered key to the continuity of the machine shop operations.   The remaining chargeable billets on T/O N3261G (3 officer and 47 enlisted) and 17 of the GOJ supplied civilian billets were designated for potential realignment as represented by the DELTA totals in Table E-3 below.    The DELTA billets do not represent a savings in manpower. 

	
	GSM Co
	Officer
	Enlisted
	Civilian
	Total

	AS-IS
	HQ
	1
	2
	0
	3

	
	Ops Plt
	1
	18
	1
	20

	
	Supt Plt
	1
	27
	3
	31

	
	CRP
	2
	55
	17
	74

	
	CRF/Sup/QA
	0
	38
	40
	78

	
	Total
	5
	140
	61
	206

	
	DELTA
	3
	47
	17
	67

	
	Total
	2
	93
	44
	139

	TO-BE
	HQ
	0
	0
	0
	0

	
	Ops Plt
	1
	12
	0
	13

	
	Supt Plt
	1
	21
	3
	25

	
	CRP
	0
	22
	1
	23

	
	CRF/Sup/QA
	0
	38
	40
	78


Table E-3.  GSM Company, 3rd MR Bn, Military and Civilian Billets

The annual compensation associated with the personnel numbers listed in the Table E-3 are shown below in the Table E-4.  All figures are in FY 2002. The values listed for the DELTA cannot be considered as a cost savings unless the total Marine Corps authorized end strength is reduced by the number and grade of officers and enlisted personnel that were recommended for realignment by the GSM Company subject matter experts.  The civilian billets that are funded by GOJ do not represent a cost savings. However, the cost associated with these billets are included in order to provide an indication of the cost associated with the civilian labor support of the GSM company maintenance actions. The contracted labor costs associated with the corrosion rehabilitation facility has also been included for the same purpose, to provide an indication of the cost associated with performing corrosion rehabilitation services on III MEF equipment.

	
	GSM Co
	Military
	Civilian
	Total

	AS-IS
	HQ
	$254,461
	$0
	$254,461

	
	Ops Plt
	$1,136,058
	$36,324
	$1,172,382

	
	Supt Plt
	$1,285,698
	$79,872
	$1,365,570

	
	CRP
	$2,959,811
	$401,544
	$3,361,355

	
	CRF/Sup/QA
	$1,754,210
	$1,300,000
	$3,054,210

	
	Total
	$7,390,238
	$1,817,740
	$9,207,978

	
	DELTA
	$2,708,007
	$404,609
	$3,112,616

	
	Total
	$4,682,231
	$1,413,131
	$6,095,362

	TO-BE
	HQ
	$0
	$0
	$0

	
	Ops Plt
	$764,826
	$0
	$764,826

	
	Supt Plt
	$1,030,633
	$79,872
	$1,110,505

	
	CRP
	$1,132,562
	$33,259
	$1,165,821

	
	CRF/Sup/QA
	$1,754,210
	$1,300,000
	$3,054,210


Table E-4.  GSM Company, 3rd MR Bn, Military and Civilian Compensation 

Supporting documentation for the T/O information listed above can be found in Attachments1, 2 and 3 to this Appendix. Attachment 1 to Appendix E is a listing of the T/O 3261G that has been annotated to reflect the current (AS-IS) and proposed (TO-BE) billet strength with associated compensation applied.  Attachment 2 to Appendix E is a listing of the proposed (TO-BE) GSM structure.  Attachment 3 to Appendix E contains a comparative listing of all chargeable billet MOSs currently depicted in the T/Os of  the GSM Companies in 1st, 2nd and 3rd MaintBn (AS-IS) against those billets that were recommended for retention by the GSM SME’s (TO-BE). 

