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UNCLAS  //N02100//

MSGID/GENADMIN/THORN/-/AUG//

SUBJ/FY 02 SRA LESSONS LEARNED//

REF/A/GENADMIN/SUPSHIP/091156ZNOV1999/-/NOTAL//

AMPN/REQUESTS SRA LESSONS LEARNED VIA NAVAL MESSAGE//

POC/CWO2 HALL/SRA COORD/THORN/LOC:NORFOLK VA/TEL:757-445-6187

/EMAIL:HALLR@THORN.NAVY.MIL//

RMKS/1.  IRT REF A FOL LESSONS LEARNED ARE SUBMITTED:

A.  SUBJECT- SUPERVISOR QA/CHECKPOINT COURSE

    DISCUSSION- THORN RECEIVED EXCELLENT SUPERVISOR-LEVEL TRAINING.

SUPSHIP PORTSMOUTH PROVIDED A 2 HOUR QA/CHECKPOINT COURSE DIRECTED

AT SHIP'S SYSTEM EXPERTS, CPO'S AND DIVISION OFFICERS.  IT COVERED

BID SPEC REVIEW, CHECKPOINTS, SUPSHIP INDOC, AND CONTRACTUAL

AUTHORITY FOR AVAILABILITY. POC IS ROBERT MONTICELLI (757) 396-3925.

    RECOMMENDATION- CONTINUE TO OFFER THIS TRAINING UPON RETURN FROM

DEPLOYMENT AND WELL BEFORE AVAILABILITY START DATE.


B.  SUBJECT- WHB REPAIRS

    DISCUSSION- THOROUGH BRMIS INSPECTION PROVIDED A DETAILED

DESCRIPTION FOR WHAT WAS ACTUALLY A RELATIVELY SMALL AMOUNT OF WORK.

A MORE AGGRESSIVE REPAIR PLAN BY THE CONTRACTOR (FOLLOWING

TIME-CONSUMING NEGOTIATIONS OVER COST) WOULD HAVE ALLEVIATED HIS

LAST MINUTE RUSH TO MEET PRODUCTION SCHEDULE DEADLINES AND LIMITED

CONTRACTOR EXCUSES FOR NOT COMPLETING ON TIME.

    RECOMMENDATION- FRONT LOAD SUFFICIENT MAN POWER/MATERIALS ON WHB

REPAIRS BASED ON TYPICAL HISTORICAL DATA FROM START DATE TO ALLOW

TIME FOR REPAIRS NOT SCOPED UNTIL THE INTERNAL BRMIS INSPECTION IS

COMPLETE.

C.  SUBJECT- FUEL LOAD WHEN ENTERING SRA

    DISCUSSION- DESIRED FUEL LOAD ON ENTERING THE YARD WAS DISCUSSED

IN DETAIL AT THE WPIC BECAUSE THE BID SPEC WAS WRITTEN FOR A

NON-SEAWATER COMPENSATED SHIP AND A SIGNIFICANTLY SMALLER AMOUNT OF

FUEL.  ONCE THORN ARRIVED, CONTRACTOR SUCCESSFULLY UTILIZED POORLY

WRITTEN BID SPEC AS A TOOL TO OBTAIN MORE TIME/MONEY IN THE

CONTRACT.

    RECOMMENDATION- EVALUATE SCOPE OF WORK AND DETERMINE IN ADVANCE

THE APPROPRIATE FUEL LEVEL REQUIRED.  FUEL HANDLING BID SPECS SHOULD

BE MORE SPECIFIC AND TAILORED FOR THE SHIP CLASS AND THE SCOPE OF

TANK WORK.  REMOVING GOOD FUEL MAY BE CHEAPER THAN DISPOSING OF COMP

WATER BUT CAN IMPACT HOT WORK SCHEDULE.


