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NAVSEA | NSTRUCTI ON 4855. 34
From Commander, Naval Sea Systens Conmand
Subj : Qualification and Authorization of New Activities to
Per f or m SUBSAFE Wrk, Procedures for
Ref : (a) NAVSEA 0924-062-0010 Rev C, Submarine Safety

( SUBSAFE) Requirenents Manua
(b) NAVSEANOTE 5000, Identification of Activities
Aut hori zed to Perform SUBSAFE Wbr k

Encl : (1) Qualification Phases

1. Purpose. To establish policy, nethodol ogy, and process for
eval uation, qualification, and authorization of new activities
to perform SUBSAFE work in conpliance with SUBSAFE Program
requirenents.

2. Background. The submarine mai ntenance environnment has
changed significantly over the |ast several years with the

i nactivation of submarine tenders and regional consolidation of
mai nt enance activities. These changes require the submarine
force to teamw th heretofore non-submari ne mai nt enance
providers to neet the fleet maintenance needs. In addition,
private vendors are utilized for certain categories of

mai nt enance. Organi zations that have not previously perfornmed
SUBSAFE work require evaluation of their capabilities to ensure
they can successfully neet reference (a) requirenents.

a. Reference (a) requires activities perform ng SUBSAFE
work to formally control and certify that work. This process is
required to ensure that the submarine can operate safely and
retain its authorization for Unrestricted Qperations (URO).
Activities authorized to performand certify SUBSAFE work have
the responsibility to devel op and i npl enent necessary policies,
procedures and practices to neet the SUBSAFE requirenents of
reference (a).

b. Reference (b) identifies activities authorized to
perform SUBSAFE work. Wth the increase in the nunber of new
activities requesting authorization to perform SUBSAFE wor Kk,
there is a need to ensure that a consistent policy and standard
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is applied to these activities and that it is well defined and
docunent ed.

3. Qualification. The decision to qualify and authorize a new
activity to performand certify SUBSAFE work shoul d be based on
a detailed anal ysis of maintenance requirenments. This analysis
shoul d:

a. ldentify and validate a submarine workl oad to workforce
i mbal ance within a region.

b. ldentify an activity suitable for eval uation.

c. Ensure commtnent and resources fromthe sponsor to
support new activity qualification and mai nt enance of
qualification.

d. The process of achieving qualification nust be formal,
di sciplined, and tailored to the nature of the SUBSAFE work to be
performed by the activity. The candidate activity, with the
sponsoring activity (Type Conmmanders, NAVSEA commands/ activities),
must develop a witten plan of action to achieve qualification.
This plan shall include real work and/or projects that can
successfully denonstrate the desired core capabilities and the
associ ated skill elenents.

4. Sponsor Requirenents. The sponsor shall provide clear

gui dance and coordi nate actions for inplenmenting the
qgualification phases. As a mninum the sponsor will develop a
qualification plan simlar to that as outlined in paragraph 6
below. In conjunction with the activity seeking qualification,
the sponsor wll:

a. Define the activity/sponsor functions and
responsibilities during and after the qualification process.
Encl osure (1) provides the basic qualification phases;

b. ldentify the activity personnel skills, capability, and
training requirenents;

c. Schedule periodic assist visits to nonitor progress and
eval uate capabilities and capacities, using standard witten
audit guides. Witten guides ensure both the activity and
sponsor can objectively and consistently assess the capability
and capacity to perform SUBSAFE wor k;
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d. Develop a plan to establish proficiency, by exposing the
activity to SUBSAFE work with a closely nonitored surveillance
program The plan can al so include denonstration of the required
skill elenments by performance of simlar work that is not
SUBSAFE or by projects/ nock-ups;

e. Provide trade skill and | evel of know edge expectations
to this activity;

f. Ilssue a Letter of Qualification (wth concurrence of
NAVSEA 92Q Subnarine Safety and Quality Assurance Division).

5. NAVSEA 92Q Support. NAVSEA 92Q will provi de gui dance and
oversight during the qualification process. In conjunction with
this oversight, NAVSEA 92Q wi |l | :

a. Assist the sponsor with the devel opnent of the witten
audi t gui des;

b. Participate in assist visits during the qualification
process;

c. Participate in the sponsor qualification audit;

d. After concurrence with the Letter of Qualification from
t he sponsor, include the new activity in the reference (b) |ist
of activities qualified to perform SUBSAFE wor k;

e. During NAVSEA SUBSAFE Functional Audits, NAVSEA 92Q wi ||
assess the sponsor’s process for ensuring sponsor-qualified
activity conpliance with SUBSAFE Programrequirenents. In
addi tion, NAVSEA reserves the right to participate in sponsor
audits of qualified activities used to sustain their SUBSAFE
qualification.

