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REPAIRS AFD REFITTING, EAST COAST.

' The problem of the present unsatisfactory state of
affairs so far as repairs of H.M.C. Ships is concerned, is so urgent and of
such vital importance that time does not permit of a full investigation of
all the factors contributing to it. It is considered essential that the
broad lines on which improvement is to be effected must be established
immediately and that steps be taken at once to effect a radical change in the
existing condltlons.

2. The four main reasons for the present state of
inefficiency are:- R .

(i) Shortage of Labour,

(ii) Interference with normal refitting schedules to meet
operational requirements.

(iii) Completion of newly constructed ships at Halifax
Dockyard instead of at the Builders' yard.

(iv) Lack of proper eo-ordination of the existing facilities.

3. The follcwing is the present state of affeirs with
regard to the four main causes above:-

(i) Shortage of Labour

The shortage of civilian dockyard labour has been a
constant problem since the outbreak of war. To all intents and purposes the
supply has now dried up. Although enrollment of civilian personnel amounts
on an average to 100 per month, there is a corresponding discharge rate of
about 70 per month. About a year ago the employment of large numbers of Naval
personnel in dockyard work was approved, but this has not yet met the labour
requirements. Large increases in civilian and Naval labour have recently been
requested and steps are belng taken to supply the Naval 1abour as rapidly as
possible.

Skilled workmen are not, however, available in the
numbers required and therefore recruits must be given long training in -
civilian establishments before they are considered fit for draft to the Coast.
They are mostly young men with very little experience and further training in

ckyard work is required at the Bases before they can be considered to be

_’icient Dockyard workers. It will be a long time before the full ‘labour
demands of the Dockyards can be met and it is essential that every possible
step should be teken to organize the existing labour so as to obtain maximum
efficiency from them.

(ii) Interference with normal refitting schedules
to meet  operational requirements,

In the past, in order to meet operational needs,
refits of many ships have been delayed with a consequent great increase in the
minor repairs which have to be effected on every occasion on which ships come
into the harbour. The normal refit period established for Corvettes is six
weeks. This schedule is rarely maintained and the time ‘taken for refits is,
it is believed, on an average 10 weecks. This is most serious and is in part
due, at least, to the fact that ships are not taken in hand for refit on their
due dates. In consequence it now takes as long to refit 2 ships as it should
take to refit 3, Many Corvettes have completed two or more years service and
it is therefore reasonable to suppose that increasing numbers of them will
require major hull repairs and long refits which, in many cases, are overdue.

The responsibility for this situation rests, theoret-
L1y, with the Commander-in-Chief, who is charged with the responsibility
for making arrangements for the periodic checking and refit of H.M.C. Ships
to ensure preservation of the hulls and maintain the fighting efficiency of the
Fleet, in accordance with Chapter XXVIII of K.R. and A.I.
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Nevertheless, Naval Service Headquarters cannot unload the whole of this
responsibility for the present state of affairs onto the Commander-in-Chief.
Naval Service Headquarters has in the past either tacitly, or by definite
instruction, approved of the delays in refit,

It is considered to be of the utmost importance that
this situation should be corrected as rapidly as possible, and in the last
,analysis this can only be done by clear direction from Naval Service Head-
quarters, It is preferable for Escort groups to go to sea short of the
desired number than that delay in refits should be carried to its inevitable
conclusion, which is, that the available Escort Forces will be drastically
reduced by break downs.

(iii) Completion of newly constructed "ships at
Halifax Dockyard instead of at the Builders' Yard.

In the past, new construction ships have been sent to
Halifax with long lists of items still to be completed. It is considered
that every effort should be made to eliminate the necessity for any Dockyard
work on new construction ships on their arrival at Naval Base Ports.

If it is inevitable that such completion work should
be carried out at the Dockyard, it is recommended that Article 14, Chapter 1.
of C.B. 4009, "Dockyard War Instructions" should be. brought to the attention
of all authorities concerned with repairs. This order reads as follows:-
"Order of Completion of Ships. - Subject to any Admiralty (i.e. N.S.H.Q.)
instructions that may be issued, the Superintendent will determine, after
conference with the Principal Officers of the Dockyard, the order in which
ships in hand by the Dockyard shall be completed, and will authorize the
withdrawal of men from New Construction as may be necessary to meet require-
ments,"
In other words, repeirs should be given precedence over completion of new ships.