D.  SUBJECT- PUMPING OF LIQUIDS

    DISCUSSION- ITEM 992-31-002 (CLEANING AND PUMPING) CALLED FOR

OFFLOAD OF 280K GAL OF F-76 AND 25K GAL OF JP-5.  GIVEN THORN'S FUEL

CAPACITY AND THE EXTENSIVE PLANNED TANK WORK, THIS NUMBER WAS FAR

TOO LOW.  WITH WORK BEING CONDUCTED IN ALL THREE FUEL BANKS, THIS

ITEM SHOULD HAVE BEEN BID FOR COMPLETE LIQUID REMOVAL OF EACH FUEL

BANK IN SUCCESSION (564,000 GALLONS TOTAL).  AS SEAWATER AND

FIREMAIN SYSTEMS ARE WORKED ON, ENTIRE SECTIONS OF THE HEADER HAD TO

BE DRAINED TO THE BILGE.  THE BILGE WATER AMOUNT SHOULD BE INCREASED

IN FUTURE WORK PACKAGES TO SATISFY THESE ADDITIONAL PUMPING

REQUIREMENTS.

    RECOMMENDATION- PUMPING BILGES IN OTHER MACHINERY SPACES SHOULD

BE ADDED TO THIS ITEM.  BILGE PUMPING SHOULD INCLUDE PROVISIONS FOR

FLUSHING BOILERS AND ANY OTHER ACTIONS THAT MAY REQUIRE THE BILGES

TO BE PUMPED AGAIN.  ASSESS IMPACT OF ANY WORK ON PUMPING LIMITS.


E.  SUBJECT- PIPING AND PLATE GROWTH WORK

    DISCUSSION- GROWTH WORK ADDED TO THE PACKAGE SLOWS DOWN OVERALL

PROGRESS OF THE AVAILABILITY, CAUSES ANXIETY AND IS COSTLY.  DURING

PIPE AND PLATE REPAIRS, IT IS NOT UNCOMMON TO IDENTIFY CORROSION OR

DETERIORATION FAR GREATER THAN ORIGINALLY SURVEYED. THE PROCESS OF

ADDING TO THE SCOPE OF THE ORIGINAL WORK ITEM IS AVOIDABLE.

FOR UNFORESEEN GROWTH WORK THAT DOES OCCUR, A MORE FISCALLY PRUDENT

PROCEDURE SHOULD BE USED.

RECOMMENDATION- INCLUDE INCREASED LEVEL OF EFFORT, PRE-DETERMINED

AMOUNTS OF MATERIAL AND INSTALLATION MAN-HOURS IN THE ORIGINAL WORK

PACKAGE THAT ALLOW FOR THE EXPECTED AMOUNT OF GROWTH WORK BASED

ON CLASS HISTORY.  INVESTMENTS IN CLASS HISTORY COMPARISONS COUPLED

WITH EXTENSIVE UT SURVEYS OF OLDER PLATFORMS SHOULD REAP SIGNIFICANT

DIVIDENDS IN DECREASED COST OF PRIME GROWTH AND UNINTERRUPTED

PRODUCTIVITY.  THIS DATABASE COULD BE KEY TO MINIMIZING GROWTH WORK

ON CG-47 CLASS SHIPS AS THEY REACH THE 20+ YEAR POINT.


F.  SUBJECT- SUB-CONTRACTOR CONTROL

    DISCUSSION- IT IS NOW COMMON FOR PRIME CONTRACTOR TO

SUB-CONTRACT A SIGNIFICANT AMOUNT OF THE WORK PACKAGE.  THIS TREND

CONTINUES IN THE SUB-CONTRACTOR COMMUNITY AS WELL. SUB-CONTRACTORS

ARE NOW SUB-CONTRACTING PORTIONS OR ALL OF THEIR WORK.  THE RESULT IS

PRIME CONTRACTORS WHO ARE FREQUENTLY UNAWARE OF WHAT SECOND- AND

THIRD-TIER CONTRACTORS ARE DOING.  AS SEVERAL MUTUALLY EXCLUSIVE JOBS

WERE ATTEMPTED SIMULTANEOUSLY, THE RESPONSIBILITY FELL ON SHIP'S

FORCE AVAILABILITY COORDINATORS TO DE-CONFLICT BECAUSE NEITHER SUPSHIP NOR THE PRIME CONTRACTOR PERFORMED THIS FUNCTION.

