USS STOUT (DDG 55) FY99 DSRA  NOV 99 NORSHIPCO








R 241545Z NOV 99 PSN 346262L23


FM USS STOUT


TO CINCLANTFLT NORFOLK VA//N43//


INFO /COMNAVSURFLANT NORFOLK VA//07/071/N43/N431/N431A3/N431D/911//


PMS312/PMS335


COMNAVSEASYSCOM WASHINGTON DC//04X//


COMREGSUPPGRU NORFOLK VA//00/RO/N4/PENG//


NAVSURFWARCENDIV PORT HUENEME CA//4Y00/RY20/4D00//


SUPSHIP PORTSMOUTH VA//00/212/600//


SIMA NORFOLK VA//00/RO//


FTSCLANT NORFOLK VA


FLTILOACT PORTSMOUTH VA//OOH//


COMCRUDESGRU TWELVE


COMDESRON EIGHTEEN


PEO THEATER SURFACE COMBATANTS WASHINGTON DC//F/F4/PMS400//


PMS400F4B1


CHET NORFOLK VA//OIC//


SUPSHIP BATH ME


BT


UNCLAS  //N04790//


MSGID/GENADMIN/USS STOUT/-/NOV//


SUBJ/FY99 DSRA LESSONS LEARNED//


REF/A/GENADMIN/SUPSHIP PORTSMOUTH/041256ZNOV99//


AMPN/REF A RQST FOR LESSONS LEARNED//


POC/XXXXXX/LCDR/DSRA COORD/TEL 757-396-1073//


RMKS/ 1. STOUT UNDERWENT A 12 WEEK DSRA AT NORSHIPCO FROM 2 AUG 99 TO 2 NOV 99.  AS REQUESTED REF A, FOL LESSONS LEARNED ARE SUBMITTED:


A. PLANNING


1. PRODUCTION WAS HALTED 3 TIMES DURING THE AVAILABILITY BECAUSE OF HURRICANES. SUPSHIP, PORTSMOUTH TOOK THE LEAD IN


COORDINATING KTR CONTINGENCY PLANS TO KEEP THE SHIP SAFE AND MINIMIZE THE IMPACT ON PRODUCTION. THE LESSON LEARNED HERE IS PLANNING MUST OCCUR BEFORE BAD WEATHER IS IMMINENT. SUPSHIP DEVELOPED A PLAN OF ACTION WITH THE KTR AND TOGETHER THEY EXECUTED SUPERBLY.�


2. S/F MUST BE INTIMATELY FAMILIAR WITH ALL BID SPECS. THIS


ALLOWS FOR ACCURATE PLANNING AND PREVENTS SURPRISES. AT


BEGINNING OF AVAIL, DELAYS OCCURRED WITH PUMPING FUEL FROM SHIP. S/F EXPECTED PUMPING TO OCCUR DAY AND NIGHT BUT BID SPEC CALLED FOR DAY PUMPING ONLY. THIS SURPRISE COULD HAVE BEEN AVOIDED IF WE HAD READ THE SPECS CLOSELY.�


3. SEND DSRA COORDINATOR TO SURFLANT SPONSORED MAINTENANCE UNIVERSITY AT LEAST 6 MONTHS PRIOR TO SCHEDULED AVAIL. THIS COURSE OFFERS SUPERB GUIDANCE WRT TO PLANNING AND EXECUTION PHASES OF A MAINTENANCE PERIOD. IT IS MOST EFFECTIVE IF ATTENDED EARLY ENOUGH FOR S/F COORDINATORS TO USE INFORMATION DURING PLANNING PHASE. TO THAT END, ENSURE DSRA COORDINATOR IS IDENTIFIED WELL IN ADVANCE SO HE/SHE CAN BECOME A KEY PLAYER IN PLANNING PROCESS. PICK SOMEONE WHO DOES NOT HAVE A SIGNIFICANT AMOUNT OF WORK PLANNED AND WHO CAN CONCENTRATE ON BEING A CENTRAL POC FOR ALL SHIPWIDE JOBS. WE HAD A LOT OF SUCCESS ASSIGNING THE OPERATIONS OFFICER.�


4.  ASSIGN SHIP'S FORCE PERSONNEL AS "SHIPS SUBJECT EXPERTS"


TO TRACK SPECIFICALLY ASSIGNED JOBS FROM START TO FINISH.