Table of Equipment

The GSM SMEs screened the T/E using the same process as described for the T/O.    This study used Table of Equipment (T/E) N3336 of 06 May 2002 to form the initial baseline from which T/E information relative to dollar value and embarkation data for the current (AS-IS) T/E and the proposed (TO-BE) T/E were subsequently developed. All T/E items listed on T/E N3336, regardless of whether or not the items were on hand at the GSM company, were factored into the cost and embarkation data. The initial phase consisted of collecting all available cost and embarkation data (current replacement cost and embarkation data as listed in the Logistics Management Information System (LMIS) and/or on the GSM’s consolidated memorandum of receipt (CMR) records) for each Type I and Type II TAM control number on the T/E with an authorized allowance. 

In those instances where the GSM had Type I T/E equipment on hand without an authorized allowance, the on hand quantity was used in the calculation for dollar value and embarkation footprint for the corresponding TAM control number. Allowances for Type II equipment were entered for those TAM items that were listed on the GSM CMR in order to include on hand Type II T/E equipment cost and embarkation data. 

The dollar value and embarkation data that is provided in this section does not represent the total for replacement cost or embarkation footprint of T/E N3336 as there were a number of TAM items which had no cost data and incomplete/missing embarkation information.   Attachment 4 to Appendix E is a listing of the T/E depicting the current (AS-IS) and recommended (TO-BE) allowances for each applicable TAM item with all available cost information being applied where available. Attachment 4 has been highlighted to indicate those data elements that were not available to this study.  Table E-5 depicts the representative values of the current (AS-IS) and proposed (TO-BE) T/Es with the DELTA representing the difference between the two. The DELTA does not represent a cost savings to the Marine Corps, it only represents the replacement value for a portion of the T/E items that were recommended for realignment by the GSM SMEs.  

The GSM SMEs recommended the retention of the range and depth of T/E items deemed necessary to support both a machine shop operation and provide a contact maintenance team to support other units, as needed, with expeditious repairs of engine, transmission, fuel and electrical components, engineer and motor transport equipment. The GSM SMEs did recommend the retention of certain items of equipment such as TAM C7001 (Tester, Auto Trans X2000), C7080 (Test Stand Heater), C7920 (Diagnostics System, Auto Vehicle) and D0335 (Fuel and Electrical Component Maintenance Shelter) as an enhanced diagnostics capability.  The GSM SMEs also recommended three TAM items, or the commercial equivalents be transferred to the Corrosion Rehabilitation Facility as plant property items.  

	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL

	AS-IS
	3rd FSSG GSM 
	$7,390,238
	$7,224,645
	$783,704
	$469,076
	$1,817,740
	$17,685,403

	
	DELTA
	
	
	
	
	
	

	
	
	$2,708,007
	$6,134,566
	$154,141
	$174,321
	$404,609
	$9,575,644

	
	
	
	
	
	
	
	

	TO-BE
	3rd FSSG GSM 
	$4,682,231
	$1,090,079
	$629,563
	$294,755
	$1,413,131
	$8,109,759

	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL


Table E-5.  GSM Company, 3rd MR Bn, Representative Value of Table of Equipment 

The T/E cost and embarkation data was loaded to one of four categories as recommended by the GSM SMEs in order to gain a perspective on the cost and embarkation impact of realigning or rolling back T/E items as a result of 4th EOM migration. There is a general support category in which a large number of the T/E items were placed as the GSM SMEs were of the opinion that these items supported more than one of the maintenance activities or they were used in support of the GSM company headquarters and operations platoon.  The Support Platoon, Component Rebuild Platoon, and the Corrosion Rehabilitation Facility are the other three categories in which data was loaded. Table E-6 and Table E-7 give a breakout by category for T/E dollar value and embarkation data respectively. 

	
	Gen Support
	Support Plt
	CRP
	CRF

	AS-IS
	$1,843,702
	$1,095,728
	$4,020,667
	$264,547

	DELTA
	$1,371,305
	$700,614
	$3,799,114
	$263,534

	TO-BE
	$472,397
	$395,114
	$221,553
	$1,013


Table E-6.  GSM Company, 3rd MR Bn, T/E Value by Section

The embarkation data does not reflect the potential savings in the square and cubic feet of  storage space that would be needed if TAM items were over packed with other TAM items.  The DELTA figures for both Table E-6 and E-7 are not considered savings in either cost or shipping and storage space.  

