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NAVAL SEA SYSTEMS COMMAND
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NAVSEAINST 4700.8A CH-1
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Ser 21/073

24 January 1983

NAVSEA INSTRUCTION 4700.8A CHANGE TRANSMITTAL 1

From: Commander, Naval Sea Systems Command
To: All Offices Reporting Directly to COMNAVSEA
. Distribution List .

Subj: Performance of depot level naval ship availabilities;
policy for

Encl: (1) Statement of Policies for Performance of Navy Ship
Overhauls and Other CNO Scheduled Shipyard Availabilities

1. Purpose. To promulgate a .change to the basic instruction
which incorporates accountability for planning yard
responsibilities into the expressed policy of COMNAVSEA for
performance of depot level naval ship availabilities. A summary
of the change includes: "

a. Adds the following phrase to enclosure (1) paragraph 1
after ...every available resource to "complete advance planning
'in accordance with established milestones," control
growth ... etc.

b. Adds the following sentences to enclosure (1) paragraph
2b: Field Commanders that have planning yard (Design Agent)
responsibilities are in charge of ensuring that their planning
vard task supports the overhaul activity. This function is
applicable for execution for a ship within the planning yard or
accomplished for another shipyard. The products must be timely
in accordance with the time frames required by the NAVSEA DSA’
Manual.

c. Changes the second sentence of paragraph 3.b of enclosure
(1) to read as follows: Subjects include Analysis of Overhaul
Characteristics, Adequacy of Resources and Facilities,
Workloading, Design Considerations, Pre~Overhaul Agreements, and
Adequacy of Planning Yard Resources.

d. Adds the following subparagraph (6) to 3.b of enclosure
(1): (6) Adequacy of Planning Yard Resources. Analysis of the
planning vard (Design Agent) workload and waterfront workload
will be made to determine training and manpower requirements to
accomplish planning yard assignments within the time frames
required to support overhaul activities.
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2, Action.

a. Replace enclosure (1) of thé basic instruction with the
enclosure attached hereto.

b. All Shipyard Commanders and Supervisors of Shipbuilding,
Conversion and Repair are to notify NAVSEA within a period of 120
days regarding the approach being employed to implement the
additional policy and guidance set forth by the revision in this

instruction. ]

E. B. FOWLER

Distribution: (2 copies. each)

SNDI, C4U PERA
FKP7 NAVSHIPYD
FKP7 NAVSHIPYD (PHILA Code 1100)
FKP8 SUPSHIP

Copy to: (2 copies each unless shown) i
SNDL A3 CNO (OP 00, 09, 02, 03, 04, 43, 05 only)
A4A CHNAVMAT (MAT 00 & 04 only)
21A1 CINCLANTFLT (Maintenance Officer)
21A2 CINPACFLT (Maintenance Officer)
24A Naval Air Force Commander
24D Surface Force Commander
24G Submarine Force Commander
C37E4 NPPSDO NDW
C37F3 NAVMATDATASYSGRU
FT88 EDOSCOL
FKM22 NAVPUBFORMCEN (300 and negatives)

SEA 07D,071,073,074(5),91,09B354(25),028,08

Stocked:

Commanding Officer

Naval Publications and Forms Center
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STATEMENT OF POLICIES FOR PERFORMANCE OF
NAVY SHIP OVERHAULS AND OTHER CNO SCHEDULED SHIPYARD AVAILABILITES

1. Purpose. It is the intent of the Naval Sea Systems Command
(NAVSEA) that an environment be created that results in on-time,
quality overhauls in the public and private sectors. Accord-
ingly, Shipyard Commanders and Supervisors of Shipbuilding,
Conversion, and Repair (SUPSHIPs) must utilize every available
resource to complete advance planning in accordance with estab- *A
lished milestones, control growth, maintain schedule adherence,
and ensure a coordinated, cohesive planning and production effort.
In the private sector, SUPSHIPs must also create a contracting
environment, consistent with NAVSEA's solicitation area policy,
which incentivizes the contractor to achieve the goals ‘established
for each overhaul. This document provides policies designed to
foster the attainment of on-time quality overhauls.

2. Executive Summary of Policies. The following 19 policy ‘
statements represent an executive summary of the critical command
policy established in this document:

a. Overhauls and other CNO scheduled availabilities will be
performed in accordance with technical standards issued by NAVSEA
and other applicable higher authority.

b. The control of work quality in an availability must be
satisfactory to ensure the work is done correctly the first time.
No actions will be taken that would compromise technical
performance of the work. Technical requirements must be d1rected
at returning a ship to the fleet fully capable of performing its
mission safely and reliably, until the next scheduled overhaul,
without resort to an unplanned industrial availability during the
operating cycle.

c. The planning for CNO scheduled availabilities, including
early identification and timely availability of all drawings,
Government Furnished Equipment (GFE) and Long Lead-Time Material
(LLTM), and the execution of the availabilities must ensure
completion within the established time frame.

d. The field commanders (Naval Shipyard Commanders and
SUPSHIPs) are in charge of ensuring that overhauls- are planned
and executed on schedule. Field Commanders that have planning *A
yard (design agent) recsponsibilities are in charge of ensuring
that their planning yard task supports the overhaul activity.
This function is applicable for execution for a ship within
the planning yard or accomplished for another shipyard. The
products must be timely in accordance with the time frames
required by NAVSEA DSA Manual.

Enclosure (1)
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e. Field commanders will take full advantage of all permissible

means to incentivize the overhaul process.

f. NAVSEA will control shipyard workload assignments to
assure workload is achievable as scheduled. Shipyards are
responsible and will be held accountable for workload planning
which reflects discipline that will achieve availability
completions within schedule durations committed prior to start of
the availability.

g. NAVSEA's goal is to schedule and complete availabilities
within the shortest time possible, no greater than CNO's notional
durations.

h. The field commanders will analyze the pre-availability
work package and validate that it:

(1) 1s executable with available resources within the
projected schedule.

(2) Will achieve the goals of the overhaul.
(3) Has reasonable reserves for growth and new work.

i. Field commanders should endeavor to have the availability
planned well enough so that the reserves for growth and new work
addressed in paragraph 2.h.(3) need not be greater than 10
percent. This may require significantly better planning than is
being accomplished today, but it will remain the goal.

j- Based on an analysis of the pre-availability work
package, the field commander will commit and certify to COMNAVSEA
that the schedule goals will be met.

k. All overhaul planning will be based on the goal of having
procured and received all necessary hardware and software by
overhaul start. Exceptions to this goal can be made in the area

"of software for test requirements which can not be reasonably

prepared prior to overhaul start.

1. NAVSEA will establish and maintain work monitoring
systems that display accurate, timely, and visible status and
prognosis data (with planned versus actual) on all major
milestones of overhaul planning and execution.

m. The field commanders will personally send regular
Situation Reports (SITREPs) to all concerned to verify that the
overhaul is proceeding in accordance with plan. Significant
problems - of whatever origin - will be reported immediately with
proposed solutions.

Enclosure (1) 2
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n. Each naval shipyard will conduct deficiency trend
analyses on all work to identify and implement preventive
measures.

o. The field commanders will conduct post-overhaul
assessments to capture and promulgate lessons learned, both good
and bad, and fully disseminate this information.