    RECOMMENDATION- HOLD PRIME CONTRACTOR RESPONSIBLE FOR CONDUCT OF

ALL SUB-CONTRACTORS.  ENSURE PRIME CONTRACTOR HAS A CLEAR VISION OF

SUB-CONTRACTORS' PRODUCTIVITY GOALS AND CAPABILITY TO MEETING THEM.

SUPSHIP MUST HAVE A MECHANISM IN PLACE TO CONTRACTUALLY DRIVE THE

PRIME CONTRACTOR TO MANAGE SUB-CONTRACTORS AND/OR HAVE A LARGER

PROJECT TEAM CAPABLE OF PERFORMING THIS FUNCTION.


G.  SUBJECT - VALVE BARGE

    DISCUSSION- DURING YARD PERIODS SHIP'S FORCE IS ABLE TO ISOLATE

SYSTEMS THAT CAN NORMALLY NOT BE ISOLATED.  THIS IS A PRIME

OPPORTUNITY TO OVERHAUL VALVES WHICH DON'T GET REMOVED UNDER NORMAL

OPERATING CONDITIONS DUE TO THE IMPACT THEIR REMOVAL OR ISOLATION

HAS ON THE SHIP.  SHIP'S FORCE IS CAPABLE OF DOING THE WORK, BUT

REQUIRES A WELL-EQUIPPED AND READILY ACCESSIBLE FACILITY WITHIN A

CONTRACTOR'S PLANT.

    RECOMMENDATION- INCLUDE ACCESS TO VALVE SHOP FOR SHIP'S FORCE

TO WORK ON VALVES OF VARIOUS SIZES ON-SITE AS A STANDARD ITEM OR

DEVELOP AN ASF OR LEVEL OF EFFORT CONCEPT TO PERMIT VALVE SHOP

WORK IN PLANT.  ALTERNATIVELY, RE-INTRODUCE THE OLD "VALVE BARGE"

CONCEPT ON A TRAILER OR OTHER MOBILE PLATFORM WHICH CAN BE STAGED TO

VARIOUS SHIPYARDS ON AN AS-REQUIRED BASIS.


I.  SUBJECT- MAIN SPACE PAINT SYSTEM

    DISCUSSION- DELAYS IN EXCESS OF THIRTY DAYS WERE EXPERIENCED

WHILE PAINT SYSTEMS FOR MAIN SPACE BILGES ARE DEBATED.  PART OF

THIS DELAY WAS THE RESULT OF THE CONTRACTOR FINDING AND IDENTIFYING

LEAD-BASED PAINT IN MER 2.  IN ADDITION, SUBSTANTIAL DELAY OCCURRED

IN SHAFT ALLEY WHEN DISCUSSIONS ON APPROPRIATE PAINT SYSTEM DESIGN

DRAGGED ON BETWEEN SUPSHIP AND THE CONTRACTOR.  CONTINGENCY PLANS

NEED TO BE DEVELOPED IN ADVANCE TO PROVIDE A COURSE OF ACTION WHEN

LEAD BASED PAINT IS DISCOVERED.

    RECOMMENDATION- SUPPLEMENT STANDARD ITEM 009-32 WITH CONTINGENCY

PLANS FOR LEAD BASED PAINT.  GIVEN THE RAPID PACE OF CHANGE IN PAINT

SYSTEMS TECHNOLOGY, THE CONTRACTOR AND SUPSHIP MUST BE IN CLEAR

AGREEMENT PRIOR TO SRA START ON WHAT ACTION WILL BE TAKEN IF LEAD IS

FOUND.  A MECHANISM MUST BE IN PLACE TO MAINTAIN THE PRODUCTION

SCHEDULE.


