		NAVSEAINST 4790.28 Rev Orig

	Documentation for Reporting and Tracking Risk 

NAVSEAINST 4790.28 Rev Orig

	NAVSEAINST 4790.28 Rev Orig
	Ser 04X
									

NAVSEA INSTRUCTION 4790.28

From:  Commander, Naval Sea Systems Command

Subj:  RISK MANAGEMENT FOR U.S. NAVAL SHIP MAINTENANCE
       AVAILABILITIES

Ref:   (a) NAVSEAINST 4710.8B of 12 Dec 10
       (b) Integrated Project Teams for Aircraft Carrier
           Maintenance
       (c) NAVSEAINST 4790.23 series, Baseline Project 
           Management Plan
       (d) Surface Ship Availability Project Team Handbook

Encl:  (1) Risk Consequence and Likelihood Ratings 
       (2) Risk Letter Format for Required Content
       (3) Documentation for Reporting and Tracking Risk 
	
1.  Purpose.  This instruction establishes a standard, corporate approach for shipyard project teams executing Chief of Naval Operations (CNO) availabilities to manage and communicate risk.  Following these requirements will:

    a.  Standardize the way the Naval Maintenance Community views, communicates and manages availability risk.

    b.  Provide greater visibility of availability risk to all stakeholders [e.g.; shipyards, Type Commander (TYCOM), NAVSEA, Fleet Maintenance Staff, Platform Program Offices, Ship’s Force, Alteration Installation Teams (AITs), etc.] in time for the community to react by taking action to mitigate the risk to an acceptable level.

    c.  Create an environment where risk is shared by all stakeholders in support of Project Team performance goals.

2.  Cancellation.  None; this is the initial issue of NAVSEAINST 4790.28.  

3.  Background.  Any number of issues can contribute to the late completion of ship maintenance availabilities such as those assigned to public and private shipyards.  Many of these issues are recognized at some level within the Project Team; however, the awareness and ownership of risks was not well communicated outside of the Project Team.  The lack of an effective approach for identifying, assessing, mitigating and communicating those risks has resulted in ineffective mitigating actions and prevented communication to those in positions to assist in reducing or avoiding the risk.  Risk Management is the proactive, continuous, forward-looking part of an organization’s project management process that addresses events or conditions that may negatively impact organizational goals and objectives by leveraging the benefit of managing risks before they become problems.  The process involves and communicates with all availability stakeholders in the identification, assessment, mitigation, communication and tracking of availability risks.

4.  General.

    a.  It is critical that all project team members; from all stakeholder organizations, from the project superintendent to the shop worker on the deckplate, understand and actively support the process for identifying, managing and communicating the risks associated with their unique and important contributions to project team performance objectives.  This broad participation ensures that the full project perspective is brought to bear in identifying, assessing, prioritizing and managing individual risks as well as collective project risk.  It guarantees the project, in its entirety, understands the risks so that associated consequences can be anticipated by all project stakeholders and appropriate mitigation actions taken. 

    b.  There are numerous risk categories that the project team can and should target for focused risk identification.  Risk categories can range from issues as broad as availability resources to more specific issues such as job level risks.  Risk categories common to all availabilities include; (1) availability work package size and complexity, (2) resources (personnel, material and fiscal), (3) Ship’s Force training and performance, (4) schedule and (5) integration of, and relationship with other projects.  Actively engaging in project team meetings and activities (e.g., job planning meetings, quality and problem resolution meetings, critiques, briefings for special attention work, onboard work execution, progress reviews, project metrics reviews, etc.) facilitates prompt identification and communication of project team risks as soon as they surface.

    c.  Risk assessment is a continuous effort that is performed to estimate the level of severity to allow prioritization to support application of resources in the order of risk severity.  Every risk has two components that must be assessed; (1) the likelihood of occurrence and (2) the consequence in terms of technical/quality, cost, schedule and safety/environmental performance.  Once assessed, a conscious decision can be made to determine the appropriate method to handle the risk (i.e.; accept, mitigate, transfer/share or avoid).  Execution of deliberate mitigation plans, and periodic review of risk status and mitigation effectiveness, allows an organization to avoid or minimize the realization of potential consequences that affect availability performance.

    d.  Each project team should incorporate the Risk Management process and associated activities into their communication strategy.  This includes internal project team meetings and briefings that focus entirely on the Risk Management process, as well as definition of the role that the process will play in other routine meetings and briefings.  Timely communication with internal and external organizations, even when no specific action is required on their part, is necessary to ensure that appropriate community resources are brought to bear in support of project team performance objectives and that the maintenance community recognizes, understands and aligns on the uncertainty and risk faced by project teams.

