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RMKS/1.  MAHAN COMPLETED POST SHAKEDOWN AVAILABILITY (PSA) IN

PORTLAND, MAINE 27AUG98 TO 17NOV98.  FOLLOWING LESSONS LEARNED

PROVIDED FOR USE IN PLANNING AND EXECUTING FUTURE PSA'S.

2.  BACKGROUND:  PLANNING IS THE CORNERSTONE OF A SUCCESSFUL PSA.

MAHAN COMMENCED PSA PLANNING AS EARLY AS PRE-COMMISSIONING

MOVEABOARD AND CONTINUED PLANNING UP UNTIL PSA START.  A PSA

COORDINATOR (LDO LT WITH EXTENSIVE MAINTENANCE BACKGROUND) WAS

APPOINTED EARLY IN THE PROCESS.  THE PSA COORDINATOR WAS INTIMATELY

INVOLVED IN WORK PACKAGE DEFINITION, SCHEDULE DE-CONFLICTION AND

DAY TO DAY INTERACTION BETWEEN CONTRACTOR AND CREW.  INTENT WAS TO

PROVIDE A SINGLE POINT OF CONTACT FOR BOTH SHIPYARD AND SHIP AND

PROVED TO BE INVALUABLE DURING PSA EXECUTION.

3.  PSA WORK PACKAGE:  PSA WORK PACKAGE IS A DYNAMIC AND EXTENSIVE

DOCUMENT THAT INCLUDES BASE WORK, CONSTRUCTION GUARANTEE WORK AND

NEW WORK ITEMS.   ALTHOUGH MAJORITY OF WORK ITEM SPECIFICATIONS

WERE DELIVERED TO MAHAN AS EARLY AS COMMISSIONING CREW MOVEABOARD,

MANY WERE PROVIDED AS LATE AS THE LAST WEEK OF PSA.  MAHAN'S TOTAL

PACKAGE CONSISTED OF 160,000 MANHOURS SCHEDULED FOR AN ELEVEN-WEEK

AVAILABILITY.  THREE PLANNING CONFERENCES WERE CONDUCTED IN WHICH

THE PSA WORK PACKAGE WAS REVIEWED.  SHIP'S FORCE PARTICIPATION IS

CRITICAL.  CO, XO, DEPARTMENT HEADS, PSA COORDINATOR, DEPARTMENTAL

COORDINATORS, AND THE QUALITY ASSURANCE TEAM MUST ATTEND THESE

PLANNING CONFERENCES.  BECAUSE OF THE INVOLVEMENT OF KEY INDIVIDUALS,

WORK PACKAGE DISCREPANCIES AND SHORTFALLS WERE IDENTIFIED EARLY.

SHIP'S FORCE GENERATED NUMEROUS 2 KILOS TO ACCOMPLISH ADDITIONAL

WORK THAT WAS NOT PART OF THE PSA WORK PACKAGE.  HOWEVER, LIMITED

MAINTENANCE DOLLARS AND TIME PREVENTED FORMAL INCLUSION OF THESE WORK

ITEMS INTO AN ALREADY AGGRESSIVE PSA PACKAGE.  THEREFORE, CRITICAL

NON-PSA WORK PACKAGE ITEMS MUST BE ACCOMPLISHED BY SHIP'S FORCE OR

DEFFERED TO SIMA.

4.  MESSING/BERTHING:  A BERTHING BARGE WAS PROVIDED FOR THE SHIP'S

ADMINISTRATIVE AND BERTHING REQUIREMENTS.  HOWEVER, DUE TO AGE AND

CONDITION, ONLY THE INPORT EMERGENCY TEAM SLEPT ON BOARD DURING DUTY

DAYS.  SHIP'S CREW AND REMAINING DUTY SECTION MEMBERS WERE BERTHED

AT A HOTEL AND REMAINED ON CALL UNTIL DUTY SECTION TURNOVER THE

FOLLOWING DAY.  MAHAN SENT AN ADVANCE PARTY TO CLEAN AND PREPARE THE

BARGE.  UNFORTUNATELY, POOR MATERIAL CONDITION, CLEANLINESS AND

USEABILITY PREVENTED EXTENSIVE USE OF THE BARGE FOR ROUTINE

OPERATIONS.  A SNAP LAN SPACE WAS ESTABLISHED ON THE BARGE AND THE

SYSTEM MOVED WITH LESS THEN ONE DAY OF DOWN TIME.  SNAP LAN WORKED

WELL AND PROVIDED A CENTRALIZED LOCATION FOR 3M, COMPASS, AND

SUPPLY FUNCTIONS.  MAHAN DID NOT SERVE MEALS ON BOARD THE BARGE,

BUT RATHER PROVIDED COMRATS TO THE CREW.  BARGE MESSING

FACILITY SIZE AND CONDITION DID NOT PROVIDE A HIGH ENOUGH QUALITY

OF LIFE.  ADDITIONALLY, COMRATS EASED THE BURDEN ON THE SUPPLY

DEPARTMENT AND PROVIDED SUPPLY PERSONNEL THE OPPORTUNITY TO OBTAIN

VALUABLE TRAINING.