6. Qualification Plan. A basic qualification plan that can be
used as a foundation for a detail ed POA&M shoul d consi st of the
followi ng attributes:

a. Project Definition and Scope

(1) Certification projects (or real work) wll be
sel ected that support the desired core capabilities and skil
el ements. For each of the required certification projects the
candidate activity will distill each project into its critical
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skill elements. During the program assessnent phase the
qualifying activity will present, to the sponsor, the critical
skill elements for each project and define how the attributes of
each skill element wll be denonstrated.

(2) Required Certification Projects: These vary
dependi ng on the nature of the SUBSAFE work to be perforned by
the activity.

(a) HY-80 weld

(b) P-1 pipe weld

(c) Seawater ball valve repair

(d) Periscope pull and reinstallation

(e) Rebuild of periscope dashpots

(f) Electrical Hull Fitting renoval and
reinstallation

(g) Seawater punp repair

(h) RISIC rebuild

(i) Hydraulic valve actuator repair

(j) Stern Planes Ram packi ng repl acenent

(k) R-114 Head renoval /reinstallation

(I') Silver braze of SUBSAFE j oi nt

(m Manufacture and Certify Level | conponent

b. Progress Assessnent Phase (assist visit). Reviewthe

standard QA Prograns that will be required for SUBSAFE
certification. These may vary depending on the current quality
st andards which apply and on the nature of the SUBSAFE work to
be perfornmed by the activity. Formalize the project
certification nethods and skill el enment denonstration for each

project to ensure that all required and applicabl e skil
el enrents are adequately addressed, e.g.:
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(1) Quality Assurance Training Program

(2) Brazer/ Wl der Training, Qualification and
Proficiency Program

(3) Geanliness Control Training And Qualification
Pr ogr am

(4) Quality Craftsman Qualification Program
(5) Material Control Program

(6) QA Audit and Surveillance Program

(7) QA Records and Record Retention Program

c. Activity Provisional Qualification Phase — (sponsor
Visit)

(1) Assess the QA Progranms designated in the Assessnent
Phase. |If prograns are satisfactory, qualify themfor use.

(2) Assess qualification project progress. Qualification
projects and associated skill elenments are required to be
acconplished a mninmumof two tines prior to qualification.
Addi ti onal acconplishnment is encouraged.

d. Activity Qualification - (sponsor audit)

(1) Audit qualified QA Prograns.
(2) Qualify QA Prograns not previously qualified.

(3) Review conpleted project Objective Quality Evidence
(OQE) .

(4) Observe designated certification project execution.
A detailed process to establish proficiency by exposing an
activity to SUBSAFE work with a closely nonitored surveillance

programis required. The qualification plan will include this
process whenever SUBSAFE work is used to denonstrate the
required skill elenments. These controls shall be used a m ni mum

of two tinmes for SUBSAFE work. These controls are not required
for performance of simlar work that is not SUBSAFE, or for
performance of projects/nockups.
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(a) Qualifying Activity wll:

1. Prepare appropriate technical work docunents
to acconplish the project;

2. Review the technical work docunents. The
activity wll initial in signature blocks for review and
approval processes;

3. Performthe project using their qualified
craftsnmen/inspectors, under the direct supervision of qualified
Trade Skill and Quality Assurance personnel froma certified
activity;

4. Monitor and assess the project;
5. Performcloseout reviews of the technical
wor k docunent s.

(b) A certified activity designated by the sponsor,
or the sponsor itself, wll:

1. Review and approve the technical work
docunents for use and wll sign signature bl ocks for review and
approval ;

2. Assign the necessary Trade Skill and Quality
Assurance personnel to nonitor the performance of the qualifying
activity project;

3. Monitor and assess the qualifying activity's
per formance on the project;

4. Ensure all OQE attributes are verified and
docunented as the qualifying activity conpl etes job/task steps;

5. Formally close the technical work docunents
and retain full Certification responsibility for the maintenance
action;

6. Assess the project and submt a witten
report to the Sponsor regarding project perfornmnce.
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7. Overview. After conpletion of the qualification process,
continued oversight is required to ensure SUBSAFE proficiency is
mai nt ai ned.

a. The sponsor will establish and maintain a quality
assurance oversi ght process, which includes periodic review of
SUBSAFE wor k performance, internal managenent, work contro
proficiency, and docunentati on.

b. NAVSEA Functional Audits will assess the adequacy of a
sponsor's oversight process.

