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Ser N43/1755

                                                                                                       24 NOV 1998

From:  Commander, Naval Surface Force, U.S. Atlantic Fleet

Subj:    "BEST PRACTICE" - IDENTIFICATION, QUALIFICATION AND ROLE OF 

             SHIP SYSTEMS EXPERTS (SSEs) IN INDUSTRIAL AVAILABILITY

             MANAGEMENT

Ref:      (a) CINCLANTFLT/CINCPACFLTINST 4790.3 - Joint Fleet Maintenance 

                   Manual

             (b) OPNAVINST 3120.32 - Standard Organization and Regulations of the

                   U.S. Navy

Encl:    (1) "BEST PRACTICE" - IDENTIFICATION, QUALIFICATION AND ROLE 

                  OF SYSTEM EXPERTS (SSEs) IN INDUSTRIAL AVAILABILITY 

                  MANAGEMENT

1.  Commanding Officers are required by Volume II, paragraph 3.t.3.f of reference (a) to assign ship system experts to assist in monitoring industrial availability work.

2.  This "Best Practice", enclosure (1), was developed by the COMNAVSURFLANT Staff to enhance the ship's ability to identify and select ship's force personnel to perform this function.  This "Best Practice" also provides a plan to train, qualify, certify, and employ these Ship System Experts (SSEs).  Formalizing these processes adds effectiveness and credence to the long established practice of using key ship's force personnel to guard your interests during an availability.

3.  It is not intended that this "Best Practice" be imposed on a ship.  Rather, it is provided as an established means to satisfy the requirement of reference (a).  It incorporates lessons learned from those who have successfully conducted many industrial availabilities.  This "Best Practice" should be of use to you in developing your SSE team, and for the effective support of your maintenance goals and objectives.

/s/

D.D Dew

Assistant Chief of Staff

(Material)

Distribution:  COMNAVSURFLANTINST 5216

26T1, 26Z1, 28B, 28D1, 29A1, 29E, 29F1, 29AA1, 30B, 30C, 31A1, 31G1, 31H1, 31I1, 31N1, 32C1, 32H1, 32N1, 32X1

Subj:  "BEST PRACTICE" - IDENTIFICATION, QUALIFICATION AND ROLE OF 

           SHIP SYSTEM EXPERTS (SSEs) IN INDUSTRIAL AVAILABILITY 

           MANAGEMENT

Ref:    (a) CINCLANTFLT/CINCPACFLTINST 4790.3 - Joint Fleet Maintenance                        

                Manual

           (b) OPNAVINST 3120.32 - Standard Organization and Regulations of the

                 U.S. Navy

1.  Purpose.  To promulgate a "Best Practice" for accomplishing the ship's force monitoring of industrial work performed for their ship by an outside activity.

2.  Responsibilities.
     a.  Commanding Officers (CO) are tasked with the ultimate responsibility for all work performed by their ship.  The ship's force must ensure that industrial work performed on systems and equipment meets the needs of the ship.  The work must be completed per the authorized job order and overall schedule, with work problems brought to the attention of the appropriate member of the ship's organization  to be directed to the cognizant Naval Supervisory Activity (NSA) (SUPSHIPs or Naval Shipyard) for action.

    b. Reference (a) further defines the CO's responsibilities including:

        (1) Designation as the TYCOM representative for monitoring work progress and quality.

        (2) Assigning a ship's Availability Coordinator.

        (3) Assigning ship system experts, capable of monitoring work within their area of expertise.

    c.  The CO should designate personnel from the ship's force as Ship System Experts (SSEs) to oversee industrial work.  Among the command's responsibilities delineated in reference (a), the following can best be met through effective use of SSEs.

        (1) Assist reference (a) Ship Selected Record (SSR) Coordinator.

        (2) Support tagout program.

        (3) Monitor the quality of the industrial activity's performance.

        (4) Support industrial activity test programs and witness equipment testing.

        (5) Integrate ship's force work into the industrial activity's schedule.

        (6) Support the Key Event schedule.

        (7) Perform site visits to monitor contractor's equipment refurbishment.

        (8) Ensure Light-off Assessment preparations progress on schedule.

        (9) Attend weekly meetings.

        (10) Ensure that equipment returned to the ship as passed required shop tests.

        (11) Track drydock related work items to ensure support of undocking schedule.

