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9 Sept 2004

From:
 A1795 GRC-193 Maintenance Task Alignment Panel

To:
 Realignment Of Maintenance Steering Team

Subj:
GRC-193 MTAP PHASE II REPORT

Via:
Director Product Group-12, MARCORSYSCOM


GRC-193 Program Manager, Product Group-12, MARCORSYSCOM

Encl:
(1) GRC-193 Maintenance Allocation Chart




(2) GRC-193 Task To TAMCN Analysis by MCCES


(3) GRC-193 MTAP Initial Phase II Report

Ref:
(a) Msg 151833Z Dec 03, Establishment Of Three Levels Of Maintenance

(b) Msg  232351 Jan 04, Pilot Task To TAMCN(T2T) Individual Training Standard (ITS) Analysis LOI

(c) A1795 Maintenance Task Alignment Panel (MTAP) Charter 

(d) TM  07749A/07743-12/1A GRC-193/MRC138 Operators Manual

(e) TM 87107B-34/1 Power Amplifier AM-6545 Technical Manual

(f) TM 87117B-34/1 Antenna Coupler CU-2064 Technical Manual

(g) TM 07749A/07743A-40/3 Amplifier-Converter Technical Manual

(h) TM 07748A 45/2 Receiver-Transmitter Technical Manual

(i) MOS 0621 Individual Training Standards (ITS)

(j) MOS 2844 Individual Training Standards (ITS)

(k) MOS 2846 Individual Training Standards (ITS)

1. Purpose:  Per reference (b), a Maintenance Task Alignment Panel (MTAP) was convened to realign the maintenance tasks of the GRC-193 Radio System in order to restructure from 5 Echelons of Maintenance (EOM) to 3 Levels of Maintenance per ref (a). The MTAP did not utilize a formal Course Content Review Board (CCRB) but rather a combination of course syllabus, ITS review, and common sense approach to assess migrating Organizational Maintenance to MOS 0621 Radio Operator for the GRC-193 radio.  

After the initial meeting of the GRC-193 MTAP at MCCES in 29 Palms the findings were briefed to the Realignment Of Maintenance Steering Team (ROMST).  Due to concerns from the C4I Community that were voiced at the Comm-Elect Supportability Conference and that the ROMST did not concur with personnel assumptions the GRC-193 MTAP re-convened via video teleconference (VTC) on 21 July and 4 Aug 2004 to further analyze these issues.  It is to be noted that due to PCS, OIF deployments, and retirements original members were replaced.  Mr. John Chandler served as the facilitator during the July 21 VTC but was not available for the 4 Aug VTC.  The recommendations of the subsequent meetings of the GRC-193 MTAP differed from the original findings with justifications outlined in this report.

Historically, the C4I Maintenance Concept has been 3 Levels of Maintenance being Organizational, Intermediate, and Depot.  1st and 2nd Echelons occurring at the Organizational Level, 3rd and 4th Echelons occurring at the Intermediate Maintenance Activity (IMA), and 5th Echelon of Maintenance occurring at the designated Depot facility.  Additionally, in 2001 the 2800 Community restructured the way maintenance was performed by creating the MOS 2844 (Ground Communications Organizational Repairer) and the MOS 2846 (Ground Electronics Intermediate repairer).  The change was necessitated to streamline and eliminate unnecessary training since repairers were originally trained on both Organizational and Intermediate repairs (old MOS 2841). Under this change the MOS 2844 was strictly trained for the Organizational Level of Maintenance to troubleshoot and repair both radio systems and tactical switchboard systems down to the LRU in order to expeditiously return the system to an operational status. The MOS 2846 is strictly trained for the Intermediate Level of Maintenance to repair radio system LRUs for return to the Supply System. This presents a significant problem under the ROM definitions since they do not afford “technicians” at the Organizational Level Of Maintenance and should be considered by the ROMST. Further discussion is outlined in this report. 