THESE PERSONNEL SHOULD BE THE TECHNICAL EXPERTS ON THEIR


EQUIPMENT AND DO NOT NECESSARILY NEED TO BE SENIOR FIRST


CLASS OR CHIEF PETTY OFFICERS. THEY SERVE AS SHIP'S POC


WITH SHIPYARD AND REPORT STATUS TO RESPECTIVE DEPARTMENT


HEAD FOR TRACKING AND CONFLICT RESOLUTION.�


5. DURING THE AVAIL, WE INTENDED TO FOCUS ON A COMPLETE


REHAB OF ALL 7 CREW BERTHING AREAS, CREW'S MESS, CPO MESS


AND WARDROOM.  IOT FACILITATE THIS EXTENSIVE PROJECT WE ARRANGED FOR CREW BERTHING AT THE BARRACKS RATHER THAN FORCING THEM TO LIVE ON THE BERTHING BARGE IN THE SHIPYARD. EACH BERTHING AREA WAS EMPTIED OF PERSONAL BELONGINGS AND MATTRESSES ALLOWING REHAB TEAMS FREE REIGN.�


6. ALTHOUGH GUARDED NIGHTLY BY SHIPYARD PERSONNEL AND DAILY BY S/F, TWO PERSONAL VEHICLES WERE STILL BROKEN INTO.


ADDITIONALLY, THE AMOUNT OF PARKING IS INADEQUATE, ESPECIALLY


IF MULTIPLE SHIPS ARE IN PLANT.  ADDITIONAL SECURE PARKING


SHOULD BE MADE AVAILABLE TO PREVENT OVERCROWDING.�


7. S/F/KTR/FMA WILL BE MOVING HEAVY ITEMS AROUND THE SHIP. KTR


WAS VERY GOOD AT ACCOMMODATING SHORT NOTICE LIFTS BUT PRIOR PLANNING TO PREVENT PERSONNEL/CRANE CONFLICTS IS AN ABSOLUTE REQUIREMENT. ONE SHIPBOARD POINT OF CONTACT SHOULD BE ASSIGNED TO COORDINATE CRANE REQUESTS.�


8. MOORING LINES PROVIDED/REQUIRED BY KTR WERE UNSATISFACTORY FOR SHIP USE. MOST OF THE LINES PROVIDED WERE CHAFFED AND FULL OF SANDBLAST MATERIAL, INCLUDING ROCKS AND GLASS SHARDS. S/F OPTED TO USE OUR OWN LINES.�


9. S/F WAS NOT PERMITTED TO WORK ON THE FLOOR OF THE DRY-DOCK. GROUND TACKLE WAS REMOVED BY KTR IOT PERFORM PRESERVATION OF CHAIN LOCKER AND S/F PLANNED TO TAKE ADVANTAGE OF ROUSTED TACKLE TO CONDUCT PRESERVATION WHILE IN DRY-DOCK. BECAUSE OF ENVIRONMENTAL ISSUES, KTR WOULD NOT ALLOW S/F TO PERFORM PRESERVATION. RECOMMEND SHIPS RESOLVE THIS ISSUE EARLY IN THE AVAIL SO ARRANGEMENTS CAN BE MADE TO PROVIDE CHAIN STORAGE TO FACILITATE PRESERVATION.�


10. ENSURE COMBAT SYSTEM EQUIPMENT IS NOT INTERFERED WITH BY ANY SCAFFOLDING/STAGING. A LOT OF WORK REQUIRED SCAFFOLDING SUPPORT TO ACCOMPLISH. AS SHIP WAS PREPARING FOR COMBAT SYSTEMS LIGHT OFF, SCAFFOLDING WAS STILL IN PLACE AND INTERFERED WITH TOPSIDE EQUIPMENT LIGHT OFF AND ALIGNMENTS. PLAN SCAFFOLDING RELATED JOBS EARLY IN THE AVAIL TO PREVENT PROBLEMS WITH LIGHT OFF AND INTERFERENCE/POSSIBLE DAMAGE TO ROTATING EQUIPMENT.�


11. IF COMBAT SYSTEM ALIGNMENT WILL EXPIRE PRIOR TO NEXT


AVAILABILITY, ALIGNMENT SHOULD BE PROGRAMMED INTO CURRENT


AVAILABILITY TO ENHANCE EFFICIENT USE OF TIME AND RESOURCES.�


12. CALL FISC A WEEK PRIOR TO ENTERING YARD TO ARRANGE NEW


DELIVERY LOCATION. THIS WILL PREVENT CONFUSION AS TO WHERE


PARTS NEED TO BE DELIVERED.�


13. BUY ALL HARD HATS AND GLASSES TWO WEEKS BEFORE ENTERING


PLANT. BUY MINIMUM OF 20% MORE GLASSES. WE FOUND THAT THEY


BREAK EASILY IN A SHIPYARD ENVIRONMENT.�


14. NOTIFY ALL CONTRACTORS/TECH REPS OF SHIPYARD SECURITY


CLEARANCE REQUIREMENTS WELL IN ADVANCE OF ARRIVAL.�


15. IDENTIFY HABITABILITY PROJECTS EARLY. OPTAR FUNDS SET


ASIDE FOR HABITABILITY WENT QUICKLY.�


16. WHEN FIRST INSPECTING THE BARGE, ENSURE


FREEZER/REFRIGERATOR SPACE IS ADEQUATE. OUR FREEZER SERVICES HAD TO BE CONTRACTED OUT DUE TO INADEQUATE FACILITIES ON THE BERTHING BARGE.�














B. EXECUTION�


1.  DEVELOP RAPPORT WITH SHIPYARD AT FIRST OPPORTUNITY. S/F


FOUND THAT CONSTANT COORDINATION, EVEN BEFORE START OF


AVAILABILITY, ENSURED ACCURATE PLANNING AND QUICK RESOLUTION OF INEVITABLE PROBLEMS. CREATING A GOOD RELATIONSHIP WITH PROJECT MANAGERS FACILITATED A NON-THREATENING ENVIRONMENT WHERE PROBLEMS COULD BE EASILY BROUGHT TO LIGHT, ADDRESSED AND RESOLVED. STT CREATED A "SHIPYARD WORKER OF THE WEEK" AWARD TO RECOGNIZE DECKPLATE LEVEL SHIPYARD PERSONNEL WHO CONTRIBUTED POSITIVELY TO OUR AVAIL. THE AWARD WAS PRESENTED BY THE CO DURING A QUICK WEEKLY CEREMONY AND TURNED OUT TO BE AN EASY WAY TO DEVELOP POSITIVE TIES.�


2. DEVELOP AND INSIST ON CLEANLINESS STANDARDS FOR ALL TO


ADHERE TO. ALTHOUGH IN A SHIPYARD ENVIRONMENT, CLEANLINESS


STANDARDS CAN AND SHOULD BE ENFORCED AT ALL TIMES IN AREAS NOT UNDERGOING WORK AND AFTER HOURS IN WORK AFFECTED AREAS. THE KTR WAS FOUND TO BE FAIRLY COOPERATIVE IN ABIDING BY SHIP STANDARDS AS LONG AS THE SHIP FORCED THE ISSUE.�


3. THERE WERE A NUMBER OF CONFERENCES WHERE STT INSISTED THAT PRODUCTION WAS FALLING BEHIND AND THE KTR RESPONDED THEY WOULD FINISH ON TIME. IOT ENSURE "ON TIME" WAS ADEQUATELY DEFINED WE PROVIDED THE KTR AND SUPSHIP A LISTING OF CONTRACTUAL MILESTONES AND JOBS WE WANTED COMPLETED BY EACH. THE KTR AGREED TO THIS APPROACH. THEY COMMENTED THAT IT GAVE THEM THE FREEDOM TO MOVE MANPOWER WITHIN THE AVAILABILITY BASED ON THEIR ASSESSMENT OF


NEED BUT STILL HELD THEM TO A COMPLETION DATE. WITH A FEW


EXCEPTIONS THEY COMPLETED EVERY JOB ON TIME.�


4. CLOSELY MONITOR ONGOING FMA JOBS WHICH MAY IMPACT


SHIPYARD/SHIP'S FORCE WORK. STT ASSIGNED THE 3MC, WORKING FOR THE DSRA COORDINATOR, TO TRACK ALL FMA JOBS AND COORDINATE WITH KTR TO FACILITATE ACCOMPLISHMENT WHILE PREVENTING IMPACT ON KTR WORK.�


5. SUB CONTRACTORS REQUIRE CLOSE SUPERVISION. KTR SUBCONTRACTED OUT MANY OF THE JOBS AND FOR THE MOST PART, WE WERE PLEASED WITH THE OUTCOME. THERE WAS ONE SUBCONTRACTOR, HOWEVER, THAT CAUSED


CONTINUED PROBLEMS INCLUDING FLOODING OF SPACES AND


FREQUENTLY LEFT EQUIPMENT AND DEBRIS LYING ABOUT AFTER JOB


ACCOMPLISHMENT. ALTHOUGH THE SHIPYARD WORKED WITH SHIP'S FORCE TO FIX ALL DISCREPANCIES, SHIP'S FORCE HAD TO CONTINUALLY MONITOR ALL SUBCONTRACTOR WORK, ESPECIALLY AFTER HOURS. TO THAT END, WE SET UP A ROVING ROTATION FOR CDO/SECTION LEADER TO TOUR ENTIRE SHIP. THESE SHIPWIDE TOURS, BY A KHAKI, EVERY FOUR HOURS WERE VERY EFFECTIVE IN KEEPING TRACK OF ONGOING WORK AND NOTING ANY DISCREPANCIES.�


6. HAZMAT CAN BE STORED ON THE PIER IN CONTAINERS PROVIDED BY THE KTR BUT RECOMMEND SKED OFF-LOADS/TURN-INS WELL IN ADVANCE. FOR ENVIRONMENTAL REASONS, KTR IS REQUIRED TO KEEP TRACK OF ALL PAINT USAGE DURING AN AVAIL, INCLUDING S/F WORK. CONSEQUENTLY, SHIPS WILL BE REQUIRED TO PROVIDE SUCH DATA ON A MONTHLY BASIS AND SHOULD PLAN TO KEEP TRACK OF PAINT USED.�


7. KEEP DETAILED VEHICLE TRACKING LOGS. STT WAS GIVEN FOUR


VEHICLES TO USE DURING THE AVAILABILITY AND AT ONE TIME OR


ANOTHER,  EACH OF THE VEHICLES REQUIRED SERVICING BY PWC. TRACKING SPECIFIC MAINTENANCE NEEDED FOR EACH VEHICLE WAS PROBLEMATIC SINCE DUTY SECTION TO DUTY SECTION (DUTY DRIVER TO DUTY DRIVER) TURNOVER WAS NOT EFFECTIVE. A LOG WAS IMPLEMENTED TO ENSURE ISSUES SUCH AS ENGINE PROBLEMS, LIGHTS INOPERATIVE, ETC, WERE ADDRESSED QUICKLY.�


8. ENSURE ALL FOOD SERVICE SUPERVISORS HAVE EMERGENCY NUMBERS FOR REPAIR OF BARGE GALLEY EQUIPMENT. THE SHIPYARD WAS VERY PROMPT AT CORRECTING ANY DISCREPANCIES.�


9. PRIOR TO ENTERING AVAILABILITY STT WAS IN 8 SECTION DUTY AND


HAD ESTABLISHED A POLICY THAT NO WORK WAS LEFT AT KNOCK OFF FOR DUTY SECTION TO COMPLETE. RECOGNIZING THE DSRA ENVIRONMENT WOULD BE DIFFERENT WE TRANSITIONED TO 6 DUTY SECTIONS AT THE START OF THE AVAIL. IT WAS THE RIGHT CALL. A 6 SECTION ROTATION ENABLED US TO TASK THE DUTY SECTION TO SUPPORT THE SOMETIMES 24 HOUR A DAY SHIPYARD SCHEDULE AND REMAIN ROBUST ENOUGH TO MAINTAIN AN AGGRESSIVE SCHOOLS PROGRAM (SOME WEEKS 45 SAILORS WERE TAD TO SCHOOL).  UPON COMPLETION OF THE AVAIL WE RETURNED TO 8 SECTIONS.//


BT