J.  SUBJECT- SHIP'S CLEANLINESS

    DISCUSSION- SHIP'S FORCE AND SUPSHIP DAILY EFFORTS TO ENFORCE THE

CLEANLINESS STANDARDS OF STANDARD ITEM 009-06 INITIALLY MET WITH

LITTLE SUCCESS.  THE CLEANLINESS OF THE SHIP SIGNIFICANTLY IMPROVED

ONCE SUPSHIP ISSUED SEVERAL CONTRACTOR MANAGEMENT DEFICIENCY

REPORTS.  THE STANDARD DEFINED IN ITEM 009-06 CONTRACT SPECS CALLS

FOR "BROOM CLEAN."  THE PRIME CONTRACTOR EXERCISED MINIMAL CONTROL

OVER THE SUB RESPONSIBLE FOR THIS WORK ITEM AND IT WAS ONLY A ROBUST

PRESENCE BY SHIPS FORCE PRIOR TO EVERY SHIFT CHANGE WHICH KEPT THE

SUB-CONTRACTOR IN CHECK.  ULTIMATELY THE SHIP IS RESPONSIBLE FOR THE

CONDITION OF HER SPACES.

    RECOMMENDATION- SHIP'S FORCE ESTABLISH STANDARDS AND PRIORITIES

AT THE EARLIEST STAGES OF THE SRA.  CONDUCT DAILY WALK-THROUGH

INSPECTIONS WITH SHIPS FORCE REP, A CONTRACTOR REP AND SUPSHIP.  THE

SUPSHIP REP MUST ISSUE MANAGEMENT DEFICIENCY REPORTS WHEN

DISCREPANCIES ARE IDENTIFIED.


M.  SUBJECT- REPLACEMENT OF RAST RSD'S

    DISCUSSION- REPLACEMENT OF BOTH RAST SYSTEM RAPID SECURING

DEVICES (RSD) IS REQUIRED EVERY FIVE YEARS.  REPLACEMENT IS NOT

ALWAYS AN IMPROVEMENT.  THORN'S RSD'S WERE IN EXCELLENT REPAIR AND

FULLY FUNCTIONAL AT AVAIL COMMENCE DATE.  THE GOVERNMENT-FURNISHED,

RE-WORKED REPLACEMENT RSD'S REQUIRED HUNDREDS OF MAN-HOURS TO

TROUBLESHOOT AND REPAIR (IN ADDITION TO THE COST OF TECHNICAL

ASSISTANCE PROVIDED BY THREE DIFFERENT AGENCIES).

    RECOMMENDATION- RSD'S SHOULD BE INSPECTED BY A QUALIFIED NAVSEA,

NAVAIR OR AIRLANT REPRESENTATIVE PRIOR TO WORK PACKAGE

PREPARATION AND REPLACED ONLY IF NECESSARY.  IF REPLACEMENT IS

WARRANTED, CENTRALLY FUNDING THESE EXPENSIVE PHASED REPLACEMENT

ITEMS WOULD NEGATE THE NEED FOR SHIPS' OPTAR AUGMENT REQUESTS.


N.  SUBJECT- RAST TRACK TROUGH PAINT SYSTEM REPLACEMENT

    DISCUSSION- THORN'S PAINT SYSTEM (INSIDE THE RAST TROUGHS) WAS

IN EXCELLENT CONDITION.  THE REMOVAL AND REPLACEMENT OF THIS SYSTEM

IS AN EXTENSIVE AND VERY COSTLY PROCESS WHICH COULD POSSIBLY HAVE

BEEN AVOIDED.

    RECOMMENDATION- ENSURE THE APPROPRIATE LEVEL OF ASSESSMENT IS

CONDUCTED BY QUALIFIED REPRESENTATIVES (NAVSEA, NAVAIR OR AIRLANT)

TO MAKE AN INFORMED DECISION ON PAINT SYSTEM REPLACEMENT.