	AS-IS
	
	Square Ft
	Cubic Ft
	Weight/lbs

	
	Gen Support
	37725
	440619
	201928

	
	Support Plt
	3405
	23426
	270384

	
	CRP
	1883
	11468
	176063

	
	CRF
	32
	166
	2800

	Delta
	
	28721
	322141
	494671

	TO-BE
	Gen Support
	12246
	144028
	53306

	
	Support Plt
	1843
	8884
	90788

	
	CRP
	233
	624
	12310

	
	CRF
	2
	2
	100

	
	
	Square Ft
	Cubic Ft
	Weight/lbs


Table E-7.  GSM Company, 3rd MR Bn, Footprint Data

Attachment 5 to Appendix E contains a listing of the T/E N3336 TAM control numbers and the associated embarkation data for the current (AS-IS) and GSM SME recommended (TO-BE) T/E structure. 

The GSM, 3rd  MR Bn recommended T/E was compared to the recommendations of the GSM at 1st and 2nd MaintBn to determine whether an item was recommended for retention by one, two or all three of the GSM companies. The results of the comparison, as can be seen in Attachment 6 to Appendix E indicates similarities among the three GSM companies in the type, as opposed to quantity, of TAM items they recommend for retention.  The recommendations of 2nd and 3rd Maintenance Battalion are more closely aligned with each other than is 1st Maintenance Battalion. The T/E’s will need to be further reviewed by the GSM SMEs if standardization among the three GSM companies is desired. There were a number of TAM items listed on the T/E as planned allowances in FY02 and beyond. In some instances the GSM SMEs recommended a quantity for retention less than that of the planned allowance. Should the recommendations of the GSM SMEs be adopted a number of these items will no longer be required and they could either be realigned or not purchased in those cases where there is on going procurements.   Attachment 7 to Appendix E is a listing of the planned allowances that may or may not be required by the GSM as a result of the 4th EOM migration. 

Facilities

The GSM facilities were reviewed for current (AS-IS) and recommended (TO-BE) space allocation for the T/O and T/E structure respectively. FY01 dollars were used in calculating the annual facilities maintenance and sustainment costs associated with the GSM company facilities.  The cost of fire protection was not factored into the equation thus the figures listed do not represent the Total Annual Facility Cost of the GSM facilities nor do they represent a cost savings as the facilities will remain operational in the absence of GSM company occupancy should that occur.   The DELTA figures represent the amount of annual facilities and maintenance costs associated with the square footage that would be freed up from GSM occupancy should the GSM SME recommendations for future operational capability be implemented.   The GSM company at 3rd MR Bn will be relocating to a new maintenance facility that is scheduled for completion during CY2002.  This study considered the existing facilities only in calculating the facilities cost.  The GSM at 3rd MR Bn, considering the construction of a new facility and the apparent availability of local nationals skilled in maintenance operations, would appear to offer the potential for operation as either a government owned contractor operated (GOCO) facility or one staffed with government employees that could continue SECREP maintenance support to the Marine Corps.  Table E-8 lists the annual facility sustainment costs associated with the GSM Company work spaces and attachment 8 to Appendix E lists the breakout of work spaces by section. 

	AS-IS
	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL

	
	3rd FSSG GSM 
	$7,390,238
	$7,224,645
	$783,704
	$469,076
	$1,817,740
	$17,685,403

	
	DELTA
	
	
	
	
	
	

	
	
	$2,708,007
	$6,134,566
	$154,141
	$174,321
	$404,609
	$9,575,644

	
	
	
	
	
	
	
	

	
	3rd FSSG GSM 
	$4,682,231
	$1,090,079
	$629,563
	$294,755
	$1,413,131
	$8,109,759

