MAINTENANCE PRINCIPLES


MANAGEMENT


The maintenance companies (Electronic and Main) in the MSB operate on the TOC/LOC concept.  This means the maintenance control section is the command, control, and communications center.  This section coordinates maintenance priorities with the company commander and MSB support operations officer.  Together they determine which maintenance assets will operate at the DSA base shop, MCPs, and on-site locations.  This determination is a continuing process, not a one-time decision.  Task organizing of units and changes in the number and locations of CS and CSS units require changes in the maintenance configurations.





REPAIR TIMELINES





When equipment becomes inoperable, the applicable manager must decide whether to repair it on site or to recover it to a maintenance activity.  Whenever possible, equipment is repaired on site.  As a tool, timelines are set to help maintenance leaders decide where to make repairs.  If the time it takes to repair an item once all repairers, tools, and repair parts are on hand exceeds the specified time, decision makers should consider recovery or evacuation.  Times are based on command policy and METT-T.  Users, maintainers, and managers must always bear in mind that these guidelines must be flexible.





CENTRALIZED CONTROL





Each maintenance company commander with his maintenance control officer retains control over all company operations even though assets may be decentralized.  They must be aware of both the DS maintenance work load and available resources.  Managers must avoid having equipment awaiting repairs on one part of the battlefield, while repairs assets are idle on another.





BATTLE DAMAGE ASSESSMENT AND REPAIR





BDAR are techniques used to expedite return of a damaged piece of equipment to the current battle.  BDA is inspecting equipment to determine the extent of damage, classifying it, and developing a plan of action.  Priorities for repair of battle damaged systems are usually:





  Most essential to immediate mission.


  Reparable in the least time.


  Reparable but not in time for immediate mission.





BDR uses emergency repair to return a system to a full or partial mission capable status.  Commanders may direct use of BDR during combat.  Fuel and armored systems are primary candidates for BDR.  When the mission is over, repairers use standard maintenance procedures to repair the items.�
CONTROLLED EXCHANGE





Controlled exchange is the systematic removal of serviceable parts from unserviceable, economically reparable equipment.  Use of it must comply with the division commander’s published guidance.  The end result is to restore an item to mission capable status.





CANNIBALIZATION





Cannibalization is the authorized removal of serviceable parts from unserviceable uneconomically reparable equipment.  It can be a valuable source of repair parts during combat.  The main purpose of cannibalization is to support area supply or RX operations.  The commander controls cannibalization.





METHOD OF OPERATIONS (MSB)





The electronic maintenance and the main maintenance companies operate from the DSA.  They have a base shop capability to repair equipment for which they are responsible.  The objective  to return to operation the maximum amount of equipment in the least time. The main division MCP is operated by the electronic maintenance company and the main maintenance company.  It is the center for maintenance operations in the DSA.  If equipment cannot be repaired in the BSA, it is brought to the main MCP.  Equipment beyond the repair capability of DSA assets is evacuated through the DSA to the Corps.  MSTs from the COSCOM may assist the MSB maintenance companies in BDA by recommending disposition for specific items.


The MSB support operations section coordinates with the DISCOM support operations branch to arrange all reinforcing support for the MSB.  This includes evacuation of materiel, emergency needs, and technical help.  The support operations section monitors the ASL and PLL levels.  It ensures that the company maintains proper operating levels.  The support operations section also coordinates MST operations with maintenance companies and supported units.





METHOD OF OPERATIONS (FSB/BDE)





The following discussion of battlefield maintenance concepts places the various


maintenance echelons into perspective. This discussion illustrates how echelons overlap to provide continuous maintenance support to maneuver units.


The BMO task organizes the maintenance platoon based on his analysis of current and anticipated requirements. He is concerned with providing the appropriate support at each of three locations: company team, the UMCP, and the field trains. Normally, the BMO positions CMT recovery vehicles and Ml13s with crews to support each company. This positioning provides a quick fix capability for those items that can be repaired in less than 2 hours and recovery capability for those items requiring extensive repairs. The remainder of the CMT operates from the UMCP under the control of the BMO. The entire CMT may go forward when the situation permits to maximize support forward. The UMCP is normally task organized with the maintenance platoon headquarters (�), one PLL truck, the remaining VTRs from the recovery section, track and turret repair teams from the service section, the wheeled assets from the CMTs, and the FSBs MST. The task organization of the UMCP is modified based on the BMO's analysis of maintenance requirements and the tactical situation. The UMCP cannot become a collection point for NMC vehicles to the extent that it cannot move on relatively short notice. Anything that cannot be repaired in the UMCP or that cannot be towed by UMCP assets is evacuated to the field trains or directly to the FSB maintenance company in the BSA.


