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BACKGROUND

In 1870, the American Fisheries Society called for federal government action to investigate national fishery problems, which later prompted state governments to do the same.  In 1887, North Carolina established its first shellfish commission to study the state’s needs for shellfish laws to protect her shellfish resources.  

Since its conception, the fisheries issues confronting the State of North Carolina and the Division of Marine Fisheries have become more complex and required a more structured organization to deal with the problems.  In fact, over the pass forty years our organization has undergone eleven significant organizational changes. Organizational changes were the result of the evolution of the Division from a commercial fisheries law enforcement agency to a marine resources management agency with expanded law enforcement responsibilities and increased biological staffing and funding.

Presently, the Division is charged with the stewardship of the marine and estuarine resources of the State of North Carolina and is responsible for the management of all its resources.  This responsibility includes the administration and enforcement of all statutes and rules governing commercial and recreational fishing in coastal waters, the development and improvement of the cultivation and harvesting of shellfish, and submerged land claims, and information and education.  The Division’s jurisdiction covers all one hundred counties, but our primary emphasizes is on the twenty-six coastal counties, over 4,000 miles of shoreline, 2.2 million acres of estuarine and ocean waters, and extends three miles out into the Atlantic Ocean.  The Division is divided into four resource management districts and three law enforcement districts.  The Division’s main headquarters is located in Morehead City with the District offices located in Elizabeth City, Washington and Wilmington with field offices located in Columbia and Wanchese.

The Marine Patrol Section has the responsibility of ensuring compliance with legislative laws in the above-mentioned area.  A staff of sixty officers and a fleet of equipment consisting of eighty-three vessels ranging in size from 16 ft. to 44 ft., trailers and 4x4 vehicles are used to accomplish this task.  The Maintenance Service Section has primary responsibility for maintenance and ensuring that these resources are functional and safe for operations.  The data used to support this project consisted of seven hundred and thirty eight work orders (see bar graph enclosed).  Most work is unplanned, emergency repairs, and on the spur of the moment basis.  Work is performed hurriedly and thus often times must be repeated, increasing cost for repairs.  A systematic process would improve quality of work, minimize down time, reduce cost and provide a more manageable preventative maintenance program.  There has not been such a program in existence since the maintenance shop was established over thirty years ago. 

CUSTOMERS

Marine Patrol Officers are our primary customers and they represent approximately 98 percent of our workload.  The remaining percentage is spread out over the several other sections that use small boats to carry out their legislatively mandated responsibilities.  At times we have extended our services to other state agencies:  NC Ferry Division and Department of Transportation Bridge Maintenance section.

QUALITY DIMENSIONS

It became apparent to me during our team meetings that I should consider changing my quality dimensions from competent service and reliable service to be more responsive and reliable service.  

Responsiveness is what our customers need when their equipment becomes inoperable. Without trustworthy equipment, they are unable to perform their required functions and no mission can be conducted.  Therefore, hampering law enforcement efforts that would jeopardize the health and well being of stakeholders’ public sector.  They need their resource repaired in a reasonable time frame. Outsourcing has not proven cost effective, nor is turn around time satisfactory.

Reliable service is paramount.  The Marine Patrol officers that operate these resources must be fully confident that regardless whether day or night they have safe and reliable equipment for carrying out their assigned duties.

PROBLEM OR IMPROVEMENT OPPORTUNITY

Since the maintenance section was established, most of our repairs have been emergency/crises management types.  There has never been a preventive maintenance program implemented that would most definitely enhance the longevity of the equipment. Efforts have been put forth by purchasing a Facility Maintenance program in order to become better organize and have a tracking system in place.  We provide supervisors with the status of their work orders to help them to plan and better utilize their resources.  

Continuing to send our mechanics to factory schools and provide them with the latest diagnostic equipment for troubleshooting will help keep them technologically current.  Involving boat operators in minor repairs and educating them on the proper use of their equipment will allow our mechanics to concentrate more of their time to do preventive maintenance.

PROBLEM SOLVING OR CONTINUOUS IMPROVEMENT-PROCESS

When our team met to discuss how we could be more effective in our efforts, it became readily apparent that all stakeholders would have to buy into the process.  Unless, there is a feeling of ownership and accountability on behalf of the operator our efforts will be in vain.  The mechanics that perform the repairs must attend factory schooling annually to update their skills and knowledge to stay efficient.  Operators need to receive boat training and constantly be reminded of their responsibilities through some type educational program. 

DESCRIPTION OF TEAM INVOLVENT

I agonized over who should be on the team because those selected would be vital in the implementation of the plan.  So, I selected both of our mechanics, two of the three Marine Patrol district captains, one field officer, and my office assistant.  Due to the logistics of all involved, our meetings sometimes, partial in numbers, met one on one with team members and one full team meeting. At the first team meeting I explained the project and we discussed ways to collect data. It was agreed that the data from the Facility Maintenance program would be the best source.  Once this information was collected we would meet and brainstorm ways to best utilize it.  All team members pledged to do whatever they could (mostly consulting) and agreed that we needed a better maintenance program.  It was apparent that we all had bought into the project.