3.  Ship System Experts (SSEs).

    a.  Definition. SSEs are members of ship's force who are selected by the command for their specific equipment or system expertise and who are capable of effectively monitoring industrial activity.

    b. Authority and Responsibility.  SSEs represent the Commanding Officer and should be given the authority and responsibility to monitor, evaluate and accept assigned industrial work.

    c.  Relationship with the Naval Supervisory Activity (SUPSHIP or Naval Shipyard). SSE's relationship and responsibility to compliment the NSA process will be delineated per reference (a) MOA executed prior to arrival.

4.  "Best Practice" for Identifying Ship System Experts.
    a.  Selection.  It is recognized that Commanding Officers must select their SSEs from the personnel assigned.  Past performance, training, leave, expected rotation, and a host of other factors affect that decision.  Selection ultimately represents the Commanding Officer's assessment of an individual as the "right choice."  The following characteristics suggest the optimum choice of an SSE for most assignments.

    b. Characteristics of a successful SSE.  A typical SSE candidate might be a Division Leading Chief Petty Officer, Leading Petty Officer, Work Center Supervisor, or Maintenance Petty Officer with:

        (1) Training:

· Where applicable, the individual has a specific Navy Enlisted Code (NEC) 

for the equipment or system to be worked.  Combined with personal observation of the individual, this is the most assured technical qualification that a CO can use.

· The individual has a Battle Force Intermediate Maintenance Activity 

(BFIMA) NEC.  From a practical point of view, it will be some time before a significant number of these individuals are available.

· The individual has completed relevant in-rate training and qualified on a 

watch station related to the equipment or system.

        (2) Experience:

· The individual has relevant previous experience.  Specific ship experience at 

An IMA is particularly noteworthy.  Maintenance related positions are generally more desirable that strictly operations billets.  Where Ship Alterations (SHIPALTs) are involved, a previous tour on a ship with the updated configuration may be important.

· The individual has relevant current ship experience and is recommended by 

the chain of command.

        (3) Continuity of Assignment:

· Presence from the planning phase through the end of availability and ship's 

first at-sea periods is optimal.

· One individual may be assigned during the production period, with another 

designated for turnover at the beginning of the testing phase.

· Turnover just after the post-production training is acceptable, but for SHIPALT's , the individual assigned during testing should follow through the first at-sea periods.

5.  "Best Practice for the Qualification of Ship System Experts.  Once the SSEs have been identified, they need to be further qualified to ensure success.

    a.  Quality Assurance:  Background as either a qualified Quality Assurance Inspector or Supervisor per  Volume V, reference (a) may be beneficial.  However, the Ship's QA 

process, (reference (a) Volume V) differs in format from the NSA QA process.  Ship's Force QA Program, Inspector and Supervisor responsibilities are different and distinct from SSE responsibilities.

    b.  Knowledge.  SSEs must have the following knowledge of the work package for the system assigned:

        (1) Specific work to be performed. This includes having read the job order and any changes, and all references, including relevant drawings, sketches and other material.  In the case of SHIPALTs, this includes the SHIPALT Record and other descriptive material.

        (2) Where availability analyses have been prepared by the ship's planning yard, those should be made available to the SSE to get a better "sense" of the availability and to obtain any specific information relating to the assigned work items.

        (3) Technical requirements of the work to be performed and the methods to be used, in sufficient detail to be able to evaluate work completion.

        (4) Schedule for the work and any related work, including the interaction of those schedules so that the impact of any change can be properly evaluated.

        (5) Logistics support products to be provided.

    c.  SSE Training.  SSEs should receive the following training from the Naval Supervisory Authority (NSA) or executing activity as appropriate:

        (1) General Training

· The processes and procedures used in daily business relative to the 

Availability.

· How to read a Job Order, Work Specifications, and Standard Items.

· A review of the authorized work package by job and an analysis of the 

overall schedule.

· Where to go for help if the job order is incorrect or not understood.

· Safety and OSHA rules and regulations.

        (2) Special Training

              (a) Contract Administration basics to include:

· Contract Clauses and Order of Precedence

· Delay and Disruption, and Other Claim Scenarios.

· How to deal with situations where work is not going as expected.

· Individual liability for Constructive Changes.

                (b) Identification of the Contractor's personnel and pertinent processes and procedures, their proposed schedule and Technical Proposal Information.

                 (c) A briefing by any Alteration Installation Team (AIT) organization that will be performing related work on board during the availability.  This is a prerequisite to the start of AIT work.

        (3) Shipboard Indoctrination.

· A thorough understanding of the ship's availability management organization 

and its relationship to the regular chain of command.

· Definition of the ship's force work and an analysis by the Availability

Coordinator of the total work to be accomplished during the availability.

    d. Verification of Qualification.  It is not enough to provide the training and indoctrination detailed above.  The understanding and knowledge of each prospective SSE must be tested to ensure an understanding of the material provided to them.  This provides a valuable crosscheck of the understanding of the work.