P. More current, proven state-of-the-art automation and data
processing equipment, educational aids, and other productivity
improvement technologies will be fully exploited in a timely manner
to support field activities. Use of automatic data processing will
be accomplished in a manner to assure individuals are still held
held accountable for their actions and that documentation exists
as to who 1s responsible for technical, inspection and fiscal
actions taken. ' ' .

q. The following apply to SUPSHIP operations:

(1)  Conduct thorough pre-award surveys to ensure that
the proposed contractor can demonstrate that he is capable of
performing authorized work, with requisite quality, on time.

‘(2) Require that the contractof perform on schedule.

- (3) Ensure that the contract changes or other work
authorizations to perform growth or emergent mandatory work are
authorized expeditiously consistent with the Defense Acquisition
Regulation, the scheduled overhaul completion date, and NAVSEA
direction as to changes requiring approval or concurrence of
higher authority.

r. The field commanders will be responsible for ensuring
that all logistic support, including all drawings, technical
manuals, allowance, and Planned Maintenance System (PMS)
documentation is available as needed for installation and check-
out of systems and equipment. ‘

s. - The field commanders will be responsible for ensuring
that Ship Selected Records (SSR) are fully updated in a timely
manner 'to reflect the current ship configuration at the time of
overhaul completion. :

3. Policy Statements. The following policy statements are
organized into seven sections. The first five sections address
policies of concern to both Shipyard Commanders and SUPSHIPs.
‘These five sections encompass general overhaul and modernization
policies, long-range planning policies, work definition and
specifications policies, work accomplishment policies, and
policies concerned with post-overhaul analysis. A sixth section
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addresses policies peculiar to placement of overhauls by SUPSHIPs
with private shipyards, while a last section examines general
overhaul policies of specific concern to NAVSEA Headquarters
personnel.

a. General Policies. The policies presented in the first
section of this document are of a broad nature - they apply to
actions throughout the entire overhaul cycle, from the earliest
long-range planning tasks to the final post-overhaul assessment.
Policy subjects include Mission, Authorities, Personnel,
Training, Work Quality, and Automated Data Processing (ADP)

Usage.

(1) Mission

(a) An important mission of the naval shipyards
and SUPSHIPs is to do what is right for the Navy. This means that
Shipyard Commanders and SUPSHIPs will do everything possible to
make each ship overhaul a success, within the constraints of law
and regulation. They are expected to take the extra action
(i.e., "go the extra mile") to ensure that the overhaul succeeds.

(b) The mission of the naval shipyards and SUPSHIP -
offices includes successfully accomplishing all assigned
overhauls on schedule, within agreed-to cost limits, and to the
requisite level of work quality. In this regard, quality of work
(i.e., the requirement to meet all technical requirements for the
work) is essential to assure the ships are returned to the fleet
so that they operate safely and reliably over the subsequent
operating cycle.

(2) Authorities

_ (a) Shipyard Commanders and SUPSHIPs are COMNAVSEA
representatives and act with his full authority in all matters
relevant to their assigned duties.

(b) SUPSHIPs and Shipyard Commanders will receive
a fair share of the available officer talent and civilian ceiling
points.

(¢) Ship Logistics Managers, Ship Acquisition
Program Managers, and NAVSEA 08 Program Managers will be the
NAVSEA Headquarters primary points of contact on all matters
under their cognizance. This requirement in no way precludes
direct contact by SUPSHIPs or Shipyard Commanders with NAVSEA 00,
NAVSEA 07, or other senior officials when the circumstances
warrant.

Enclosure (1) : 4
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(d) NAVSEA 02 is the primary point of contact for

‘all field and headquarters contracting matters, including

Procurement Contracting Officer (PCO) development of the
preliminary solicitation area recommendation to NAVSEA 07,
rclcasce of information germane to the contracting process, and
maintenance of business relationships with Master Ship Repair
(MSR) contractors.

(e) - NAVSEA 07 is the NAVSEA Headquarters primary
point of contact on all matters relevant to the management of the
shipyards and SUPSHIPs. Additionally, NAVSEA 07 will act as the
field commanders' advocate in headquarters as they carry out the
intent of the policy set forth in this instruction.

(f) NAVSEA 08 is the point of contact for all
matters pertaining to reactor plant work.

(g) Currently denied or circumscribed authority
requested by a SUPSHIP or a Shipyard Commander, which is
certified by him to be important to enhancing the ship's overhaul
process, will be considered for delegation to him, provided
COMNAVSEA has discretionary authority to do so. When the
requested change exceeds COMNAVSEA's authority, action will,be
initiated to obtain the necessary authority. The objective is to
press for changes in law or other constraints that adversely

impact the ship overhaul process.
(3) Personnel

(a) Effective working relations must be established
and maintained among all participants in the ship overhaul process
We must maintain in our personnel in the naval shipyards, SUPSHIPs,
and Ship's Force, a positive and constructive attitude toward ship
overhauls and the management of overhaul work.

(b) Personnel at all levels will be held fully
accountable for their performance. Exceptional performance will
be rewarded and there will be penaltles assessed for substandard
performance.

(4) Training

(a) All SUPSHIP and naval shipyard managers will be
trained for the positions they hold. The state of readiness and .
training of naval shipyards and SUPSHIP personnel will be

"regularly examined and evaluated in detail by knowledgeable

NAVSEA personnel.
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(b) Training programs will employ quality training
materials based on modern educational theory and methods. The
materials will be presented by instructors knowledgeable in the
functions addressed by these programs.

(5) Work Quality. Quality of work is not a management
variable. It is to be attained by including quality requirements
in SUPSHIP overhaul contracts with private shipyards and in naval
shipyard job work documents.

(6) ADP Usage. The power of automatic data processing
and word processing equipment to aid in accomplishing effective,
economic on-time overhauls will be fully exploited by SUPSHIPs
and Shipyard Commanders. In exploiting this equipment,
individual accountability for actions and documentation of who
is responsible will be maintained.

b. - Long-Range Planning Policies. This group of policies
discusses a number of -issues -that arise as long-range planning
for a ship overhaul begins. Subjects include Analysis of
Overhaul Characteristics, Adequacy of Resources and Facilities,
Workloading, Design Considerations, Pre-Overhaul Agreements and
Adequacy of Planning Yard Resources.

(1) _Analysis of Overhaul Characteristics. The size and
nature of the anticipated ship work package will be compared with’
the historical data from previous overhauls to determine manpower
requirements, facility constraints, and the scope of planning
efforts that will be required.

(2) Adequacy of Resources and Facilities. The overhaul
requirements established by the analyses of overhaul
characteristics will be compared to the shipyard's manpower and
facilities to assess whether or not, given its existing
commitments, the shipyard can support the assigned availability
within the established schedule, cost, and quality constraints.