BASELINE

Our office assistant developed a report from the Facility Maintenance program.  The results were that seven hundred and thirty eight work orders had been performed.  The next step was to divide the information into three categories: outboard motors, boat trailers, and boats in order to identify whether or not there was an area that needed additional concentration. Outboard motors were the main area of concern overall.  The work orders revealed the problem with the outboard motors but not what caused the problem.  We are now collecting this additional information; which will be useful in the future if we are to make an improvement in this area.

TARGET AND TARGET DATE

We have taken on a monumental task that will eventually benefit the Division tremendously for years to come.  In order for a preventative program to be implemented it is important to collect more concise data.  This will require work being performed to be captured for each category: boats, trailers and outboard motors separately to identify causes.  Therefore, for the first fiscal year we anticipate an increase in the number of work orders.  We have set a goal of 2% reduction for the second fiscal year.  By addressing the causes it will eventually aid in reducing the amount of unplanned maintenance and result in a more proactive preventive maintenance structure.  Our steps are small but over the long haul we will have a much better program.  

Beginning July 1, 2007, we are implementing an aggressive education campaign in order to remind our stakeholders of their responsibilities as operators.  This campaign has the acronym P.R.O.W.  Webster’s dictionary defines Prow (a nautical term) as the forward part of a boat:  bow.  Since the bow is the front part of a boat the acronym is appropriate for our program being the front line in performing maintenance.  P.R.O.W. stands for Prudent operator, Report discrepancies immediately, Operator equipment I.A.W. manufacture’s guidelines and Wash down equipment. Decals will be placed on all Division resources (see enclosure) as a reminder to boat operators that proper care of their resources is essential in this maintenance effort.  We believe the benefits from this endeavor will result in reduction of equipment down time, more efficient operation of equipment, reduced maintenance cost, prolong the life expectancy of equipment and overall better maintained resources.

TOOLS FROM KELLY BOOK

The methods I used from the Kelly Book were Brainstorming and Bar Chart.  The Brainstorming sessions proved valuable because it gave all team members an opportunity to provide input.  The Bar Chart showed the total number of work orders completed for each district and we were able to identify by type the equipment being worked on but not the cause.  We understand now that a better job of collecting our data will require some changes in our collection methods.  The Bar Chart showed that we are spending almost equal time in districts one and three.  District two is at our location therefore; they receive more attention.   

HOW IMPROVEMENT WILL BE EVIDENT  

Eventually in years to come we will see a reduction in the number of work orders and extended longevity of equipment.  Our success will result in a significant cost reduction for maintenance repairs and replacement of equipment that fails prematurely.  This will be an ongoing process and will need to be closely monitored by Marine Patrol management and Division mechanics.  
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  Project Log                                              

Date

Description

Outcome

Reaction

2/20-21/07

PMP Class project coaching

Handouts/lectures 

Helpful - but long days

2/22/2007

Discussed project partial team

Constructive feedback

Confirmed right project

2/25/2007

Began proposal

Brainstorming

Better organized-not quite focused

3/1/2007

Wrote project proposal

Will meet deadline

Oh! what a relief

3/1/2007

Began collecting data

Focusing

Time consuming

3/5/2007

Submitted proposal 

Discussed with supervisor

Very pleased

3/8/2007

Preparing for first team meeting

Organized

Feeling confident

3/9/2007

First team meeting

Positive input/partial team

Data desperately needed

3/16/2007

Collecting data (reports)

Received all work orders per district

Very helpful

3/26/2007

Categorizing work orders

Putting ideas into perspective

Time consuming-good information

3/27/2007

Attended PMP class

Informative

Better understanding of project process

3/27/2007

Office assistant prepared graph

Putting idea into perspective

Surprised that districts were receiving similar attention

4/3/2007

Partial team meeting

Brainstorming

Identifying roadblocks

4/4/2007

Reconciled division's year end inventory

Met deadline

Putting me behind my schedule for completing project

5/1/2007

Attended PMP class

informative

building confidence

5/1/2007

Graph completed

Able to analyze data

Information needed

5/4/2007

Second team meeting

On schedule meeting project deadline

Very strong opinions/difficult at times to stay focused

5/10/2007

Met with senior biologist

Division history

Very interesting

5/11/2007

Met with another senior biologist

Division history

Always a delight to speak with him, very knowledgeable

5/14-18/2007

project reviewed by team members

Very positive

Feel good about results

4/16-23/07

Surgery

Successful

Getting worried about project
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