5.  Organization.

    a.  The operations manager for each shipyard performing maintenance availabilities on U.S. Navy ships is responsible for managing and overseeing the risk management program and assisting project personnel executing the duties of the Risk Manager.  This responsibility includes, but is not limited to the following:

        (1)  Ensuring a Risk Manager is assigned to each project team at stand-up for planning.

        (2)  Ensuring each Risk Manager receives training in risk management and approaches to mitigate risk.

        (3)  Ensuring the Risk Manager receives support from project team members in identifying and mitigating risks.

        (4)  Providing assistance, when necessary, in obtaining the support of non-shipyard stakeholders in accepting and completing mitigating actions.

    b.  The Risk Manager is responsible for the risk management process on a given availability.  Responsibilities of the Risk Manager include, but are not limited to the following:

        (1)  Developing the project team’s risk management strategy.

        (2)  Administration of the project team’s risk management process.

        (3)  Providing or coordinating risk management training for the project team.

        (4)  Leading or delegating risk assessment and mitigation.

        (5)  Communicating risk assessments, conclusions and recommendations to project stakeholders.

    c.  Each project team shall have a Risk Management Working Group (RMWG) with members that represent the project, the ship, the Naval Supervising Authority and maintenance community stakeholders.  RMWG responsibilities include, but are not limited to, the following:

        (1)  Prioritizing risks based on assessment level.

        (2)  Approving risk mitigation plans.

        (3)  Evaluating the effect of mitigating actions on risk level.

6.  Requirements.

    a.  A risk strategy shall be developed once a Risk Manager is assigned to the project.  The Risk Strategy is intended to define project focus areas, project expectations, objectives and milestones.  This document shall be issued no later than two months after a Risk Manager is assigned, be presented during an Integrated Project Team Development (IPTD) meeting and shall address the following as a minimum:

        (1)  The details associated with the methods and data sources to be used in the project team’s risk management process.

        (2)  The definition of project team’s risk management deliverables and their timing during planning and execution.

        (3)  The specific risk categories to be considered in initial risk identification efforts. 

        (4)  The interface with outside organizations; i.e., specific meetings or forums that will be included in the risk management process.

    b.  Training shall be provided to all personnel executing risk management duties.  This includes, but is not limited to members of the RMWG, risk leads and appropriate project team members.  Training shall cover the following knowledge attributes as a minimum:

        (1)  Identifying risk and categorizing risk using the likelihood and consequence criteria of enclosure (1).

        (2)  Methods for planning mitigation actions.

        (3)  The project team’s approach for communicating risk.

    c.  During IPTD meetings, the Project Team shall receive a high level understanding of the risk management process, perceive risk management value, and identify significant project risks.

d.  A risk letter shall be issued to appropriate stakeholders of the Submarine Force, Naval Air Force or Surface Force using the format of enclosure (2) no later than the 
mid-point of the planning period.  

    e.  Periodic forums shall be used to communicate risk to stakeholders.  At a minimum, communications must occur bi-weekly during NAVSEA War Room briefs or required by reference (a).

    f.  Projects shall implement the risk management products included in enclosure (3) to document and assess risk and mitigating actions.

g.  Projects shall include a risk presentation in availability Hot Washes or Lessons Learned Conferences.  The presentation shall include:

        (1)  Successful risk mitigations with significant key event impact.

        (2) Risks that were not identified or effectively mitigated before turning into a problem.

        (3)  Lessons learned captured through the risk management process.

        (4)  Estimated cost or schedule avoidance accomplished through the risk management process.