2. Participants:


Capt R.D. McNeal

MARCORSYSCOM

MTAP OIC


MSgt J.W. Campbell

MCCES A Co


MOS 2862 Instructor


MSgt D.D. Christeson

I MEF, CSSB-10

FMF REP MOS 2891


SSgt A.L. Coles

II MEF, 8th Comm Bn

FMF REP MOS 0691


GySgt P. J. Smith

MCCES A Co


MOS 2844 Instructor


SSgt S.L. Higgins

MCCES B Co


MOS 0621 Instructor


Sgt M. A. Kiggins     

II MEF, 8th Comm Bn

FMF REP MOS 2844


Mr. J.R. Clanton

MCA MCLB Albany

Depot REP


Mr. John Chandler





Facilitator



3. Background: The GRC-193, TAMCN A1795, is a rack mounted, High Power, High Frequency Radio set that is used for battlefield communications. The MRC-138, TAMCN A1935, is the identical radio set that is mounted on a HMMWV and all assumptions made for the GRC-193 will basically apply to the MRC-138 radio set. The GRC-193 is currently operated by MOS 0621 Field Radio Operator and maintained by MOS 2844 Ground Communications Organizational Repairer at the Organizational Level. MOS 2846 Ground Electronics Intermediate Repairer and MOS 2862 perform maintenance at the Intermediate Level.  The GRC-193 is a legacy system that that has been in the Marine Corps inventory for over 20 years and is due to be replaced by the Joint Tactical Radio System (JTRS) with incremental procurement/fielding starting in FY08 and extending through FY16.  This 10-year process for JTRS Cluster 1 is heavily dependent upon future POM successful funding and will necessitate service-life extension of the AN/GRC-193 through FY15
4. Organizational Maintenance:


(a)  Current:  MOS 0621 currently provides the PMCS and operation of the GRC-193 in addition to other tactical radio sets. MOS 0621 receives formal instruction for the set-up, operation, and limited troubleshooting for the GRC-193 radio. The limited troubleshooting skills taught include proper frequency selection, proper cabling, and blown fuses.  The MOS 0621 also receive instruction on the installation and operation on additional single channel radio systems in the Marine Corps inventory. MOS 2844 are the Organizational repairers (2d Echelon) for the GRC-193 in addition to other single channel radio systems and tactical telephone systems.  The 2844s receive specialized training in the operation and to effectively troubleshoot, at the Organizational Level, down to the LRU, remove and replace LRUs, and minor corrective maintenance tasks that focus on cable repair and fabrication.  Additional responsibilities the 2844s have at an organizational level are to verify/perform Modification Instructions (MI), verify Technical Instructions (TI), perform Limited Technical Inspections (LTI), provide technical assistance during communications installation, and perform miscellaneous supply/maintenance functions associated with communications equipment. 

  
(b)  Discussion:  The GRC-193 is a tactical radio system that consists of 4 

core LRUs and interconnecting cables. The MTAP discussed the possibility of the 0621 Radio Operator performing the Organizational Maintenance on the GRC-193.  Even though the GRC-193 is not a complex radio system, certain competencies are required to perform maintenance on the equipment. The MTAP felt that performance of Organizational Maintenance was out of scope of the average MOS 0621 which requires a minimum ASVAB EL score of 90 compared to an EL score of 115 required for MOS 2844.  It was in the MTAP’s opinion that the minimum EL score would have to be raised for the Radio Operator in order to comprehend the electronic/troubleshooting portion needed to successfully return the GRC-193 to an operational capability.  If the minimum EL score was decided to be raised the MTAP felt that this action would severely reduce the available pool of Marines to fill MOS 0621 billets throughout the Marine Corps, based on fair share recruiting procedures.  The additional reasons the MTAP felt that the MOS 0621 should not perform Organizational Maintenance is that the MOS 0621 would be burdened with additional responsibilities that would be inherited to include verifying MIs and TIs, and supply functions in addition to their tasks as a Radio Operator. 