(3) Workloading. Naval shipyards will be workloaded by
NAVSEA at 100 percent of capacity to perform ship work and
assigned non-ship work. Temporary hires, where appropriate, and
internal manpower management will be used to cope with trade
imbalances and the inevitable work peaks and valleys Overtime
will be used only as a last resort

_ (4) Des1gn Conq1derat10ns Good design work is the
centerpiece of our overhaul business. Poor quality technical
work documents (e.g., drawings, installation procedures, test
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requirements) cannot and will not be tolerated. Inadequate
technical work documents will be traced back to the source to
ensure the error is not made again.

(5) Pre-Overhaul Agreements. Shipyard Commanders and
SUPSHIPs will monitor the overhaul planning process until a pre-
overhaul agreement is signed with the Type Commander (TYCOM) that
describes the overhaul in manpower, cost, quality, and schedule
duration, with explicit reservations for growth and new work.

(6) Adequacy of Planning Yard Resources. Analysis of *A
the planning yard (Design Agent) workload and waterfront workload
will be made to determine training and manpower requirements to
accomplish planning yard assignments within the time frames
required to support overhaul activities.

c. Work Definition and Specification Policies. This group

_ of policies discusses issues concerned with work definition and

specification development. - Subjects include Work Priorities,
specifications, Pre-Overhaul Test Inspection (POT&L) Usage
Workload Forecast (WLF) Estimates, Validation of the Wotrk
Package, Quality of Work Definition, Growth and New Work, and
Work Document Availability.

: (1) Work Priorities. SUPSHIPs and Shipyard Commanders
will regularly perform an analysis of their assigned work tasks’
versus available resources. Recommendations for disposition of
the tasks exceeding available resources will be submitted to SEA
07 for action.

(2) Specifications. The specifications for ship repair
work will normally ensure that the ship equipment or system
involved is restored to the original performance profile.
Upgrading to an enhanced performance profile normally will be the
subject of an appropriate Ship Alteration (SHIPALT).

(3) POT&I Usage. The purpose of the POT&I is to provide
a report that is beneficial in determining the work required to
ensure the ship will operate reliably during the next operating
cycle. 1In the longer term, the goal is to reduce the reliance on
engineering analysts, and directed repair.

(4) Workload Forecasting Estimates. Adequately planned
workforce manday estimates, including the SHIPALT portion of the
work package, will be developed at the trade level and integrated
with the total shipyard workload and workforce projections to
determine the ability of the shipyard to commit to accomplishing
its total planned workload on schedule. -

7 Enclosure (1)



NAVSEAINST 4700.8A CH-1
24 January 1983

(5) Validation of the Work Package

(a) Shipyard Commanders and SUPSHIPs will make a
pre-overhaul work package analysis following the Work Definition
Conference (WDC), to validate that the overhaul: (1) can be
executed within the schedule; (2) will achieve the desired
overhaul results; and (3) includes rational reserves for growth
and new work. A pre-overhaul report will be made by Shipyard
Commanders and SUPSHIPs to COMNAVSEA, certifying their readiness
to start and accomplish the overhaul to the requisite level of
quality, on schedule. Appropriate overhaul parameters, including
total direct labor mandays and reserves for growth and new work,
will be reported with this certification. :

(b) Shipyard Commanders and SUPSHIPs will, as part
of their work validation tasks, obtain a written statement from
TYCOM that indicates his agreement with the work package and the
schedule duration. This statement will incorporate explicit
reservations for growth and new work.

(6) Quality of Work Definition. Work documents will be
of such quality that shipyard waterfront personnel will have a
clear, unambiguous understanding of the work tasks required of
them and how they should proceed to accomplish their work. Work
documents will be complete in every respect and will include or
reference all appropriate drawings, manuals, repair standards,
and tests.

(7) Growth and New Work. Field commanders should
endeavor to have the availability planned well enough so that the
reserves for growth and new work need not be greater than 10
percent. This may require significantly better planning than is
being accomplished today, but it will remain the goal. It is not
intended that the 10 percent growth goal in any way be used to
limit or effect any decision to accomplish necessary work during
an overhaul. The sole purpose of the 10 percent growth goal is
to provide a clear unequivocal statement to guide the 1mprovement
of the overhaul planning process.

(8) Work Document Availability. Naval shipyards will
ensure that, prior to overhaul start, all necessary work
documents are either issued or are identified and scheduled for
issue when needed.

d. Work Accomplishment Policies. The following policies are
- devoted to an examination of the work actually undertaken during
the overhaul. Subjects include Asset Availability at Overhaul
Start, Schedule Performance, Quality of Work Accomplishment,

Work Monitoring Systems, Work Process Review, Cost Control, and
Deficiency Trend Analyses.
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(1) Asset Availability at Overhaul Start

{(a) To the maximum extent possible, all of the
material and funding considered necessary by the field commander
to execute a ship overhaul will be available to the shipyard or
SUPSHIP at the start of the overhaul. In the case of naval
shipvards, this requirement encompasses all hardware, overhaul
materials, tools, and money, including an allowance for planned
growth and emergent mandatory new work.

(b) Work package changes after the start of the
overhaul, other than planned growth and emergent mandatory new
work within pre-overhaul agreements, will require the approval of
the SUPSHIP or the Shipyard Commander.

(2) Schedule Performance. This instruction establishes
and reaffirms policies that should improve shipyard performance
and thereby reduce the length of overhauls. ' The goal is to
return ships to the fleet in the shortest possible time.
Accordingly, shipyards should establish overhaul schedules that
are both challenging and achieveable. Shipyard workload planning
will reflect schedule discipline that achieves overhaul completions
within scheduled duration committed prior to start of availability.
Senior officers and civilians are responsible for and will be held
accountable for completing overhauls within these schedules.

(3) Quality of Work Accomplishment. Repair and
alteration work will be performed correctly the first time in
accordance with all applicable NAVSEA and other higher authority
requirements. For naval shipyards, an aggressive quality control
program in accordance with quality control manuals, NAVSEA
0989-062-4000 (nuclear) and NAVSEA 0900-LP-083- lOOO
(non-nuclear), will be followed.

(4) Work Monitoring Systems

(a) SUPSHIPs and Shipyard Commanders will establish
and maintain work monitoring systems that produce accurate,
timely, and visible status and prognosis data on all substantive
aspects of the ship overhaul planning and execution cycle. These
systems will display planned versus actual information. Reported
actual information will be of untarnished accuracy and will be
traceable to an accountable individual.

(b) Regular written SITREPS in accordance with
NAVSEA 07 direction will be provided by all SUPSHIPs and Shipyard
Commanders to NAVSEA Headquarters and to the TYCOM and Fleet
Commanders. These SITREPS will be accurate, timely, tough
minded, and professional in tone, and will address all
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significant problems that are not being rapidly and successfully
‘resolved, along with their proposed solutions. A summary of the
status of committed and uncommitted planned reserves for growth
and new work will also be provided in the SITREPS, together with
the predicted end cost of the overhaul. These SITREPS will be
the primary source of official information for NAVSEA regarding
overhaul progress. These SITREPS do not substitute for reports
currently required by NAVSEA 08 directives for reactor plant
work.

(5) Work Process Reviews

(a) Naval shipyard work process reviews will be
established to methodically and regularly appraise in depth each
yard's capability to perform high quality work by approved
methods. Facility tooling, processes, supervision, mechanics,
training, troubleshooting, engineering, and so forth will all be
reviewed in-depth.