7.  Implementation.  Submarine, surface and aircraft carrier maintenance communities shall maintain implementation guidelines that expand upon the concepts and requirements provided in this instruction and provide more detailed guidance on how to apply risk management to availabilities.  Subject documents include references (b), (c) and (d).



8.  Action:  Shipyards shall implement risk management on all CNO availabilities currently at A-12 months or more in the planning phase upon receipt of this instruction.



						
						
K. M. MCCOY

Distribution:
SNDL		FKP7 NAVAL SHIPYARDS
		FPK8 SUPSHIP
SUPSHIP DETS (Colts Neck, Ingleside, Pearl Harbor)
NSSA

Copy to:
SNDL		21A1		CINCLANTFLT (Maintenance Officer)
		21A2		CINCPACFLT (Maintenance Officer)
24 TYCOM (Less 24J and 24H)
FT88		EDOSCOL
C88B		COMNAVSEASYSCOM Detachments
		CPA (Carriers only)
SUBMEPP (Submarines only)



Internal Distribution:
SEA		01
		02
		02B
		03
		04
07
		08	
		PMS 392	
		PMS 303
		PMS 312
		PMS 317
		PMS 325
		PMS 377
		PMS 400
		PMS 450, PMS 394
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	Risk Consequence Ratings

	Level
	Technical Performance
	Schedule Performance
	Cost Performance ($)
	Safety/ESH Performance

	
1
Negligible
	Minimal Impact: No technical or quality concerns.
Worker skills are adequate.
	Minimal Impact: Critical path unaffected.  No impact to Key Events (KEs) or Milestones (MSs).  Any schedule impact is limited to a discrete activity and will not be apparent at the project level.
	Minimal Impact: Change is less than 0.02 percent of the current Predicted End Cost (PEC) of the availability.
	No impact.

	
2
Marginal
	Minor Technical or Quality Concern: Minor changes to existing work instructions are required.  Worker skills are adequate with coverage of changes in pre-job brief.  Material concerns are not expected.
	Minor Impact: Critical path unaffected.  Limited impact on project or project schedule.  Loss of more than 10%, but less than 50%, of available float for a sequence of jobs.
	Marginal Impact:  May result in a cost increase between 0.02 and 0.10 percent of the current PEC.
	Minor Impact.  Some increased safety risk or potential for environmental impact.

	
3
Moderate
	Moderate Technical or Quality Concern: Need for Off-Yard resolution of technical issues is not expected.  Rewrites are required to sections of existing work instructions.  Workability reviews of work instructions are required.  Increased emphasis is placed on pre-job briefs.  Long lead time material issues may exist.
	Moderate Impact: Loss of more than 50% of available float to job sequence, or loss of any float to critical path.  Float on critical path remains positive.  Rescheduling of a milestone required.  Rescheduling of KE not required.  Project buffer reduced.

	Moderate Impact:  May result in a cost increase between 0.10 and 0.30 percent of the current PEC.
	Moderate Impact.  Increased safety risk that requires additional protective equipment and specific pre-job instructions.  Introduces environmental concerns that require mitigation.

	
4
Critical
	Significant Technical or Quality Concern: Need for Off-Yard resolution of technical issues is expected.  Significant revision to existing work instructions is required.  Workability reviews of work instructions are required.  Additional worker training is required.  On-yard manufacture of material will be required.
	Significant Impact: Rescheduling of milestone that results in loss of project buffer.  Rescheduling of KEs other than fast cruise or completion, which are not affected.
	Critical Impact:  May result in a cost increase between 0.30 and 0.50 percent of the current PEC.
	Significant Impact:  Increased safety risk that requires additional protective equipment, engineered resolution and  specific pre-job instructions.  Introduces environmental concerns that have potential for violations.

	
5
Severe
	Major Technical or Quality Concern: Need for Off-Yard resolution of technical issues is expected.  Additional job planning and new work instructions are required.  Workability reviews of work instructions are required.  Mock-up training and qualification of workers is required.  Material is not available from traditional material pipelines and cannot be manufactured on yard.
	Major Impact: Major schedule slip or delay in project critical path that will require rescheduling of undocking, fast cruise and/or completion.