(iv)  Lack of proper co-ordination of the existing_facilitieé.

It is considered that refits and repairs have been
delayed in the past partly on account of the lack of proper co-ordination of
the various activities of Naval repair bases and, in some cases, by lack of
co-operation between the various departments., This appears to be the most
fruitful angle from which this major problem can be attacked.

The ultimate solution of it would appear to be the
appointment of a Director of Dockyards &t N.S.H.Q. who would be responsible
for the co-ordination of all repair facilities, and the control of the
activities at the repair bases. The organization of such a department at
Naval Service Headquarters at this juncture cennot, however, be contemplated.

- There is no hope that such a Directorate could begin to function efficiently
for at least six months from the date of its inception, whereas the problem
which has to be dealt with is vital, immediate, and of the greatest urgency.
Failure to grapple with it at once is inexcusable in view of the first
importance of the Battle of the Atlantic.

It is considered that it requires the whole time
attention of gan Executive Officer of sufficient authority to ensure that the
utmost efforts are made to improve the present situation.

. The attached recommendations are submitted for
considerations:-




1,

Re

be

2e

7e

et Artacle 5 of Chepter 1 of C,iiMt 's we eoncelled by approval
of Gouncil. This Article limits the responslbillty of the Commander=-
in Chief Cuonodicn iorth est atlantic, and reads as follows:=

" Powers of Communderein-Chief or Flug Officer.- where in the
Navel Discipline set or in K.R, and »,I, in so far zs the same
arc epplicable to the Naval Scrviece, ony powcr or duty is vesied
in or imposcd upon & Fleg Oificer, or upon a Cormonder-in=Ciiief

a btotion, such power or duty, shall in Canada, or in the lNeaval
Scervice, ve vested in, exercised or performed by the Chicf of the
Newvnl Staff.M

That the Litle ond rosition of Havel Olflca rein=Cieree, halilfex ve
czolished,

That the Coumender=in=Chief Cenadian vorth ¥est Atlantic assume the
duties of Navel Officer=-in=Charge Helifox as wodified by the recommend-
aticns hereundar, '

That = VKingls norsorr Mostor and huaster attendent" be appointed to the
gtaif oi the Co:umender=in=Chief Conadinn Horth West Atlantic who will
opsrute under the directions of the Chief of Staif. Thig Oificer will
oe responsivle fori=

—

King's Harbour koetuorts duties.

voverments of ships within the Port,

Hoorings and trets throurhout the Port.

Allocction of berths vnd the berthing of shins, except that
tne cllocution of repair berths in the Dockyard will e undsr
tne control of the admirsl Supcrintencdent, whose sppoirtment
is proposed horeunder,

(¢) The swinging of ships for tiae adjustiment of compasscs.

(f) Hurbour craft.
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That the Commarding Officcr "STavaCOuAY renort cdirectly to the Commonder=
in=Chicf, The K.,C.i, Dupot will continve to remort directly to Nevel
Service Headauarters on cll rmotters concerning aedvencerent, drofting ond
nanning.

Trhet the Conmuoncing Officer WSTAuAGOHAY nasume the following respon-
sivilities in rsicdition to thosc which he now holés os Ceptain of the
Berrecks,

{a) The ciscipline, rolicing and security of the Fort tarourhout,
hu gnculd confcr with the Admiral Supcriastendent with repord
to thesc matters ir resrmect to such parts of the wockysrd cs
2re urdcer the iwmedicte dizceticon of the Admirol bunvrl‘udL?Cnt

(b) Pussive cir deience, five provention end fire #iriting in the Port,
fie shoulsd conler with tae Adnirxel Superintendent on ticse valters
in suen perls of tne Dockyord ns cre under the dirscltion of tie
Agrdiral ouperlﬂtanucﬂt.