(b) A follow-up procedure will be designed to
formally examine each instance of unsatisfactory work.

(6) Cost Controls. Naval shipyards will control costs
via prudent management. SHIPALT and repair work packages will be
fixed priced at the 50 percent of the overhaul completion
schedule in accordance with current NAVSEA instructions.

(7) Trend and Failure Analyses

(a) A discrepant condition requiring rework will be
documented by a deficiency report. Deficiency reports will be
evaluated to detect adverse trends and these evaluations will be
used to identify and implement preventive actions for cause of
the discrepant conditions.

(b) Failure analysis teams will be established to
perform a vigorous follow-up on each major non-nuclear failure.

: e. Post-Overhaul Policies. The policies presented below
discuss issues related to post-overhaul problems. They include
Post-Overhaul Assessments, Guarantees, and Departure Reports.

(1) Post-Overhaul Assessments. Post-overhaul
assessments will be conducted by both SUPSHIPs and Shipyard
Commanders to capture and promulgate lessons learned. These
-assessments will include an examination of all aspects of the
overhaul process, including the things that went right, as well
as the things that went wrong. These assessment reports should
not duplicate overhaul and refueling reports for reactor plant
work currently required by NAVSEA 08 directives.
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(2) Guarantees

(a) Work accomplished during the overhaul will be
guranteed for 90 days after completion (or as required under the
terms of the contract in the private sector). The shipyard will
be responsible for correction of deficiencies during this period.

(b) A Guarantee Engineer will be assigned to each
scheduled availability for the entire guarantee period. He will
facilitate the prompt resolution of guarantee work and will go to
sea with the ship, as necessary, to properly discharge his
responsibilities. v

~ (c) A report will be written by the Shipyard
Commander or SUPSHIP within 30 days of completing the guarantee
period. The report will appraise the delivered quality of the
ship overhaul work, the equipment mortality experienced during
the guarantee period, and any outstanding quality problems. This
report will be forwarded to COMNAVSEA via TYCOM with copies to
the Commanding Officer (CO) of the ship and the Squadron Commander
with request for prompt comments. A significant lack of agreement
with the report by the TYCOM will be resolved by COMNAVSEA.

~ (3) Departure Reports. A Departure Report will be
prepared upon the completion of each overhaul to provide final
work status and return cost data. . A specific element of this
report will focus on growth and new work, including its
disruptive effects on time and cost.

f. SUPSHIP Policies. Many of the policies Jjust presented
address both naval shipyard and SUPSHIP operations during the
overhaul cycle. This section addresses policies peculiar to’
SUPSHIP operations, and includes General SUPSHIP Policies and
Planning and Work Execution Policies.

(1) General SUPSHIP Policies

~ (a) The contract type used for private sector ship
overhauls will be determined by the cognizant SUPSHIP, or NAVSEA
02 in the case of Headquarters contracts, and will be that
contract type most suitable for the specific ship overhaul in
question. For nuclear powered ships, this determination will be
made in consonance with NAVSEA (8. :

(b) All actions required by Navy personnel in

support of a contract for a ship overhaul will be accomplished in
a timely manner. :
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(2) Planning and Execution Policies

(a) SUPSHIPS will perform thorough pre-award surveys
to ascertain if the proposed shipyard is capable of accomplishing
the availability to requisite quality, on schedule without cross-
contract impact on any other contract for Navy work which the
contractor holds. Awards will not be made to a shipyard with a
questionable ability to succeed.

» (b) Methods will be developed by COMNAVSEA and the
SUPSHIP to require the shipyards to perform on schedule.

(¢) Contract changes or other work authorizations to
perform growiLh or emergent ncw work will be authorized
expeditiously consistent with (1) Defense Acquisition Regulation
policy to negotiate the price, unless to do so is patently
impractical; (2) maintaining the current ship overhaul completion
date; and (3) NAVSEA direction as to changes requiring appproval
or concurrence of higher authority.

g. Headquarters Policies. Many of the policies discussed
above have direct applicability to NAVSEA Headquarters personnel.
The following NAVSEA general policies underpin the responsi-
bilities of these individuals.

(1) NAVSEA is responsible for directing naval shipyards
and SUPSHIPs in implementing the policies herein and in all other
actions involving the performance of ship overhaul and mainte-

- nance work. Accordingly, NAVSEA Headquarters personnel will

bring their resources to bear to aggressively pursue problems as
they develop in the field. -

(2) NAVSEA will ensure that technical requirements
igsued for work by shipyards will result in ships being returned
to the fleet fully capable of performing their missions safely
and reliably until the next scheduled overhauls without resort to
unplanned industrial availability during their operating cycle.

(3) NAVSEA, in consonance with higher authority, will
direct an extensive effort to eliminate inequities in shipyard
personnel practices brought about by the complexity and rigidity
of the Federal Personnel System. The aim will be to untie the
hands of Shipyard Commanders and SUPSHIPs.

(4) Actions by NAVSEA Headquarters on field activity
requests will be timely and responsive.
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(5) Performance, compliance with NAVSEA policy and
directives, and the state of readiness and training of naval
shipyard and SUPSHIP personnel will be periodically examined and
evaluated in detail by knowledgeable NAVSEA personnel.

(6) NAVSEA Headquarters will direct an aggressive effort
with higher authority to ensure that civilian ceiling points
assigned to naval shipyards and SUPSHIPs are sufficient for the
missions assigned to these activities. This will include both
total personnel ceiling points and high grade ceilings.

: (7) NAVSEA Headquarters will direct a program within the
Engineering Duty Officer community to ensure that sufficient
qualified officers are assigned to officer billets at naval
shipyards and SUPSHIPs. This program will include lengthening
tours of duty so that officers will stay in the same job long
enough to learn the job and provide positive contributions to the
activity. The program will also include developing "experts" in
ship overhaul matters. The philosophy of short tour rotation of
officers through all types of billets has been abandoned as
unsatisfactory. ’

(8) NAVSEA will give priority to improving contracting
procedures for private sector ship overhauls.
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DEPARTMENT OF THE NAVY.
NAVAL BEA SYSTAMS COMMAND
WASHINGTON, D.C. 20302

From: Commander ‘Naval Sea Systems Command .
To: All Offices Reporting D1rect1y to COHNAVSEA
Distr1bution List
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achleve the quantum 1mprovemenL in total ovorhaul crfov“’"

Vl must achieve to adequately perform our NAVSEA missgon." o

tapable ¢
We i

Type Commander optimize work package decision- ein.

better prepare us to execute the overhaul. In thiis contaxt Wb
are hereby taking charge of the ship oVerhaul P -
implementing improvement via several programs, indluding- the .
Depot Operatlon Improvement Program (DOIP), cover by this_fﬁ
instruction. The principal focus of all inltiati e8 is € i
improve the quality of all shipwork to ensure reliable sfﬁwboﬁrd
operation over the next operating cycle, and (2) completé llCNO

scheduled availabilities no later than the scheduled comsrar ﬁh

WWWWWWW
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 date established prior to overhaul commencement. To achieve
essential results, this approach principally. involves = _
implementation of improvement initiatives by the overhaul =~
executing activities, with NAVSEA Headquarters directing the . =
overall effort and acting in the role bf.iddeath‘féi'thé”f%@i i
activities' needs. g i : T A
5. Policies. Enclosure (1) to this instruction consists of ‘& o
_set of policy statements for use by NAVSEA activities in the .

