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REFLECTIONS ON SHIP
UPKEEP

BY

Carrain (E) D J. Hoare, RN, M.LLMicH B,

INTRODUCTION

Among men, there 15 a widespread readiness (o regard any man as qualified
to comment on the most complicated thing in the universe, Man himself ; but
much more diffidence is displayed over appearing an cxpert on man made,
and therefore relatively simple things, such as engines, electronic computors,
or ships. Perbaps, with characteristic human vanity, man demands more from
things designed by man. Or is this in truth, not vanity, but humility ?

This article is not concerned with how to get the best out of our ships in
respect of the use of their weapons or through their tactical or strategic use,
but ¢nly with the problem of how best to make them available for these, their
proper functions. Even this limited problem is, however, inextricably tangled
with the problem of getting the best out ol our men. For comment on either
field to be authoritative, more cxperience and study would be needed than 1
possess, and it is for this reason that the heading * reflections ” has been used.

The service which a man can give is conditioned by his design, his upbringing,
and his upkeep @ the service which a ship, s engine or equipment, can give is
conditioned only by its design and upkcep since, unlike the man, it cannot be
influenced or persuaded. Only when a ship is serviceable s it “available” for
its proper function ; and as, decade by decade, we design ships of increasing
complexity, so we tend to make them more difficult to keep serviceable and
therefore available ”.

In the reflections which follow, | have tried to probe the guestions of whether
we design, operate, and look after ships with sufficient regard to getting the
maximum use out of them, an end which, together with others, such as fighting
them cfficiently in action, we are presumably all seeking (o serve. It is an end
which lics up a long road of endeavour and one which, on the way, is casily
and often lost from view.

All the essential prinaples aflecting the upkeep of ships are age-old and,
indeed, cxisted long before ships themselves. But the presentation of a paper
on the subject i1s perhaps justifiable because in the Navy, after a long hiber-
nation, these old principles have been taken out and dusted, and are everywhere
being re-applicd in ways more suited to modern needs. Some people today call
this * Work Study .

Although there are some healthy stirrings, it seems o matter for doubt
whether, in that part of the problem which is getting the best out of our men,
an cqual advance is being made.  This 15 also Work Study, but satisfactory
progress here scems to come less casily, perhaps because we have given this
section less, or (0o narrow, a study.

SHIPS : THE PROBLUEM
Availability
For the purpose of this article, the percentage availability of a ship is taken
as being that proportion of her life for which she is avatlable for her proper
function. Extended refits, modernizations, or conversions are excluded and
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only ordinary refits, sell-refits, and self-maintenance periods are counted as
non-available time. Periods in reserve are, of course, also excluded.

iI-1G6. 1 shows the performance of the escort vessels attached to Western
Approaches in the last war. The vertical scale shows the proportion of the
vessels attached which were availakle for operations.  The proportion not
available includes those not available from all causes, action or weather damage,
or just upkeep. The greatest cause of ships being not available was normal
urkeep, and not damage, although it should perhaps be noted that weather
damage caused by unnecessary hard driving of ships created a good deal of
non-availability, until this malpractice was Irowned on. The horizontal scale
s time seale starting ai the end of 1940,

I have been unable to find reliable records of the situation during 1940, but
I understand from verbal consultation with officers present at the time that
about 80 per cent of the ships attached were available for use during the first
six months or so of war, but the proportion then declined fairly sharply because
of arrcars of upkeep, to the point at which this curve starts. By the end ol 1942,
three years after the war started, a very satislactory proportion, about 85 per
cent of the vessels attached, were altways avatlable Tor operations, but in the
intervening years the performance was little short of famentable. [ 85 per cent
avatrlability had been achieved eighteen months after the war had started there
would have been fifty more escort ships on the scas in mid-1941. It is of melan-
choly interest to reflect what this would have meant in terms of lives and shipping
sived when Josses were, al times, as high as half 2 mitlion tons a month. Filty
cscort ships is, in fact, the number we obtained from the U.S A in return for
bases in the West Indies.

Western Approaches experience illustraies the great advantage ol complete
serviceabihity at outbreak of war, which enabled a high availability to be
achieved for some months at least. It also indicates that in the pre-war and war
vears, we were building ships which were capable of achieving 85 per cent
availability, once the best methods of organizing their upkeep had been learnt
but this took several years to learn and achieve. Looking now (o the future,
we may or may not be building ships capable of 85 per cent availability, there
are indeed extremely good reasons for doubt, but we can say ot certan that it
would not ke any less years of war to achieve such a high performance, if
the Jessons once again are not mastered (or each new class of ship coming into
SCrVice in poace.
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