The battalion maintenance platoon organizes to support cross attachment as well as pure battalion operations.





l.  To support this concept, the admin section configures four PLL trucks and trailers to carry the PLL needed to support one company team each. These vehicles also transport packaged POL to support repair operations. One of the remaining PLL trucks and trailers is configured to carry the PLL associated with HHC tracked vehicles, and, in mech infantry only, the antiarmor company. The remaining PLL truck and trailer is configured to carry the PLL for the battalion's wheeled vehicles; it operates from the field trains.





2.  High demand, low volume parts are carried on the CMT tracks. The selection of parts that are carried forward, as well as the breakout of parts on the PLL trucks and trailers, should be addressed in the battalion FSOP.





3.  Direct support maintenance priorities are set by the BMO.





The CMT tracked vehicles are located forward in the company trains. The CMT usually repairs the damage on�site if the repair can be accomplished within 2 hours. If a damaged vehicle cannot be repaired within 2 hours, it is recovered to the UMCP or the field trains. The CMT recovers the vehicle only as far as a collection point or MSR. The damaged vehicles recovered to the UMCP are repaired by the maintenance platoon or FSB MST. When not involved in onsite repairs, the CMT may also repair vehicles in the UMCP. The same is also true for work requiring specialized TMDE that cannot be taken onsite. Vehicles that cannot be repaired within 6 hours, or that would otherwise overload the UMCP's capability, are evacuated to the field trains or directly to the FSB maintenance company's collection point for repair. Crew members may accompany the vehicle to assist in the repair if they are not needed to fill other crew shortages.


The UMCP displaces with the other elements of the combat trains. During periods of frequent displacement, the BMO may direct that the UMCP move by echelon, establishing operations at the new site before closing down operations at the current location.


During rapid moves, such as exploitation or pursuit, the UMCP conducts only essential repairs and simple recovery. Other disabled vehicles are taken to collection points on an MSR and are left to be repaired or evacuated.


In the field trains, remaining elements of the battalion maintenance platoon perform other tracked and wheeled vehicle maintenance and Class IX resupply. The BMS coordinates requirements with the HHC commander and the maintenance company. He also coordinates maintenance requirements with the parent headquarters of any elements supporting the task force.


�
RESPONSIBILITIES





Commanders (Bde, TF, Co).  The commander establishes and enforces maintenance standards for his unit. He also prioritizes and allocates maintenance resources to accomplish the maintenance and readiness mission.





Executive Offlcers (Bde, TF).  The XO is the principal staff coordinator for CSS.  He provides the overall supervision for maintenance.





Brigade S4.  The brigade S4 plans and coordinates maintenance requirements with the FSB and TF maintenance officers.  He also prepares the plans, orders, and overlays which include maintenance operations.





Battalion Maintenance Officer (BMO).  The BMO is directly responsible for the unit maintenance collection point (UMCP) operations and controls maintenance support within the maintenance platoon.  The BMO directs the maintenance effort to repair jobs requiring no more than 6 hours to complete.  He shifts maintenance assets to meet the task force requirements in order to maintain combat power.  Located with the S4 in the combat trains, he must maintain close contact with the TOC to remain current on the tactical situation.  The BMO coordinates maintenance support with the battalion S4 and the FSB's support operations section.  He determines the location of the UMCP based on METT�T.  He is assisted by the BMT and BMS.