(1) represent command policies and are consistent with refer

(a). A separate NAVSEA notice will promulgate a*progfam.plqnﬁ£§rv__j

‘managing specific improvement actions required in support of .
these policies. ; : _ ) o T M

6. Depot Operations Improvement Program Bpard of Directors. fhe .
' DOIP Board of Directors consists of NAVSEAﬁgeputy Comménders Ol ;
02, 04, 07, 91, and 92. COMNAVSEA chairs: the Board. NAVSEA 07 o
the principal executive member and NAVSEA 07D serves as Exécutive =
Secretary; a recording secretary is also provided by NAVSEA O, I
NAVSEA 08 representatives will participate when matters,. :
nuclear propulsion plant work are discussed; . . . L

7. Application. This instruction applie§;§§ ali dé?gt;‘f_f ,
maintenance availabilities unless exempted by the Commander,
Naval Sea Systems Command . : TS L Lo

8. Nuclear Propulsion. As delineatéd,ingéﬁe‘NAVSEAL0$ jﬁiﬁ;ﬁion
Manual, the Deputy Commander for Nuclear Propulsion, NA ’A‘Qﬁgg_'

is responsible for all technical matters pertaining ti L _
 propulsion of U.S. Naval ships and craft. Nothing in his |
instruction detracts in any way from these responsibilities. -

Accordingly, NAVSEA 08 will be consulted in all matters relating
to or affecting the nuclear propulsion plant and associated
nuclear support facilities. : — B

i

9, A¢tioﬁ;

 a. _éilzaddfessees shall implement and adhere to.the command
policies’provided in this instruction. R
’ . - B - o . . I

- b ‘Civilian personnel will incorporéte'ggsigﬂ?dfagigés iﬁﬁd |
merit pay objectives. o IR MO

“c. All Shipyard Commanders and Supervisors of Shipbuilding,
Conversion and Repair are to notify NAVSEA within a period of 120 -
days regarding the approach being employed to implément the .=
policies and guidance set forth in this instruction.. . .

od )‘E?xq"““
CE P 3
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STATEMENT OF POLICIES FOR PERFORMANCE ‘OF :
NAVY SHIP OVERHAULS AND OTHER CNO. SCHEDULED SHIPYARD AVAILABILITES

1. Purgose. »It is the intent of the Naval Sea Systems Command

. (NAVSEA) that an environment be created that results in on-time,

quality overhauls in the public and private sectors. Accord-

"ingly, Shipyard Commanders and Supervisors of Shipbuilding, -

Conversion, and Repair (SUPSHIPs) must utilize every available
resource to control growth ‘maintain schedule adherence, and

ensure a coordinated, cohesive planning and production effort.
In the private sector, SUPSHIPs must also create a contracting

‘environment, consistent with NAVSEA's solicitation area policy,
- which incentivizes -the contractor to achieve the goals :

established for each overhaul. This document provides policies

.designed to foster the attainment of on-time quality overhauls.

2. Executive Summary of P011c1es.' The: following: 19 policy

statements represent an. executive summary of the critical comﬁand N
policy establlshed in this: document : v . .

a. Overhauls and other CNO scheduled ava11ab111t1e3 will be -
performed in accordance with technical standards issued by NAVSEA
and other" appllcable higher authorlty '

b.' The control of work quality in an ava11ab111ty must be

.batlsfactory to ensure the work is done correctly the first time.
'No actions will be taken- that would compromise technical
performance of the work. Technical requirements must be dlrected

at returning a ship to the fleet fully capable of performing its.

"mission. safely and reliably, until the next scheduled overhaul,

without resort to an unplanned industrial ava11ab111ty during the

. operating cycle.

c. The planning for CNO scheduled avallablllties, including
early identification and timely availability of all drawings,
Government Furnished Equipment (GFE) and Long Lead-Time Matexial.
(LLTM), and the execution of the availabilities must ensure
completlon within the establlshed time frame.,

d. The field commanders (Naval Shlpyard Commanders and
SUPSHIPs) are in charge of -ensuring that overhauls are planned
and executed on schedule.

e. F1e1d commanders will take full advantage of -all
permissible means to incentivize the overhaul process.

'f.A NAVSEA will control shipyard workload assignments to
assure workload is achievable as scheduled. Shipyards are

responsible and will be held accountable for workload planning

Enclosure (1)
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' Wthh reflects dlsc1p11ne that w111 achleve ava1lab111ty ,
completions within schedule durat1ons committed prior to start of

the: avallablllty

% g. NAVSLA s goal is to schedule and complete avallabillties
within the shortest time p0351b1e, no. greater than CNO's notlonal

~ durations.

.~ h. The field commanders w1ll analyze the pre-~ avallabillty
work package. and validate that it: . . _

(1) :1Is executable w1th avallable resources w1thin the
progected schedule. .

(2) Wlll ach1eve the goals of the overhaul
(3) Has reasonable reserves for,growth and new work.

i. F1e1d commanders should endeavor to have the availability
planned well enough so that the reserves for growth and new work.
addressed in paragraph 2.h.(3) need not be greater than 10
percent. This may require. 31gn1f1cantly better planning than is
being accompllshed today, but 1t w111 remain the goal

. j. Based on -an analy31s of the pre availablllty work -
package, the field commander will commit and cert1fy to COMNAVSEA
that the schedule goals will be met.

k. All overhaul plannlng w1ll be based on . the goal of hav1ng
procured and received all necessary hardware and software by.
-overhaul start. Exceptions to this goal can be made in the area
of software for test requirements which can not be reasonably
prepared leor to overhaul start .

1. NAVSEA will establlsh and maintain work monitoring
systems that display accurate, timely, and visible status and
prognosis data (with planned versus actual) on all major
"milestones of overhaul plannlng and execution.

" m. The field commanders will personally send regular
Situation Reports (SITREPs) to all concerned to verify that the
overhaul is proceeding in accordance with plan. Significant
- problems - of whatever or1g1n - will be reported 1mmediate1y with:

proposed solutlons : _

‘n. Each naval shlpyard w1ll conduct deficiency trend
analyses on all work to 1dent1fy and implement preventive
measures, _

EnCIosuré,(l)'
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0. The f1e1d commanders will conduct post overhaul
assessments to ‘capture and promulgate lessons learned, both good
and bad, and: fully ‘disseminate this information.

pP- 'More_current, proven state-of-the-art automation. and data
processing equipment, educational aids; and other productivity
improvement technologies will be fully exploited in a timely
manner to support field activities. Use of automatic data ‘
processing will be accomplished in a manner to assure individuals =
are still held accountable for their actions and that
documentation exists as to who is responsible for technical,
1nspect10n and fiscal actions talen. :

q. The follow1ng apply to SUPSHIP operations:

. (1) Conduct thorough pre- award surveys to ensure that
the proposed contractor can demonstrate that he is capable of
performing authorlzed work, Wth requisite quality,; on time.