        (1) Each prospective SSE should be assigned to one or more other technical specialists to verify the SSE's understanding of the requirements of the work package.  Where the work is in the SSE's work center it is important that the most knowledgeable individuals review these issues.  Such a review will not only help ensure that the work is completed, but that the work center personnel are prepared to provide any support that is needed.

        (2) The Availability Coordinator should review the prospective SSE's understanding of the mechanics of working with the industrial activity, the NSA, and the ship's organization.  The SSE should display a thorough knowledge of both the administrative and functional processes associated with a job.  This review should highlight any potential interface problems with assigned work items and other ongoing work.

        (3) Commanding Officers are encouraged to participate in SSE qualification reviews.  The CO's active and visible participation in the process is an important factor.  Doing so will demonstrate an essential interest in the availability and further prepare the SSEs for dealing with others outside their normal chain of command.

6.  Certification of Qualification and Authority of a Ship Systems Expert.  Once qualification is verified, an SSE should be formally certified.  The goal is to provide a visible means for others to recognize and accept the SSE as the command's representative to monitor and evaluate assigned work item progress, and ultimately to sign for ship's force acceptance of completed work.  The certification may include:

    a. A service record entry to record the training and qualifications attained and the authority granted.

    b. Publication of duly authorized lists of work items and their assigned SSEs.

    c. Individual cards signed by the Commanding Officer identifying an SSE and assigned work items.

7.  Duties.  The following are examples of the specific duties through which the SSE can help attain the ship's maintenance goals.

    a. Monitor individual Work Item progress.  SSEs should closely monitor the progress of work for each work item assigned.  They will have a unique insight into the requirements for final alignment, grooming, and adjustments to equipment after its return to the ship.  Shipyards, IMAs and AITs may have a tendency to "over progress" a job by not assigning sufficient weight to the man-hours needed for final stages of work.

    b. Observe all Quality Check Points & Tests.  The SSEs' specific system experience can be invaluable in judging the acceptability of repair work.  Work item Check Points and equipment level and system level tests represent ideal opportunities for this critical oversight.  As a goal, SSEs should observe them all.

    c. Maintain shipyard conformance to Standard Items.  NAVSEA Standard Items provide a series of specific work standards and procedures by which both private and public shipyards accomplish work.  Understanding the requirements of these specifications is critical to ensuring acceptable work practices.  The special training SSEs receive in Standard Items arms them with the knowledge to maintain those standards on your behalf.

    d. Visit off-site work shops.  Neither depot nor intermediate repair activities should be viewed as a "black hole" into which your equipment disappears for repairs.  The SSEs' regular periodic visits to shop facilities to witness work progress first hand will provide detailed insight into the progress and technical correctness of equipment repairs.

    e. Submit progress reports to Availability Coordinator, Division Officer and Department Head.  By necessity, SSEs will become "dual hatted" in reporting to both the Availability Coordinator's chain and within the parent division and department.  Ensure the responsibility for using those lines of communication is clearly defined.

    f.  Co-sign with the NSA representative for job acceptance.  Upon written designation, the SSE becomes the CO's agent for ship's force acceptance of completed work.  Final acceptance of completed work is a NSA contractual responsibility.

8.  Establishing an Effective Process to Maximize the Performance of Ship System Experts.  In the final analysis, the SSE is the ship's pair of trained eyes on the scene that will approve what is going on and report when things need further attention.  Ensure that the personnel you have taken the time to train are the ones "on the scene", that they feel truly responsible for their assigned work items and that they are assured of overall command support.  Other essential considerations:

    a. A job may go poorly even though the SSE has done everything in his or her power to keep it on track.  Be prepared to recognize the SSE's limitations and reinforce the command's support when appropriate.

    b. Selection of the right Availability Coordinator and that individual's relationship with the SSEs are key elements.  The Availability Coordinator should have as broad an industrial repair and maintenance background as possible.

    c. Ensue that the SSE's lines of communication are clear and unencumbered.  Not only must the Availability Coordinator know a job's status, but the cognizant department head and chain of command must know also.  Periodically sample the information available at various levels to ensure good communication.

    d. Clearly define those "regular" duties which you expect SSEs to perform and resolve any "overload" issues.

    e. Develop a standard format for reporting work status on a regular basis which all of your SSEs understand.

    f. Varied computer based management systems and schedule programs will be encountered at different contractors' facilities and in the Naval Shipyards.  Ensure that all responsible personnel know the basic parameters of each so that they understand the reports the systems generate.