N DAV S
Deput y Conmander
For * Submari nes

Di stribution:

SNDL 24G Submari ne Force Conmanders
26GGL Coastal Systens Station
28K Subrmari ne Group and Squadron
29N Submari ne ( SSN)
29P2 Auxi | i ary Research Submari ne
29S Research Submarine (Nuclear) (NR
29Q Fleet Ballistic Mssile Submari ne ( SSBN)

32DD Submari ne Tender (AS)

350AB SUBMEPP

FA10 SUBASELANT

FA13 NAVSUBSUPPFAC

FA50 TRI REFAC

FB13 SUBASEPAC

FB30 NAVSHI PREPFAC

FB45 TRI REPFAC

FKA1F COWMNAVSUPSYS

FKALG Sea Systens Command
(03B, 03E, 03H, 03J, 03L, 03P, 03U, 03U3, 03V, 03W 03X, 03Y,
04, 04X, 04X1, 04X2, 04XQ 08, 08D, 08E, 08LI B, 92, 92B,
92AT, 92C, 92C24, 92S, 92L, 92Q 92R, 92RC, 92T, 92TC, 392,
392B, 392A1, 392A2, 392A23, 392A3, 392A4, 395, 3958,
395A14, 4253, 4254)

Al1J1N PEO SUB ( SUB, SUB- B, 350, 350A2, 350A21
450, 450A1, 450T41)

FKML3 Naval Inventory Control Point

FKP16 NAVSURFWARCENDI V CARDEROCK

FKP1E Undersea Warfare Engi neering Station

FKP1J Ordnance Station

FKP7 Shi pyard
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FKP8 Supervi sor of Shi pbuil ding, Conversion and Repair,
USN
FKP16 Ship Systens Engi neering Station
FKP21 Sea Logistics Center
FKP43 NAVSURFWARCENDI V' PORT HUENEME
FKQGE Shi p Research and Devel opnent Center
FKQG Naval Undersea Warfare Center
FR10 Naval and Marine Corps Training Center
FT38 Submarine Training Center
FT85 TRI TRAFAC
FT95 Submarine Training Facility
ABS Anerica
Board of Inspection and Survey
El ectric Boat Corporation, Goton, CT
(R Scheel, Dept. 320)
Newport News Shi pbuil di ng, Newport News, VA
(D. Conl ey, Dept. 003)
Consol i dat ed Launcher Technol ogy- Oceaneering | nternational,
Inc., Chesapeake, VA (M Merzwa)
Cl NCLANTFLT Norfol k VA (N4/ N43)
Cl NCPACFLT Pear|l Harbor H ( N4/ N43)
SI MA Norfol k VA
SIMA San Diego CA
FTSCLANT Norfol k VA
FTSCPAC San Diego CA
NORTHEAST RMC, New London CT
M D- ATLANTI C RMC, Norfol k VA
SOQUTHEAST RMC, Jacksonville FL
| NGLESI DE RMC, I ngl esi de M5
SOUTHWEST RMC, San Diego CA
NORTHWEST RMC, Puget Sound WA
HAWAI | RMC, Pear| Harbor H
WESTPAC RMC, Yokosuka, Japan
SHAPEC SSN688CL, Portsnmouth NH
Naval Undersea Warfare Center Division, Newport R
Naval Undersea Warfare Center Division, Keyport WA

Copy to:

SNDL A1J1G AEA S PROG MGR
AlJ1K PEO UNSEAWAR
AlJ1L PEO TAD
AlJ1M PEO M NEWAR
C21  AA UNSECNAVDET
FTT88 EDOSCCL

St ocked: SEA 09A1 (5 copi es)



QUALI FI CATI ON PHASES

PHASE

PHASE FOCUS

PRODUCT

LEAD ACTI ON

Activity Tasking

MOU/ Letter of Intent defining
Capability and Capacity Requirenents

Activity/ Sponsor (1)

Gap Anal ysis

POAM f or Upgradi ng Capabilities and
Capacity

Activity/ Sponsor (1)

1l |Progress Assessnment |Assessnment Report and Corrective Sponsor
(2) (3) Acti ons

IV |Qualification Audit |Audit Report and Corrective Actions |Activity
(2) (3)

V  |Aut hori zati on Sponsor Letter of Qualification Sponsor
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