(2) Requlre that the contractor perform on schedule.

(3) ‘Ensure that the contract changes or other work
authorizations to perform growth or emergent mandatory work are .
authorized expeditiously consistent with the Defense Acquisition
Regulation, .the scheduled overhaul completion date, and NAVSEA
direction as to" changes requ1ring approval or: concurrence of
" higher authority.

r.. The field commanders will be responsible for ensuring
that all logistic support, including all drawings, technical
manuals, allowance, and Planned Maintenance System (PMS)
documentation is available as needed for installation and check-

.out of systems and equlpment

v s. The field commanders will be responsible for ensuring
that Ship Selected Records (SSR) are fully updated in a timely
manner to reflect the current ship configuration at the time of

overhaul complet1on

3. Policy Statements The following policy statements are
organized into seven sections. :The first five sections address
policies of concern to both Shipyard Commanders and SUPSHIPs.
These five sections encompass general overhaul and modeérnization
policies,; long-range planning policies, work definition and '
‘specifjcations policies, work accomplishment policies, and '
policies concerned with post-overhaul analysis. - A sixth section-
-addresses policies peculiar to placement of overhauls by SUPSHIPs
with private shipyards, while a last section examines general
overhaul policies of spec1f1c concern to NAVSEA Headquarters

personnel

Enclosure (1)
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a. General Policies: The policies presented in the first
section of this document are of a broad nature - they apply to
actions throughout -the entire overhaul cye¢le, from the earliest
long-range planning tasks to the final post- -overhaul assessment.
Folicy subjects 1nclude Mission, Authorities, Personnel,
Tralnlng, Work Qual1ty, and Automated Data Proqessigg,(ADP)

Usage.:

(1) Mission

(a) An important ‘mission of the naval. shipyards and
SUPSHIPs is to.do. what is right for the Navy. This means that
Shipyard Commanders and SUPSHIPs will do everything possible to

. make each ship overhaul a. success, within the constraints of law

and regulation. ~They are expected to take the extra action
(i:.e., "go the extra mile") to ensure that the overhaul succeeds.

, (b)) The mission of the naval shipyards and SUPSHIP
offices includes successfully accomplishing all assigned -
overhauls on schedule, within agreed ~-to cost 1imits, and to the
requisite level of work quality. In this regard, quality of work
(i.e., the requirement to meet all technical requirements for the
work) is essential to assure the ships are returned to the fleet
. so-‘that they operate safely and rellably over the- subsequent

.operatlng cycle._

(2) Authorities

(a) .Shipyard Commanders and SUPSHIPs are COMNAVSEA
representatives and act with his full authority in all matters
: relevant to thelr assigned duties. : :

o (b) SUPSHIPS and Shipyard Commanders will receive a
fair share of the available officer talent and civilian celling
points. ) : . : Co

(c) Ship Logistics Managers, Sh1p Acqulsltion
»Program Managers, and NAVSEA 08 Program Managers will be- the
NAVSEA Headquarters primary p01nts of contact on all matters
under their cognizance. This requirement in no way precludea
dlrect contact by SUPSHIPs or Shipyard Commanders with NAVSEA 00,
NAVSEA 07, or other senior officials when the circumstances .

warrant.

’ (d) . NAVSEA 02 is the primary point of contact for
all field and headquarters contracting matters, including
Procurement Contracting Officer (PCO) development of the
preliminary solicitation area recommendation to NAVSEA 07,
-release of information germane to the contracting process, and
maintenance of business relatlonshlps with Master Ship Repair

(MSR) contractors

Eﬁclosure (1)
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_ w , (e) NAVSEA 07 is the NAVSEA Headquarters primary
point of contact on all matters relevant to the management of the
shipyards .and SUPSHIPs. 'Additionally, NAVSEA 07 will act as the
field commanders' advocate in headquarters as they carry out the
intent of the pollcy set torth in this 1nstruct10n. ‘

_ (f) NAVSEA 08 is the point of contact- for all
matters pertaining to reactor plant work.

: e (g) Currently denied or c1rcumscr1bed authorlty
: requested ‘by a SUPSHIP or a’ Shipyard Commander, which is o
certified by him to be important to enhancing the ship's overhaul

process, will be considered for delegation to him provided :

. COMNAVSEA has discretionary authority to do so. When the

requested change exceeds. COMNAVSEA's authority, action will be
initiated to ‘obtain the necessary authority. The objective' 'is to

o press for changes in law or.other constraints that adversely

impact the sh1p overhaul process
5(3) Personnel

(a) Effective working relations must be established
"and maintained among all partic1pants in the ship overhaul
process. We must maintain in our personnel in the naval
shipyards, "SUPSHIPs, and Ship's Force, a positive and
constructive attitude toward sh1p overhauls and the management of

overhaul . work

. (b) Personnel at all levels w1ll be held fully
accountable for their performance. Exceptional performance will
be rewarded and there will be penaltles assessed for substandard

fperformance.

(4) vTrainingv

’ _ (a) All SUPSHIP and naval shipyard managers will be
trained for ‘the positions they hold. The state of readiness and
training of naval shipyards and SUPSHIP personnel will be
regularly examined and evaluated in detail by knowledgeable
NAVSEA personnel

- (b)) Training programs will employ quality training
materials based on modern educational theory and methods. The
materials will be presented by instructors knowledgeable in the
functions addressed by these programs.

_ (5) WOrk Quallty "Quality of work is not a management

“variable. It is to be attained by including quality requirements
.~ in SUPSHIP overhaul contracts with private shipyards and in naval
" shipyard job work documents.
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(6) ADP Usage. The power of automatic data processing
and word processing equipment to aid in accomplishing effective,
economic on-time overhauls will be fully exploited by SUPSHIPs
and Shipyard Commanders. In exploiting this equipment,
individual accountability for dCLlOHS and documentation of who .is

‘responsible w111 be malntalned

b. Lonngaqgg Plann1ng,Pol1cles. ~This group of policies -
discusses a number of issues that arise as long-range planning
for a ship overhaul beglns Subjects include Analysis of
Overhaul Characteristics, Adequacy of Resources and Facilities,
-Workloadlng, Des1gn Considerations, and Pre-Overhaul Agregmag;s.

(1) Analy51s of Overhaul Characteristics. The size and
nature of the anticipated ship work package will be compared with
the. hlstorlcal data from previous overhauls to determine manpower
requirements, facility constraints, and the scope of planning
efforts that will be requlred. ,

(2) - Adequacy of Resources and Facilities. The overhaul
requlrements established by the analyses of overhaul
‘characteristics will be compared to the shipyard's manpower and
.facilities to assess whether or not, given its existing
commitments, the shipyard can support the assigned availability
within the established schedule, cost, and quality constraints.

(3) WOrkloadlng - Naval shipyards will be workloaded by
NAVSEA at 100 percent of capacity Lo perform ship work and
assigned non-ship work. Temporary hlres, where appropriate, and
internal manpower management will be used to cope with trade.
imbalancés and the inevitable work peaks and wvalleys. Overtime

will be used only as a last resort.