In the event that the JTRS does not replace the GRC-193 and it remains in the Marine Corps inventory, the current maintenance concept should still be utilized.  If it is determined that the MOS 0621 would be tasked with Organizational Maintenance additional training requirements would need to take place.  The MTAP concluded that approximately 6 additional training days with the following tasks would need to be added to the Program of Instruction (POI): troubleshooting to the Line Replaceable Unit (LRU), proper testing of cables, proper replacement of faulty cables, replacement of knobs and fuses, proper use of a multimeter and other Test, Measurement and.  Also, the EL score of the MOS 0621 would have to be raised to ensure successful completion of training.  These additional training days only include the GRC-193 and do not include the other radio systems that the MOS 0621 are tasked to operate which would further add training days to their curriculum.  In order to teach these core competencies, the formal schoolhouse would also be required to increase training equipment and additional instructors due to safety considerations.

(c)  Recommendations: 

1. Maintain current maintenance concepts for the GRC-193 utilizing MOS 2844 for Organizational Maintenance. 

2. Continue to allow MOS 0621 to perform limited maintenance tasks to include changing cables, changing handsets, and replacing knobs.

 
(d)  Concerns: 

1. Increases the burden on MOS 0621 through increased training time, additional duties associated with maintenance tasks to include documentation, verification of Modification Instructions and Technical Instructions that would otherwise be handled by MOS 2844.  

2. Current required ASVAB EL score may not facilitate successful training for MOS 0621.

(e) Task Migration: No tasks were migrated.

5.  Intermediate Maintenance
(a)  Current:  GRC-193 is maintained at the Intermediate Level (3rd/4th Echelon) by MOS 2846 Ground Electronics Intermediate Repairers.  The 2846 is trained to troubleshoot and repair the GRC-193 to the LRU Secondary Replaceable unit (SRU) or chassis mounted component and under direct supervision of MOS 2862 Electronics Maintenance Technician, repairs the SRU down to the component level.  

(b)  Discussion:  The MTAP discussed the tasks required at the Intermediate level of maintenance, the management of Secondary Repairables (SECREP) being maintained by LOGCOM, and the migration of 4th EOM tasks to Depot level of maintenance.  The MTAP agreed that the migration of 4th echelon tasks to the Depot Level would not be prudent because the Maintenance effort would not realize any economy of scale and would not stay within the intent to fix forward.  Instead the MTAP agreed that the current maintenance concepts at the Intermediate Maintenance Activities conform to the definitions of Intermediate Maintenance and should be retained.  There would be no reduction of personnel or equipment at the IMA’s since common test equipment and facilities are utilized to repair other communications equipment in addition to the GRC-193.

(c)  Recommendations: 

1. Maintain current Intermediate Level of Maintenance concepts the IMAs for the GRC-193.  

(d) Task Migration: No tasks were migrated.

(5)  Depot Level Of Maintenance:


(a)  Current:  Depot Level Maintenance for the GRC-193 consists of sustainment by performing major repair, overhaul, or complete rebuild of parts, subassemblies, or assemblies, to include manufacturing parts and conducting required modifications, testing, reclaiming, and Intermediate Maintenance Activity work overflow.  MCLB Albany, Ga currently performs Depot Level Maintenance for the GRC-193.


(b) Discussion:  The MTAP agreed that 3 LOM would have no impact at the Depot Level of Maintenance.  


(c)  Recommendation:  The MTAP concluded that no changes were required.


(d) Task Migration: No tasks were migrated.

(6)  Point of Contact is Capt Ralph McNeal at DSN 567-6015/ Commercial (229) 639-6015.
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R. D. McNeal


UNITIED STATES MARINE CORPS 


MARINE CORPS SYSTEM COMMAND


814 RADFORD BOULEVARD


ALBANY, GEORGIA 31704