Battalion Maintenance Technician (BMT).  The BMT is located at the UMCP and assists the BMO in all maintenance actions.  His primary function is to ensure that the task force's combat power is maintained and that NMC weapon systems are returned to the battle as soon as possible.  He controls BDAR, recovery and maintenance operations in the forward area by maintaining close contact with the company maintenance teams.  The BMT organizes and moves teams from the maintenance platoon forward to reinforce the company maintenance teams as required.  He also works closely with the FSB MST in determining maintenance priorities





Battalion Maintenance Sergeant (BMS).  The BMS is the senior maintenance NCO in the task force.  He assists the BMO and BMT in controlling and prioritizing maintenance operations in the combat and field trains.  The BMS coordinates the maintenance work load with the FSB maintenance company and directs the flow of repair parts for the field trains.  He is also responsible for the task force ULLS and TAMMS operations.  He is normally located in the field trains.





Company Maintenance Team Chief (CMTC).  The CMTC organizes and directs the mechanics of the CMT.  He identifies damaged weapons systems for recovery.  The CMTC is responsible for recovery operations to a collection point.  He supervises BDAR and cannibalization, and he controls repair parts for his CMT.  The CMTC works closely with the company team 1SG and responds to all maintenance requirements.





When the CMT's capabilities are exceeded, he coordinates with the BMT for additional support. The CMTC, along with the BMT, is responsible for all maintenance forward of the UMCP.





HHC Commander.  The HHC commander is the OIC of the field trains.  As such, he coordinates support of the task force in the BSA and acts as the logistical ''problem solver" in the BSA.  In the absence of the task force XO, he makes decisions affecting CSS operations.





Forward Support Battalion.  The FSB is the principal logistical operator in the BSA.  The FSB commander works closely with the Brigade XO and S4 to satisfy the brigade's logistical requirements.  He works primarily through his battalion support operations section.





Support Operations Section.  The support operations officer provides technical supervision for the CSS functions.  The maintenance officer in the section plans coordinates, and provides supervision of the direct support maintenance functions performed by the maintenance company.  This officer interfaces with the brigade and task force S4s and BMOs in maintenance issues and priorities.





Maintenance Company Commander.  The company commander plans, directs and supervises the operations and employment of his company.  He is responsible for the maintenance support provided to the brigade.  He provides guidance to the maintenance shop officer and assists supported unit commanders.





Maintenance Shop Officer.  The shop officer coordinates directly with the supported units and the support operations maintenance officer to accomplish the DS maintenance mission.  He is the company commander's principal assistant for maintenance operations.  He also controls the maintenance support teams' operations.


�
MAINTENANCE MEETINGS





l.  Purpose.  Maintenance meetings are conducted to increase the customers


readiness by ensuring the maintenance community is doing everything possible to fix


equipment.





2.  Frequency.  Meetings should be conducted, as a minimum, weekly.





3.  Participants.  An effective maintenance meeting will include:





a.  Brigade S4.


b.  Support Operations Officer


c.  Support Operations Maintenance Officer. 


d.  Shop Officer. 


e.  Tech Supply Officer or other knowledgeable representative. 


f.  DMMC representative. 


g.  BMO/BMT and BMS from each customer unit.





NOTE:  Depending on particular readiness problems or other concerns, battalion/task force XOs and the Bde XO should attend.





4. Support Battalion Responsibilities.





a.  Support Operations Officer:





(1)  Assists the Bde S4 in conducting the meeting. 


(2)  Has a current copy of each customer unit's DA Form 2406/026 in front of him. 


(3)  Maintains focus of the meeting. 


(4)  Ensures shop officer and TSO are prepared to brief their areas. 


(5)  Ensures DMMC assists as necessary. 


(6)  Keeps a non-adversarial tone to the meeting. 


(7)  Designates responsibilities for actions identified during the meeting.





b.  Support Operations Maintenance Officer:





(1)  Takes detailed minutes and notes for follow-up actions.


(2)  Assists the Support Operations Officer in preparation for the meeting.


(3)  Has a copy of the current SAMS�2 work order parts status listing with current job status and requisition status.





c.  Shop Officer:





(1)  Provides status of DS jobs. 


(2)  Provides SAMS�l customer reconciliation’s. 


(3)  Provides estimated completion dates for jobs in shop. 


(4)  Provides current status of requisitions for jobs awaiting parts.


(5)  Provides status of MST manning as required. 


(6)  Provides current status of ORF.


(7)  Provides a record of SAMS transaction disk turn in.











d.  Tech Supply Officer:





(1)  Provides updated status of customer requests as required. 