) (4) Design Considerations. Good design work is the
" centerpiece of our overhaul business. Poor quality technical
work documents (e.g., drawings, installation procedures, test
requirements) cannot and will not be tolerated. Inadequate
technical work documents will be traced back to the source to-
ensure the error. 1s not made again.

(5) Pre- Overhaul Agreecments. Shipyard Commanders and
SUPSHIPs will monitor the overhaul planning process until a pre-
overhaul agreement is signed with the Type Commander (TYCOM) that
déscribes the overhaul in manpower, cost, quality, and schedule '
' duratlon, w1th explicit reservatlons for growth and new work

/r,ci WOrk Deflnltlon and Spec1f1cat10n Policies. This group
of policies. discusses issues concerned with work definition and-
speC1f1catlon development. Subjects include Work Priorities,

o Specifications, Pre-Overhaul Test & Inspection (POT&l) Usage,

Workload Forecast (WLF) Estimates, Validation of the Work

Enolosure~(1)'
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Package, Qual1ty of WOrk Deflnltlon Growth and New Work and

Work Document Availability.

(1) . wOrk*Priorities. SURSHIPS and Shipyard Commanders

‘will regularly perform an analysis of their assigned work. tasks
- versus--available-resources.—Recommendations for disposition

the tasks exceeding avallable resources will be submltted to SEA

- 07 for action.

(2) - Specifications. The SpeC1f1cations for -ship repair'
work will normally ‘ensure that the ship equipment ‘or gsystem :
involved is restored- to ‘the original performance proflle

" Upgrading to an enhanced performance profile normally W111 be the
-subJect of an approprlate Ship Alteratlon (SHIPALT) s

(3) POT&L Usage The . purpose of the POT&IL is to provide

Ca report that is beneficial in determining the work required to’

ensure the ship will operate reliably during the next operating
cycle. 1In the longer term, the goal is to reduce the reliance on
POT&Is for work definition by the -use of work: monltOting,
englneerlng analyses, and directed repalr.

_(4) Workload Forecasting ' Estimates. Adequately planned -

‘workforce manday estimates, including the SHIPALT portion of the
‘work package, will be developed at the trade level and integrated

with the total shipyard workload and workforce projections to :

" -determine -the ability of the shipyard to- commit to accomp11shing

its total planned ‘workload on schedule.

(5) Valldatlon of the Work Package-

(a) _Shipyard Commanders and SUPSHIPs will make a ,
pre-overhaul work package analysis following the Work Definition
Conference (WDC), to validate that the overhaul: (1) can be
executed within the schedule; (2) will achieve the desired
overhaul results; and (3) includes rational reserves for growth
and new work: - A pre-overhaul report will be made by Shipyard

. Commanders and SUPSHIPs to COMNAVSEA, certifying their readiness

to start and accomplish the overhaul to the requisite level of

'quality, on schedule. Appropriate overhaul parameters, including

total direct labor mandays and. reserves for growth and new woirk ,
w111 be- reported with thls cert1f1cat10nr

(b) Shipyard Commanders and SUPSHIPs will as part
of their work val1dat10n ‘tasks, obtain a written statement from
TYCOM that indicates hls_agreement with the work package and the
schedule duration.. 'This statement will incorporate expliedit
reservations for growth and new work. :

(6) "Quality of Work Definition. Work documents will be

" of such quality that shipyard waterfront personnel will have a
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clear, unambiguous understanding of the Work tasks required of -
them and how they should. proceed to accomplish  their work. Work
documents will be complete in every respect and will include or
reference ‘all appropriate drawings, manuals, repair standards,

and tests.

- {7) Growth and New Work. Field commanders should

- endeavor to have the availability planned well enough so' that the
~reserves for growth and new work need not be greater than 10
.percent. This may require significantly better planning than is
being ‘accomplished today, but it will remain the goal. It isimot
intended that the 10 percent growth goal in any way be used to
limit or effect any decision to accomplish necessary work during
anoverhaul. The sole purpose of the 10 percent growth goal is
to provide a clear unequivocal statement to guide the improvement

of the overhaul planning process.

" (8) Work Document Availability. ‘Naval shipyards will
ensure that, prior to overhaul start, all necessary work
documents are either 1ssued or are 1dent1f1ed and scheduled for

_1ssue ‘when needed.

A d. Work Accomplishment P011c1es. The following policies are
devoted to an examination of the work actually undertaken dyring
_the. overhaul. Subjects include Asset Availability at Overhdaul
StarL, Schedule Performance, Quality of Work Accomplishmeg_,

Work Monitoring Systems, Work Process Review, Cost Control, and

Deficiency: Trend Analyses

'(l) Asset Availability at‘Overhaul Start

- (a) To the maximum extent p0351b1e, all of the
'materidi and funding considered necessary by the field commander
to execute a ship overhaul will be available to the shipyard or
'SUPSHIP at the start of the overhaul. - In the case of mnaval
shipyards, this requirement encompasses all hardware, overhail
materials, tools, and money, -including an allowance for planned
growth and emergent mandatory new work : .

: '(b); WOrk package changes after the start of the
overhaul, other than planned growth and emergent mandatory new
work’ W1th1n pre -overhaul agreements, will require the approval of
the SUPSHIP or the Shipyard Commander.

(2). . Schedule Performance. This instruction estahlishes
and reaffirms policies that should improve shipyard performance
and- thereby reduce the 1ength of overhauls. The goal is to.
return ships to the fleet in the shortest possible time.
Accordingly, shipyards should establish overhaul schedules that
are both challenging and achieveable. Shipyard workload planning
w1ll reflect schedule discipline that achieves overhaul
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COleetlonS w1th1n scheduled duratlon committed prior to start of
availability.: ‘Senior officers and civilians are responsible for
and will be held accountable for completing overhauls within

‘these- schedules

(3) Qpality of WOrk Accomplishment. Repair and -
alteration work will be performed correctly the first time in
accordance with all applicable NAVSEA and other higher: authority
requirements. - For naval shipyards, an.aggressive quallty control

- program in accordance with quality control- manuals, N AVSEA
- 0989-062-4000 (nuclear) and NAVSEA . 0900 LP 083 1000 '
(non- nuclear), will be followed

(4) Work Monitorlng Systems v R ETICIE L AJ.ﬁ

: : (a) SUPSHIPs and Shipyard Commanders will establish
and maintain work monitoring systems that produce ‘accurate ;-
timely, and visible status and prognosis data on all substantive
aspects of the ship overhaul planning and. execution cycle. These
systems will display planned versus actual information. Reported
actual -information will be of untarnished accuracy. and w111 be

'traceable to an accountable 1nd1v1dua1

(b) Regular wrltten SITREPS in accordance with

 NAVSEA -07 direction will be provided by all SUPSHIPs and Shipyard
~ Commanders to NAVSEA Headquarters and to the TYCOM and Fleet
- Commanders. - These SITREPS will be accurate, timely, tough

minded, and professional in tome, and will address all

_significant problems. that are not being rapidly and successfully
resolved, along with their proposed solutions. A summary of the
‘“‘status of committed and uncommitted plannéd reserves for growth-

and new work will also be provided in the'SITREPS,/together with. .« -
the predicted end cost of the overhaul. These SITREPS will be

~ the primary source ‘of official information for NAVSEA regarding

overhaul progress. These SITREPS do not substitute for reports

: currently requlred by NAVSEA 08 directiVes for reactor plant

work.