O.  SUBJECT- FLIGHT DECK TIE-DOWN REPLACEMENT

    DISCUSSION- DUE TO THE AMOUNT OF INTERFERENCES THAT HAVE TO BE

REMOVED, THIS IS A TIME CONSUMING, EXPENSIVE JOB THAT SIGNIFICANTLY

IMPACTS THE SHIP.  ONCE THE JOB WAS 75 PERCENT COMPLETE, TIME

CONSTRAINTS FORCED SUPSHIP TO REASSESS THE CONDITION OF

REMAINING TIE-DOWNS TO DETERMINE HOW MANY ACTUALLY NEEDED TO BE

REPLACED.  25 PERCENT OF THE TIE-DOWNS ORIGINALLY MARKED FOR

REPLACEMENT PASSED THE HOOK TEST AND NO LONGER REQUIRED REPLACEMENT

ONCE EXCESSIVE PAINT WAS BLASTED FROM THE TIE-DOWN CUPS.  THIS JOB

CAUSED SIGNIFICANT WATER INTRUSION TO THE SHIP, DELAYS IN BRINGING

HABITABILITY SYSTEMS BACK ON-LINE, AND A MAJOR DELAY IN RESURFACING

THE FLIGHT DECK AND HELO HANGER.

    RECOMMENDATION- REPLACE AS FEW AS POSSIBLE BY PERFORMING THE

REQUIRED HOOK TEST ON EXISTING TIE-DOWNS AFTER EXCESSIVE PAINT

BUILDUP HAS BEEN REMOVED.  REQUEST NAVAIR ASSISTANCE TO DETERMINE

WHICH TIE-DOWNS ACTUALLY NEED REPLACEMENT.


P.  SUBJECT- FLIGHT DECK/HANGER BAY RESURFACING

    DISCUSSION- 1) THE HYDRO BLAST SYSTEM USED TO REMOVE OLD NON-SKID

PRODUCES OVER FORTY-THOUSAND PSI.  THORN SUFFERED DAMAGE TO BULKHEAD

LAGGING, ELECTRONIC SYSTEM ENCLOSURES, COUNTERMEASURE WASHDOWN

NOZZLES, DECK LIGHTING, AND PCMS MATERIAL.  SOME OF THE DAMAGE WAS

DUE TO THE POWERFUL DIRECT BLAST FROM THE SYSTEM WHILE OTHER DAMAGE

WAS FROM WATER INTRUSION AND LOOSE GRIT.  A SMALL PERCENTAGE OF THE

DAMAGE WAS DUE TO CARELESS USE OF SELF PROPELLED AND HAND HELD

TOOLS.  THE DECKING SUBCONTRACTOR FAILED TO FOLLOW THE REQUIREMENTS

LISTED IN THE WORK SPECIFICATION AND FAILED TO USE DUE CARE IN

PROTECTING INSTALLED EQUIPMENT.  THE PRESSURE WASHER OVERSPRAY ALSO

COVERED THE BULKHEADS AND OVERHEAD WITH GRIT AND DIRT.   CONSTANT

WARNINGS/INTERVENTION BY SHIP'S FORCE/SUPSHIPS DID LITTLE TO PREVENT

DAMAGE THAT PRIME CONTRACTOR EVENTUALLY HAD TO REPAIR.  

2) DESPITE NUMEROUS WARNINGS BY S/F PERSONNEL AND PRIME CONTRACTOR TO ENSURE ALL DECK FITTINGS WERE MARKED SO THEY COULD BE LOCATED AFTER NON-SKID APPLICATION, THE SUBCONTRACTOR FAILED TO DO SO (INSTEAD OF MARKING THE FITTINGS, THE WORKERS RELIED ON MEMORY AND EXPERIENCE; OVER 25 PERCENT OF THE FITTINGS WERE LOST UNDER THE NON-SKID.  S/F PERSONNEL WERE FORCED TO LOCATE OVER THIRTY MISSING FITTINGS BY JABBING BROOM STICKS AT THE DECK INCH BY INCH).  

3) LASTLY, LSO STATION NON-SKID WAS NOT COVERED BY THE WORK ITEM.  ALTHOUGH IT IS PART OF THE FLIGHT DECK, IT MUST BE SPECIFICALLY IDENTIFIED IN THE SPEC ITEM IN ORDER FOR THE CONTRACTOR TO RESURFACE IT.