Tnot an Officer of Flag runk shoulc be eppointsd ng YAdnival

S u]DGTlHT”HﬁCnt tost Coost Fzpairs", with hecdouorters at knlifox,

It is wvroposcd that this Officer should hove cowmand of all repair
freilitiss on the Lrst Congt cf Canada , snd that he should ve given
czerre of sueh nersonrel, work sheons uné Doclorard freilitics rs cxe
gssenticl to the corring out of his vwrinceinal cduties, He will co-
criinnte the repairs on the lnst Counst, for wiaich marpose it is
concidcred tact e shovld be froe from gll other duties then ore

ggsunt. ol to the carryine out of this main nurvose, The relaetionshir
cetroen the Adwircl Sure*i'tvnfcnt Logt Coust Repadirs znd the Cormaniers-
it—thsi Cornncicn North West Atlentie will be sunstentizlly in accordance
vita Chopter 1, peres, 1 and 2 of 0,U. 5225 "Home Dockynrd Regulstions",
which road 2s follousse

Yo Autnority of Communderse=in«Chief over Nevol Givil Vetonslishmenis,=
Unaer the Kizc's Rozulstions ond Adrizaelty Instruetiorns for the
government of His kajestyls Wovel Scrviee, the Commander=in=Cricf,
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or Sunior Orficer, hos cutnority ond control over 211 Rowval Civil
betoolishments within the 1ixits of his eommend, so f-r cs Fleot
requirewents are conecrnod, ond tho Surerinteadents will net 08 his
veprescntntives, The Counander-in=Chief, or Senior Officer, is,
noxever, not to interfure with the wansgerent of those ketanlishments
vaere there are Superintendents, unless ¢ purticular snd sufficiont
czuse sihould in his opinion rondor it necessary, in which event he is
to report to the Adwirclty the naturc of the ovder given, and his
rezsons for interiering,

" Superintendent to Ovey Corunnder-in=Chief,= If, however, the
Superintendent cunsiders that ony pudblic inconvenience is 1ikely to
urise from complicnce with tho Gormender=in=Chiefl's order, he ig to
represent it to him, stoling the objzctions, after wiich, if the order
is persisted in, it is to ve obeyed without further delny or ¢iscussion,
tihe Cormender=-in=Chief vecoming wholly ros-onsible to the Admirsliy for
the measure; bul the Superintendent moy, if he thinks nroper, send to
the Admirclly any obsorvotions which he may be desirous to suunit for
consideration.®

It is proposed that the Admiral Superintendent Eost Corst Repoirs shall
report direct to .cvel Service liencovarters in all motters affecting
repcirs and refits, und repuir facilitics on the Eest Const., The
following Oificers and depertments will report direct to the Admiral
Supurintendent ond in accordance with the foregoing the Admiral
Svperintendent will report dircctly to M.S.I.U. in matters concerning
thems=

The Dockyard and repnir focilities, ineluding tiac following =

The Constructive Department

b) The karine Encincering Deportment

c) The Llectricel Engincering Deportumont
¢) Technical Repairs

€) The Works Depcrtient

T) Boectswndin of the Yord

The Haval Stores Departient

The Centrcl Vietuslling Depot
D.b.m,S8. and &.2.1,

The Lrmevernt Depot

The Chart Lepot

The Dockyard Records

The Co=ordirvetdr = of Civil Personnel
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That the Adwirsl Surperinicndent Fest Coast Heooirs be rogwonsiible ot
211 Zzet Gunst Ports for the following duties which are the rarticulsr
cherse of the Vificer in Churre of works:

Proposrls to Moval Scrvice Headoucriers for the improvemcnt or acdiftions
to ¢ll vwildings =nd fceilities on tue Bash Coast and the mrimtcnsnce
wnd care of all huvel vroperty =t the =uscs, resordless of its location
or use, inclucing thoe following:

1, sSerracks

2., wWork sinops

3. Offices

lua Sture houses

5 merezines

6. inarves und niers

7. Docks end slipwuys

©e Uil fuel installations

9. Roads and suwers

10, plectriec ond woter services

1l. TIeceresction rrounds and coreteries

111 pergomnel under the directior of the Admirsl Superintendent sham..