(2)  Provides customer DS4/SARSS reconciliations as appropriate. 


(3)  Identifies critical repair parts, RX, and major assembly shortages. 


(4)  Provides records of ULLS Class IX diskette turn�ins by customer DODAAC. 


(5)  Provides necessary Class IX expertise to answer customer questions.





e.  DMMC Representative:





(1)  Provides maintenance and Class IX expertise as necessary.


(2)  Initiates actions to cross level critical parts from other DSUs/PLLs as needed.


(3)  Provides current status and availability of division ORF.


(4)  Provides current status of customer requests from DS4 due�in/due�out reports.





5.  Brigade Responsibilities.





a.  Brigade S4:





(1)  Chairs the maintenance meeting.


(2)  Tracks status of reportable equipment and advises the brigade commander of current and projected status of equipment. 


(3)  Provides technical supervision and assistance to the battalions/task forces of the BCT.





b.  Battalion/Task Force BMO:





(1)  Provides a DA Form 2406 with the current status of the battalion's equipment to the Bde S4 and Support Operations Officer. 


(2)  Provides the current status of the battalion's PLLs.


(3)  Coordinates the battalion's maintenance efforts following the maintenance meeting to ensure Bde S4 guidance is carried out.





6.  Techniques for the Maintenance Meeting.





a.  Schedule a time and location each week. If at all possible, maintain the same place and time so a routine becomes established. "Floating" meetings don't work because not everyone gets the word.





b.  Take good notes and establish who has the responsibility for each action that is identified. At the next meeting, have the action officer report what has been accomplished.





c.  Have an agenda for running the meeting. Keep it moving without bogging down in unnecessary details.





d.  When reviewing unit 2406/026 reports, proceed line by line down the backside. Don't skip around.





e.  Expect people to come prepared to brief their respective areas.





f.  Don't let a unit leave after they have gone over their 2406.  Often they can help out with parts or offer suggestions to other units.





g.  Don't get defensive or argumentative with the customers in public. Teamwork is essential in getting customers' equipment fixed.  If you want to “jump” on a BMO for having your soldiers work all weekend on a tank and then not  closing it out until Tuesday, wait until the meeting is over.





h.  Don't embarrass customers in front of the other units. It's unprofessional and not conducive to good customer relations. 


�
DA FORM 2406/026





The DA Form 2406 (Non-Mission Capable Report) or the automated SAMS-2 Report, commonly referred to as the 026, provides a standard format for reporting the condition of your equipment as well as your customer’s equipment.  AR 700�138, Army Logistics Readiness and Sustainability, provides detailed instructions on the preparation of DA Form 2406.  The SAMS-2 Users Guide provides an explanation of the 026 report.  Much of the information is self explanatory.  Page J-11 of this book provides you with a list of work request status codes used on the 026.





The backside of the 2406 or the 026 is the most useful part of the report for maintenance managers. Look at the items reported and ask the following questions:





  Has any of the equipment been NMC for an extended period?





  Are pacing items NMC over two days receiving intensive management?





  Is your DSU doing everything possible to assist?





  If repair parts were ordered, did it take more than a day between the date the part was identified and the date shown in the document number of the requisition?





  Are maintenance managers actively tracking the status of their requisitions?





  If the item was job ordered to DS, did it take longer than three days after it was carried as NMC? If so, find out why.





  How many days have the organizational mechanics spent troubleshooting the item? Should not be more than a day.





  How many items are carried as NMC due to malfunction with no status in the remarks column?





  Question every double order or cancellation.





  Question every BQ status - this is a self cancellation - do you have a QC problem?





  Question excessive “A” (inspection), “C” (awaiting shop), “O”(awaiting evac) or “B”(in shop) times - generally if these times go past 3 days, there may be a problem that you need to be aware of.





  Question no status after 7 days on the 026.





  Other sources of help include:


	


  Has a LAR been contacted?





  Has the Cannibalization Point been considered?





  Is this a float candidate?





  Check to see if the component can be repaired vice replacing it.  The allied trades warrant can be very beneficial.





Have you checked with the MMC to expedite delivery or find an alternate source of supply?





  Have you considered local purchase, fabrication or rebuild, especially for hoses, cables and lift cylinders?  Usually someone in the MMC is in-charge of these types of actions.