    RECOMMENDATIONS- BEFORE BLASTING BEGINS, MARK EVERY DECK FITTING

WITH BRIGHT COLORED PAINT.  TAKE DIGITAL PHOTOS OF THE ENTIRE DECK

SO ALL FITTINGS CAN BE LOCATED AFTER NON-SKID APPLICATION.  REMOVE

ANYTHING THAT CAN BE UNBOLTED FROM THE HANGER BAY AND FLIGHT DECK.

ENSURE ALL REMAINING EQUIPMENT IS PROTECTED WITH HEAVY DUTY PLASTIC

PRIOR TO BLASTING.

Q.  SUBJECT- BERTHING BARGE PLACEMENT

    DISCUSSION- BERTHING BARGE WAS LOCATED APPROX 1000 FEET FROM

SHIP NEAR THE PARKING LOT.  IDEALLY, THE BARGE SHOULD HAVE BEEN

MOORED ACROSS THE PIER FROM THE SHIP INSTEAD.  ITS LOCATION MADE

RAPID INPORT EMERGENCY TEAM (IET) RESPONSE DIFFICULT DURING MEAL

HOURS.  TO ALLEVIATE THIS PROBLEM AT NIGHT, THORN HAD TEMPORARY AC

UNITS INSTALLED IN OVERFLOW BERTHING AND BERTHED THE IET ONBOARD

THROUGHOUT THE AVAILABILITY.

    RECOMMENDATION- THE BARGE COULD HAVE BEEN MOORED ACROSS FROM THE

SHIP IF THE DECISION HAD BEEN MADE EARLY IN THE CONTRACT PROCESS.

WHEN THORN WAS MADE AWARE OF THE PLANNED LOCATION, ALL BARGE SERVICE

HOOK-UPS HAD BEEN PRE-ROUTED AND CHANGING THE LOCATION WOULD HAVE

INCURRED SIGNIFICANT COST TO THE GOVERNMENT.  ASK EARLY WHERE THE

BARGE WILL BE LOCATED.

R.  SUBJECT- FORCE PROTECTION

    DISCUSSION- 1) CONCRETE BARRIERS WERE PROVIDED AT VEHICLE

ENTRANCES TO BOTH THE PIER AND BERTHING BARGE PARKING LOT.  THE BARRIERS HAD TO BE REMOVED AND PUT BACK IN PLACE DAILY TO ACCOMMODATE HEAVY EQUIPMENT TRANSIT.  ENSURING THE BARRIERS WERE PUT BACK AFTER HOURS WAS CHALLENGING FOR THE CONTRACTOR.  2) FOR WATERSIDE PROTECTION,

SEVERAL STEEL PYLONS WERE DRIVEN INTO THE BASIN BOTTOM APPROX 50

FEET OUTBOARD TO SUPPORT A STEEL CABLE, ORANGE MESH, AND AN OIL

BOOM.  THIS WATER BARRIER SIGNIFICANTLY EASES AT/FP WATCH

REQUIREMENTS ON THE SHIP AND SUPPORTS THE MYRIAD OF OFF-SHIP SCHOOLS THE SHIP MUST COMPLETE WHILE IN THE YARDS.  THE STEEL CABLE HAD TO BE OPENED PERIODICALLY TO ACCOMMODATE BARGES ALONGSIDE.  MUCH LIKE THE CONCRETE BARRIERS, IT WAS SELDOM PUT BACK INTO PLACE UNTIL S/F DEMANDED. RE-ATTACHING THE CABLE WAS A LABOR-INTENSIVE PROCESS DUE TO LACK OF POWER IN SHIPYARD UTILITY BOATS.

    RECOMMENDATION- WORK EARLY AND OFTEN TO DEMAND SHIPYARD SECURE

SEA AND SHORE ACCESS TO SHIP IMMEDIATELY UPON COMPLETION OF WORK.

MAKE IT CLEAR TO CONTRACTOR AT INITIAL IN BRIEF THAT THERE WILL BE

NO COMPROMISE ON THIS ISSUE.//
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