	Severe Impact:  May result in a cost increase greater than 0.50 percent of the current PEC.
	Major Impact:  Increased safety risk cannot be eliminated by additional protective equipment, engineered resolution and specific pre-job instructions.  Introduces environmental concerns that require engagement with state or federal regulatory agencies.



	Risk Likelihood Ratings

	Chance of Occurrence
	Your Typical Approach and Processes

	Not Likely:  <10% chance
	Will effectively avoid this risk based on standard practices

	Low Likelihood:  <30% chance
	Have usually avoided this type of risk with minimal oversight in similar cases

	Moderate:  <50% chance
	May avoid this risk, but workarounds will be required

	Highly Likely:  <70% chance
	Cannot avoid this risk with standard practices, but a different approach may work

	Near Certainty:  <90% chance
	Cannot avoid this risk with standard practices, may not be able to mitigate
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Enclosure (1)
1


Enclosure (1)
4

Enclosure (1)
5
LETTERHEAD
	SSIC
	Code/Serial #
	Date
From:  Activity Head, Name of Naval Supervising Authority
To:    Title, Name of Type Commander or NAVSEA
Subj:  Assessment of Availability Risk for FY(XX) Ship Name
       and Hull Number Availability Name
Ref:	  (a) Appropriate Team One Reference
       (b) NAVSEAINST 4790.28(Series)
       (c) Other pertinent references
Encl:  (1)  Availability Risk Summary Report
       (2)  Other enclosures supporting risks assessment
1.  Purpose:  As required by references (a) and (b), this letter contains an evaluation of the availability execution risks associated with (name of ship) FY(XX) (name of availability) scheduled for (start date) through (end date).  (Name of naval activity) is the Naval Supervising Activity (NSA) for the (name of availability).  (Name of maintenance activity) is the Lead Maintenance Activity for the (name of the availability).  
2.  Cost and Workload:  The current anticipated cost of the availability is $(XX) with $(XX) funded by the Type Commander funds and the remainder funded by NAVSEA.  The workload forecast for this availability is (XX) mandays (include shipyard, MSMO and Ship’s Force manday split of work).
3.  Availability Risk Assessment:  The NSA considers this availability a (low, medium, high) risk, due to (state reasons) using guidance criteria from the (applicable Team One desk guide).  (Add additional supporting rationale, as needed.)
4.  Significant Risks and Related Mitigation:  In order to achieve a (e.g., medium) risk for this availability, significant availability risks have been identified, assessed, and related mitigation plans developed.  Risk mitigation plan steps leads have agreed to support actions assigned.  Enclosure (1) identifies significant project risks within a risk matrix.  
    a.  (Significant Risk 1):  Describe risk and related mitigation.  Also include background and related charts/data as appropriate.
    b.  (Significant Risk 2):  
    c.  (Etc):  
5.	Summary and Conclusion:  (Summarize the NSAs overall assessment of the availability risk and path forward.)
6.	Questions or comments concerning this letter should be directed to (NSA lead name, title, availability, phone number and e-mail).

								(Signed by NSA CO)

Copy to: 
Type Commander (as applicable)
NAVSEA/CRNMC (as applicable)
PEO (Carriers, Submarines or Surface Ships)
Squadron (if applicable)
Ship (as applicable)
NSRO (as applicable)
NRRO (as applicable)
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Enclosure (2)
2
	Program Risk #:
	Risk Lead:
	Lead Organization:

	Risk Title: 
	Supporting Organizations:
	

	KE/MS: 
	
	
	

	
*Description of Risk Condition: 

*Consequence if Realized: 

*Context (what, how, why, & where of risk condition): 


Current Progress / Notes:














E-mail completed worksheet to Risk Manager. 

	Place X in one cell.
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	Risk Mitigation Plan
	“x” if step is done

	Action/Event
(Include name of responsible organization and individual for each action.)
	Date (MM/DD/YY)
	Success Criteria
(Indicator that step is complete)
	Risk Level if successful
	Comments
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