�



SAMS WORK REQUEST STATUS CODES


Reference: AISM 18�L26�AHO�BUR�EM


(SAMS�2 Users Guide)





CODE EXPLANATION





�
A	Awaiting initial inspection. Includes initial inspection,


	acceptance, and parts determination.





B	In shop.





C	Awaiting shop. The initial and acceptance inspections have been


	completed and parts are on hand.





D	Deferred. Equipment in use, awaiting scheduled maintenance (may or


	may not be awaiting parts) and not considered high priority in that


	equipment is operating but requires some maintenance or


	modification.





E	Awaiting final inspection.





F	Final inspection complete. Includes final inspection and work


	order/log book completion.





H	Awaiting disposition instructions from a higher source.





�
I                       Awaiting shop while awaiting parts. Cannot be used if due�in parts are NMCS.





�
J	In shop awaiting parts, work continues. The calculation for


	NMCM/NMCS will remain in NMCM. This code was designed for


	aircraft but may be used for other items requiring maintenance.





K	Awaiting non-deadlining parts (not NMCS). No further repair action


	can be made because the parts are not available.





L	EVAC NMCS. Item that was evacuated to another maintenance


	activity and is now in a NMCS status at the other activity.


	This status is provided manually to SAMS�l by the other


	maintenance activity.





M	EVAC NMCM. NMCM item evacuated to another maintenance activity


	for repair and return.





N	EVAC Depot. Item that was evacuated to another maintenance


	activity and was further evacuated to the depot level. This


	status is provided manually to SAMS�l by the other maintenance


	activity.





O	Awaiting evacuation.





�



SAMS WORK REQUEST STATUS CODES (cont.)





P	Deadlined for lack of facilities, tools, TMDE, or completion of


	intrashop job.





Q	Awaiting estimated cost of damage (ECOD) actions. Items awaiting


	the release of surveying officer before repairs can be started.





R	Awaiting pickup. Item has been repaired (or appropriate action


	taken). Owning unit has been notified and item is awaiting pickup.


	Before R can be used, the work request must be closed, using codes S


	through Z. If item is inoperative, R stops NMC time. NMC time is


	charged to the owning unit until it submits a code U.





S	Closed, completed by other maintenance activity. Repairs have been


	completed by the support activity receiving the end item or


	component. Work request is closed.





T	Closed, completed by other maintenance activity. Repairs have been


	completed and returned by the other activity to the support


	activity. Work request is closed.





U	Picked up. Must be closed first.





V	Closed. Requirement satisfied by ORF exchange. Repairs have not


	been completed; however, work request closed due to the exchange.





W	Work request closed. Item turned in as uneconomically reparable or


	non-reparable (classification).





X	Work request closed. It exceeded time limits or maintenance


	capability.





Y	Work request is closed. It did not meet acceptance standards.





Z	Work request closed or canceled without completion.





�
1                     Awaiting deadlining NMCS parts. No further repairs can be made because of 	lack of  parts in shop supply.





�
7	Awaiting ORF transaction.





8	Rework, return to shop. If work request is S through Z, less U, code


	8 must be used before job is returned to working status.





9	Begin intransit time.























SOURCE, MAINTENANCE AND RECOVERABILITY (SMR) CODES








    1.  General. The SMR is a five position code found in �24P manuals which are


used to identify the source of supply, the maintenance level authorized to replace or


repair the repair part, and the level of maintenance authorized to dispose of the


unserviceable part.





   2.  Source Code. Source codes are assigned to indicate the manner of acquiring an item for maintenance, repair, or overhaul of end items. Source codes are found in the first and second positions of the SMR code as follows:











PA	Item procured and stocked for anticipated or known usage.





PB 	Item procured and stocked for insurance purposes because essentially dictates 	that a minimum quantity be available in the supply system.





PC 	Item procured and stocked and which otherwise would be available in the 	supply system.





PD 	Support item, excluding support equipment, procured for initial issue or 	outfitting and stocked only for subsequent or additional initial issue or 	outfitting. Not subject to automatic replenishment.





PE 	Support equipment procured and stocked for initial issue or outfitting to 	specified maintenance repair activities.