0oy
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ve under tae edrinistrative ond disciplinary control of the Coumeniuing
Officer of the ucrracks, or tue locnl K val Officer=in=Cinrge,
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U, Wzile it is not oo¢51ole to plpn Uock rard repalr work with the
precision ooesible in peace time, yet it is beliecved tnut much
improvenent can be achleved in the conduct of the business of the
repair boges if repulcr confererces of cll heads of deporticents
cre neld oy the Admirel Superinterdent, or his rcpresentctives, both
et holifax and et owtlyins ports, It is therufore rocommended thot
such conforences e held on every ccension on which ships srve token
in hend for roiit, ond o definite tine schedule be established for tihe
ﬁelit, guch schcdule to ve reportsd to Haval Serviee Heodquortors.

At tho confevence the 1w rt to e tehken by the ship's Cfficers znd

tiue ship's cowpony in the carrying out of the reofit is to ve clucrly
estoclisied, wne all defecte which ern rersonably be undertcoken by
ship's staif nre to be so allotted, the work to be subject to Dockyrrd
insgection, The COTmu?diﬂf Oificer of the ship under refit must be
made to understond elearly tnet he hes oz defirnite resvonsibility in
thie regnrd, He is to be instructed to usc his ship's cowpeny to

the beest udventage in order thot time token for refit shall be reduced
to o minime,

On curpletion of refit ships cre to be formlly inspected oy the Admiral
Surcrintendent and hends of the Doelyord depsrtimcrts, or tneir rep=
regontotives, in compoay with the Cormanding Officers, who is te

satisfy himeelf tihct the ship is in u]l respects comnlete as regards

ner secgoing and fichting cfflclency. ;
Feilure to live up to the dates of corpletion” estaulished ot the

G iy el to Le renorted Lo Novel Service deadovarters and the
Commender=in=Guicf Crredinn North Hest Atlontic sctting out the rersons
for deloy. '

il., Thet ot Ge aspe, Syoncy und Shelovrne the Adiircl Suvrerinterdent iost
Corst nepnirs csswic tho responsibility with rerard to personnel and
repeir facilities which ne sssumes in accordance with tne forescing
ot hulifex and tc the some extent,

12, Thot Comander Superinterdents be aprointed at the following repcir
Vi ECE -

Gaspe, Sydney, Shelburnc;

These Oificers will corry out the same duties and exercise the same
cutinority at their respective bases os the Acmiral Superintendent Iinst
Cocet hupuirs cxorcises st Helifax, In all motters where the admircl
Supcrixteﬁdont is required to report dirsetly to N.5,H.w, the Commonders
Superintendent will report to the Admirzl Superintendent at helifcx,

The relstionship of Commenders Superintencent to the Hevel Orficerse
in=Chorge will be suostontinlly thet of the Admiral Suverintendent to
the Cosmondcr=in=Chief,

13. Thst o Deputy Superintendent Ergt Cocst Repcirs ve cppointed to the
steif of the Admircl Superintepcent Zust Const Rernairs, This should
ue an Enrinmer Officer of Geptain's rank,

14, That the Superintencent Kovel erinperl e maritines susll renort to
the Agmirul Superinterdent Zcet Corst Reprirs instecd of, as heretofore,
to Commanderein=Cnief Conrgicn Horth West Atlentie, It will be
necessiyy to modify his teres of peference, '

15. Tt toue title YStoff Officur nointenance® recently introcuced sheuld
~ ue chonged to "Horks OLficer" vnd that such Officors report to the
Agmirel Superintendent Erst Coast Fepeirs, directly ot Holifox, and
turcush the Conmanrders Supcrintendent of the outlyinsz purts, whers
these 0fficers cre appuinted,

B,  Thot dsmcecinte steps be trken to improve Dockysrd Accountine for repeirs,
<+ . 80 that it may ne 2 velwaedle sid to tae Acmirel uuperlqtenaent in the

© earxying out of his functicns. The present deley in the preparation

of cocts for rupairs and rufits uncdertsken at Heval seeses-cormot any
loager e congidered ucceptoble,

ve oo tiutaing



Nothing in the foreyoing is to be read us depriving
tue Commander-in~Cidef of his onevationnl, administrative or
disciplincry control of the Cowmende.

i

o c
(&, Johnstonc)

A/Ceptain, k.C.N,
Director of Orgenization.

Ottova,
16th June, 1943,