	TO-BE
	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL


Table E-8.   GSM Company, 3rd MR Bn, Annual Facility Sustainment Cost

Plant Property

The plant property assets listings were screened for applicability to the proposed GSM Company operating capabilities listed in Table E-1. The GSM SMEs recommended the retention of all of the items currently loaded to the plant property account. The overwhelming majority of these items are in direct support of the machine shop operations. Three additional items were recommended for realignment from the T/E to the plant property account in support of the CRF. The TAM numbers for these items are B0070 (blast cleaning machine), B0080 (blast cleaning machine), and B2561 (truck, forklift).  The values listed in Table E-9 do not represent the current value of the plant property. The values were extracted from the CMR records of the GSM Company and they are considered replacement cost. The DELTA does not represent a cost savings.  A listing of the plant property and associated values can be found at Attachment 9 to Appendix E.

	AS-IS
	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL

	
	3rd  FSSG GSM 
	$7,390,238
	$7,224,645
	$783,704
	$469,076
	$1,817,740
	$17,685,403

	
	DELTA
	
	
	
	
	
	

	
	
	$2,708,007
	$6,134,566
	$154,141
	$174,321
	$404,609
	$9,575,644

	
	
	
	
	
	
	
	

	
	3rd
FSSG GSM 
	$4,682,231
	$1,090,079
	$629,563
	$294,755
	$1,413,131
	$8,109,759

	TO-BE
	
	T/O
	T/E
	FACILITY
	PLANT PROPERTY
	CIVILIAN
	TOTAL


Table E-9.   GSM Company, 3rd MR Bn, Plant Property Value 

Attachments:

1 – Table of Organization (T/O) Matrix

2 - Recommended Organizational Structure 

3 - Comparison Table of Billet MOSs

4 - Table of Equipment (T/E) Matrix

5 - Embarkation Matrix

6 – Comparison Table of Recommended (TO-BE) Type 1 T/E Items

7 - Listing of  TAMCN with planned allowances for FY02 and outyears

8 – GSM Company Facilities Matrix

9 - GSM Company Plant Property Matrix 

Appendix F: Training Matrix

The individual training standards (ITS) for those maintenance MOSs assigned to the GSM company were reviewed to determine what if any impact the 4th EOM migration would have on the associated training programs.  There are a number of tasks called out in the ITS standards in which the phrase “rebuild” appears. Attachment 1 to this appendix identifies the specific task and the applicable ITS order in which such terminology was found. Personnel assigned to the Reparable Issue Point (RIP) recommend the inclusion of advanced instruction on RIP and Maintenance Float operations for the supply school attendees and the addition of an MOS designator for those personnel that had been assigned to a RIP or Maintenance Float account.  The GSM SMEs from each of the Maintenance Battalions recommended the addition of advanced diagnostics and troubleshooting instruction at both the formal schools and on-the-job training.  The 3522 and 3524 MOS are clearly associated with 4th echelon rebuild activities. In the case of the 3524, the GSM company is the only Fleet Marine Force unit that has T/O billet line numbers assigning these Marines. The 4th EOM migration should allow for the potential revision of formal schooling for MOS 3522 and MOS 3524 and possibly allow for the consolidation of the two MOSs into a single MOS, possibly one that would serve as a journeyman level designator for the basic 3521 mechanic. Table F-1 lists the MOS, the associated ITS reference and the GSM SMEs opinion as to whether there would be an impact on the training as a result of the 4th EOM migration.