PF 	Support equipment which will not be stocked but which will be centrally 	procured on demand.





PG 	Item procured and stocked to provide for sustained support for the life of 	equipment which, because of probable discontinuance or shutdown of 	production facilities, would prove uneconomical to reproduce at a later time.





KD 	An item of a depot overhaul/repair kit and not purchased separately. Depot kit 	defined as a kit that provides items required at the time of overhaul or repair.





KF	An item of a maintenance kit and not purchased separately. Maintenance kit 	defined as a kit that provides an item that can be replaced at organizational or 	DS/GS levels of maintenance.





KB	Item included in both a depot overhaul/repair kit and maintenance kit.





MO	Item to be manufactured or fabricated at organizational level.





MF	Item to be manufactured or fabricated at the DS maintenance level.





MH	Item to be manufactured or fabricated at the GS maintenance level.





MD	Item to be manufactured or fabricated at the depot level.








Source Code (cont.)





AO	Item to be assembled at the organizational level.





AF	Item to be assembled at the DS maintenance level.





AHD	Item to be assembled at the GS maintenance level.





AD 	Item to be assembled at the depot maintenance level.





XA	Item not procured or stocked because the requirements for the item will result 	in the replacement of the next higher assembly.





XB	Item is not procured or stocked. If not available through salvage, requisition.





XD	A support item that is not stocked. When required, item will be procured 	through normal supply channels.





   3.  Maintenance Code.  The maintenance codes are assigned to indicate the levels of maintenance authorized to use or repair the support item. The maintenance codes are entered in the third and fourth positions of the SMR code format as follows:





a.  The maintenance code entered in the third position will indicate the lowest maintenance level authorized to remove, replace, and use the support item. The maintenance code entered in the third position will indicate one of the following levels of maintenance:





CODE            APPLICATION/EXPLANATION





C 	Crew or operator maintenance performed within organizational maintenance.





O	Support item is removed, replaced, used at the organizational level.





I	Support item is removed, replaced, used by the direct support element of 	integrated DS maintenance.





F	Support item is removed, replaced, used at the DS level.





H	Support item is removed, replaced, used at the GS level.





D	Support items that are removed, replaced, used at depot, mobile depot, 	specialized repair activity.





NOTE Codes "I" and "F" will be considered the same by DS units.





b.  The maintenance code entered in the fourth position indicates whether the item is to be repaired and identifies the lowest maintenance level with the capability to perform complete repair (i.e., all authorized maintenance functions). This position will contain one of the following maintenance codes:





CODE            APPLICATION/EXPLANATION





O	The lowest maintenance level capable of complete repair of the support item is 	the organizational level.





F	The lowest maintenance level capable of complete repair of the support item is 	the DS level.





H	The lowest maintenance level capable of complete repair of the support item is 	the GS level.





D 	The lowest maintenance level capable of complete repair of the support item is 	the depot level, performed by Red River Army Depot mobile depot or 	specialized repair activity.





L	Repair restricted to designated specialized repair activity.





Z	Non-reparable. No repair is authorized.





B 	No repair is authorized. The item may be reconditioned by adjusting, 	lubricating, etc., at the user level. No parts or special tools are procured for the 	maintenance of this item.





   4.  Recoverability Codes. Recoverability codes are assigned to support items to indicate the disposition action on unserviceable items. The recoverability code is entered in the fifth position of the SMR code format as follows:


CODE            APPLICATION/EXPLANATION





A	Item requires special handling or condemnation procedures because of specific 	reasons (i.e., precious metal content, high dollar value, critical material, or 	hazardous material). Refer to appropriate manuals/directives for specific 	instructions. 





D	Repairable item. When beyond lower level repair capability, return to depot. 	Condemnation and disposal not authorized below depot level.





F	Repairable item. When uneconomically repairable, condemn and dispose of at 	the DS level.





H	Repairable item. When uneconomically repairable, condemn and dispose of at 	the GS level.





L	Reparable item. Repair, condemnation, and disposal not authorized below 	depot/specialized repair activity level.





O	Repairable item. When uneconomically repairable, condemn and dispose of at 	organizational level.





Z	Non-reparable item. When unserviceable, condemn and dispose of at the level 	indicated in position 3.
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