(5)  Work Process Reviews"

(a) Naval shlpyard work process reviews will be

,established to methodically and regularly appraise in depth each

yard's capability to perform high quality work by approved
methods. Facility tooling, processes, supervision, mechanics,
training, troubleshooting, engineering, and so forth will all be

rev1ewed in- depth

(b) A follow ~up procedure W111 be designed to

Aformally examine each instance of unsatisfactory work.
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v , (6)  Cost Controls. Naval shipyards will control costs
~via prudent management. SHIPALT and repair work packages will be
fixed priced at -the 50 percent of the overhaul completion
schedule in’ accordance w1th current NAVSEA instructlons

(7)) Trend and Fallure Analyses

_ (a) A dlscrepant condition requiring rework will be'
" documented by a deficiency report. Deficiency reports will be
~.evaluated to detect adverse trends and these evaluations will be
used to identify. and implement preventlve actions for cause of
the discrepant condltlons

(b) Failure analy51s teams will be established to
perform a v1gorous ‘follow- -up on each major non-nuclear failure.

e. Post- Overhaul Policies. The policies presented below

B dlscuss issues related to post-overhaul problems. They include

j-APost Overhaul Assessments, Guarantees, and Departure Reports.

. (l) Post Overhaul ‘Assessments. Post- overhaul
assessments will be conducted by both SUPSHIPs. and Shipyard
Commanders to capture and promulgate lessons learned. These
assessments will ‘include an examination of all aspects of the
overhaul process, including the things that went right, as well
as- the things that went wrong. These assessment reports should
not duplicate overhaul and refueling reports for reactor plant .
~work currently requlred by NAVSEA 08 directives. -

- (2):-Guarantees

(a) Work accomplished during the overhaul will be
gurnuteed for 90 days after completion (or as required under the
terms of the contract in the private sector). The shipyard will
be responsible for correction of deficiencies during this period.

(b) A Guarantee Engineer will be assigned to each .
scheduled availability for the entire guarantee period. He will

" facilitate the prompt resolution of guarantee work and will go teo

"sea with the ship, as necessary, to properly dlscharge his
' respon51b111tles

: (¢) A report will be written by the Shlpyard
Commander or SUPSHIP within 30 days of completing the guarantee
period. The report will appraise the delivered quality of the

. ship overhaul work, the equipment mortality experienced during .
the guarantee period, and any outstanding quality problems. This
~report will be forwarded to COMNAVSEA via TYCOM with copies to
‘the Commanding Officer (CO) of the ship and the Squadron
Commander with request for prompt comments. A significant lack
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of agfeémént-with the report by the TYCOM ‘will be resolved by
COMNAVSEA. . _ - o

(3) Departure Reports. A Departure Report will be
prepared upon the completion of each overhaul to provide fimal
"work status and return cost data. A specific element of this
report will focus on growth and new work, including its. :
disruptive effects on time and cost. '

_f. SUPSHIP Policies. Many of the policies just presented
addrcss both naval shipyard and SUPSHIP operations during the
overhaul cycle. This section addresses policies peculiar to-
SUPSHIP operations, and includes General SUPSHIP Policies and
Planning and_Work Execution Policies. S S e

(1) * General SUPSHIP Policies -

, , (a) The contract type used for private sector ship -
overhauls will be determined by the cognizant SUPSHIP, or NAVSEA
02 in the case of Headquarters contracts, and will be that
contract ‘type most suitable for the specific ship overhaul in
question. For nuclear powered ships, this determination will be
made in consonance with NAVSEA 08. T BRI (

(b) All actions required by Navy personnel in
support of a contract for a ship overhaul will be accomplished in
a timely manner. 7 ' :

2) Planning and Execution Policies

; (a) SUPSHIPS will perform thorough pre-award surveys
to ascertain if the proposed shipyard is capable of accomplishing
the availability to requisite quality, on schedule without cross-
contract impact on any other contract for Navy work which the
contractor holds. Awards will not be made to a shipyard with a
questionable ability to succeed. : '

| (b) Methods will be developed by COMNAVSEA and the
SUPSHIP to require the shipyards to perform on schedule.

_ (c) Contract changes or other work authorizations to
perform growth or emergent new work will be authorized . :
expeditiously consistent with (1) Defense Acquisition Regulation
policy to negotiate the price, unless to do so is patently
impractical; (2) maintaining the current ship overhaul completion
date; and (3) NAVSEA direction as to changes requiring appproval

or concurrence of higher authority.

g. Headquarters Policies. Many of the policies discussed i
above have direct applicability to NAVSEA Headquarters personnel.
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The fOIIOW1ng NAVSEA general pollcles underpln the responsl-‘
b111t1es of - these 1nd1v1duals. , . .

(l) NAVSEA is responslble for directing naval shlpyards
and- SUPSHIPs in implementing the policies herein and in all other
actions involving the performance of ship overhaul and mainte-
nance work. Accordingly, NAVSEA Headquarters personnel will
bring thelr resources to bear to aggressively pursue problems as
they develop in the field. : , :

Ed

v (2) NAVSEA.W111 ‘ensure that technical requlrements
-Vlssued for work by shipyards will result in ships being returmned
to the fleet tully capable of performing their missions safely
. and .reliably until the next scheduled overhauls without resort to
‘unplanned industrial avallablllty during their operating cycle

(3) NAVSEA in consonance with higher authority, w111
.. direct an extensive effort to eliminate inequities in shipyard
personnel practices brought about by the complexity and r1g1d1ty
of the Federal Personnel System. The aim will be to untie the -
harids of Shlpyard Commanders and SUPSHIPs.

) (4) Actions by NAVSEA Headquarters on fleld act1v1ty
requests w111 be timely and respons1ve.

C (5) Performanee, compliance with NAVSEA policy and
f'dL:ectlves, and the state of readiness and training of naval
"shipyard and SUPSHIP personnel will be periodically examined and
evaluated’ in detail by knowledgeable NAVSEA personnel

- (6) NAVSEA Headquarters will dlrect an aggre551ve effort
W1th higher authority to ensure that civilian ceiling points
as51gned to naval. shlpyards and . SUPSHIPs are sufficient for the
“missions assigned to. these activities. This will include both
‘total personnel ceiling points and h1gh grade ceillngs.

. (7) NAVSEA Headquarters will direct a program within the
Engineering Duty Officer community to ensure that sufficient '
qualified officers are assigned to officer billets at naval
shlpyards and SUPSHIPs. This program will include lengthening
tours of duty so that officers will stay in the same job long
enough to learn the job and provide positive contributions tp the
activity. The program will also include developing "experts" in
ship overhaul matters. The philosophy of short tour rotation: of
officers through all types of billets has been abandoned as

»unsatlsfactory . N

(8) NAVSEA will give priority to improving contracting
procedures for private.sector ship overhauls. ,
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