	MOS
	Description
	ITS Reference
	4th EOM Impact

	1141
	Electrician
	MCO 1510.96A
	No

	1142
	Electrical Equipment Repairman
	MCO 1510.96A
	Yes

	1316
	Metal Worker
	MCO 1510.95A
	No

	1341
	Engineer Equipment Mechanic
	MCO 1510.95A
	Yes

	1349
	Engineer Maintenance Chief
	MCO 1510.95A
	Yes

	1371
	Carpenter
	MCO 1510.95A
	No

	2131
	Artillery Weapon Repairman
	MCO 1510.65B
	No

	2141
	AAV Mechanic
	MCO 1510.67A
	Yes

	2146
	Tank Mechanic
	MCO 1510.67A
	Yes

	2147
	LAV Mechanic
	MCO 1510.67A
	Yes

	2149
	Ordnance Vehicle Maintenance Chief
	 
	Yes

	2161
	Repair Shop Machinist
	MCO 1510.65B
	No

	2181
	Ground Ordnance Weapons Chief
	 
	No

	3043
	Supply Admin Man
	MCO 1510.73B
	Yes

	3521
	Organizational Auto Mechanic
	MCO 1510.68B
	No

	3522
	Intermediate Auto Mechanic
	MCO 1510.68B
	Yes

	3524
	Fuel and Electrical Sys Mechanic
	MCO 1510.68B
	Yes

	3529
	Motor Transport Maintenance Chief
	MCO 1510.68B
	Yes


Table F-1.  4th EOM Migration Training Impact
Appendix G: Publications

There are a number of publications that may be impacted by and possibly require revision as a result of the 4th EOM migration. The subject matter experts provided recommendations on those specific changes that they believed would be needed. The recommendations are included in the attachments to this appendix.

Attachments:

1. Doctrinal Publications Impacted by 4th EOM Migration

2. Policy Publications Impacted by 4th EOM Migration

3. Training Publications Impacted by 4th EOM Migration

4. Technical Publications Impacted by 4th EOM Migration 
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Appendix J: List of Acronyms

LIST OF ACRONYMS

	AAV
	Assault Amphibian Vehicle

	AGRS
	Alternators/Generators/Regulators/Starters

	CABn
	Combat Assault Battalion

	CMR
	Consolidated Memorandum of Receipt

	COMMARCORLOGBASES
	Commander, Marine Corps Logistics Bases

	COTS
	Commercial Off The Shelf

	CRF
	Corrosion Rehabilitation Facility

	CSSG
	Combat Service Support Group

	DMFA
	Depot Maintenance Float Activity

	DOD
	Department of Defense

	EOM
	Echelon of Maintenance

	FSSG
	Force Service Support Group

	GFE
	Government Furnished Equipment

	GFI
	Government Furnished Information

	GFM
	Government Furnished Materiel

	GOCO
	Government Owned/Contractor Operated

	GOJ
	Government of Japan

	GSM
	General Support Maintenance

	HQMC
	Headquarter Marine Corps

	ILC
	Integrated Logistics Capability

	ILS
	Integrated Logistics Support

	IMA
	Intermediate Maintenance Activity

	IT
	Information Technology

	ITS
	Information Technology System

	LAR
	Light Armored Reconnaissance

	LAV
	Light Armored Vehicle

	LFF
	Facility Division, Headquarters, US Marine Corps 

	LMIS
	Logistics Management Information System

	MAINT Bn
	Maintenance Battalion

	MARCORLOGBASES
	Marine Corps Logistics Bases

	MATCOM
	Materiel Command

	MCB
	Marine Corps Base

	MCCDC
	Marine Corps Combat Development Command

	MEF
	Marine Expeditionary Force

	MLC
	Master Labor Contract

	MOS
	Maintenance Operations Section

	MR Bn
	Materiel Readiness Battalion

	MTM
	Motor Transport Maintenance

	NCOIC
	Non-Commission Officer In Charge

	NSN
	National Stock Number

	OIC
	Officer In Charge

	PEI
	Principal End Item

	PWS
	Performance Work Statement

	RIP
	Reparable Issue Point

	SECREP
	Secondary Reparables

	SME
	Subject Matter Experts

	SRU
	Shop Replaceable Unit

	SYSCOM
	Systems Command

	T/E
	Table of Equipment

	T/O
	Table of Organization

	TAMCN
	Table of Authorized Materiel Control Number

	TFS
	Total Force Structure

	UNICOR
	UNICOR, Federal  Prison Industries

	WIPT
	Working Integrated Product Team

	WL
	Work Leader

	
	