5.  SPACE CONTROL/SECURITY:  CONTRACTOR PROVIDED A LIST OF SPACES

THAT WERE AFFECTED BY PSA WORK, HOWEVER, LIST DID NOT COVER SPACES

THAT WERE IMPACTED DUE TO CABLE PULLS, FIRE WATCHES, AND VARIOUS

OTHER INTERFERENCE WORK.  PLAN ON A FULL CREW MOVE OFF PRIOR TO THE

START OF PSA.  GIVEN THE LARGE WORK PAKAGE, THE CONTRACTOR REQUIRES

IMMEDIATE ACCESS TO MOST COMPARTMENTS.  REMOVE ALL PILFERABLE ITEMS

AND LEAVE ALL SPACES OPEN VICE ESTABLISHING A 'KEY WATCH'.  OPEN

SPACES ALLOW FOR IMMEDIATE CONTRACTOR ACCESS AND ELIMINATE THE

REQUIREMENT FOR CREWMEMBERS WASTING TIME WATCHING A SHIPYARD PERSON

WORKING IN CONTROLLED ACCESS SPACES.  ALL SPECIAL INTELLIGENCE (SI)

MATERIALS MUST BE REMOVED FROM SSES PRIOR TO ENTERING THE YARDS.

COORDINATION WITH THE TYPE COMMANDER MONTHS PRIOR TO PSA WILL

FACILITATE REMOVING SI MATERIAL.  CONDUCT AN INVENTORY OF ALL SI

MATERIALS AND MINIMIZE SI HOLDINGS.

6.  QUALITY ASSURANCE:  DESPITE SHIP'S FORCE ATTEMPTS TO MAINTAIN A

STEADY STRAIN ON THE QA PROGRAM, CONTRACTOR HELD OVER FIFTY PERCENT

OF WORK PACKAGE ITEMS IN PROGRESS UP TO THE FINAL WEEK OF THE

AVAILABILITY WITH ANOTHER TWENTY-FIVE PERCENT NOT RELEASED UNTIL THE

DAY BEFORE SAIL AWAY.  THIS CREATED A SEVERE BOTTLENECK FOR THE QA

ORGANIZATION AND CAUSED MANY DEFICIENCIES TO ONLY BE CORRECTED

DURING THE SIXTY-DAY WARRANTY PERIOD.  A LARGE NUMBER OF WORK ITEMS

WERE IN THE HIGH NINETY PERCENT COMPLETION RATE THROUGHOUT THE

AVAILABILITY BUT FULL COMPLETION NOT ACHIEVED UNTIL THE END OF PSA.

7.  POST PSA:  APPROXIMATELY 3,500 HOURS OF ORIGINAL PSA DIRECT

PRODUCTION LABOR WAS NOT ACCOMPLISHED; REMAINING WORK SCHEDULED

TO BE COMPLETED IN HOMEPORT.  DESIRE TO UPGRADE AND ADD THE LATEST

AND BEST EQUIPMENT DURING THE SCN WINDOW DROVE THE NEED FOR A LARGE

PACKAGE. HOWEVER, NEITHER THE TIME FRAME NOR ALLOCATED WORK FORCE

INCREASED TO SUPPORT WORK PACKAGE ADDITIONS.

8.  SAFETY:

    A.  PERSONAL PROTECTIVE EQUIPMENT (PPE):  HARD HATS AND SAFETY

GLASSES WERE PROVIDED FOR SHIP'S COMPANY UPON ARRIVAL.  CREWMEMBERS

SHOULD BE BRIEFED ON THE IMPORTANCE OF WEARING PPE WHILE IN THE

SHIPYARD.  CREWMEMBERS WHO WEAR PRESCRIPTION EYEWEAR SHOULD BE

ISSUED A PAIR OF SAFETY GLASSES.  THESE GLASSES AND PLASTIC SIDE

SHIELDS SHOULD BE WORN IN PLACE OF CLEAR LENS SAFETY GLASSES.

    B.  VENTILATION TUBES, AIR HOSES AND ELECTRICAL LEADS:

VENTILATION TUBES, AIR HOSES AND ELECTRICAL LEADS WILL BE RUN FROM

THE WEATHER DECKS TO INTERIOR SPACES OF THE SHIP THROUGH AIR LOCKS

AND HATCHES.  ENSURE THESE ARE SECURED TO ONE SIDE OF THE

PENETRATION AND DO NOT CREATE AN OBSTRUCTION FOR PASSAGE FROM

SPACE TO SPACE OR INTERFERE WITH LADDERS OR TRUNKS.  ELECTRICAL

LINES AND AIR HOSES ON THE WEATHER DECKS SHOULD BE PLACED ON RISERS

TO PREVENT DEBRIS FROM COLLECTING ON THE DECK AND CAUSING DAMAGE.

ENSURE WOODEN STRUCTURES ARE ERECTED ABOVE HATCHES WHICH REMAIN OPEN

TO WEATHER TO PREVENT RAIN FROM FLOODING COMPARTMENTS AND

TO MINIMIZE THE AMOUNT OF DEBRIS FALLING INTO VERTICAL TRUNKS.

WHICH WERE INSPECTED DAILY BY THE CDO AND A SAFETY ORGANIZATION

REPRESENTATIVE.  THESE DAILY INPSECTIONS QUICKLY IDENTIFIED AND

CORRECTED SAFETY PROBLEMS WHICH RESULTED IN A MISHAP FREE

AVAILABILITY.

9.  SUMMARY:  MAHAN ENTERED PSA WITH HIGH EXPECTATIONS OF QUALITY

WORK AND ATTENTION TO DETAIL AS RECEIVED DURING CONSTRUCTION.

HOWEVER, THE REALITY OF PSA SOON ESTABLISHED ITSELF.  ALTHOUGH THE

QUALITY OF WORK WAS SATISFACTORY WITH MOST MATERIAL DISCREPANCIES

BEING CORRECTED, THE NUMBER OF JOBS REMAINING OPEN AND THE

CONDITION OF THE SHIP AT THE END OF THE AVAILABILITY DID NOT REFLECT

THE QUALITY EXPERIENCED DURING CONSTRUCTION.  THERE WAS A GENUINE

CONCERN BY THE CONTRACTOR MANAGERIAL TEAM REGARDING SHIP'S REQUESTS.

HOWEVER, INADEQUATE MANNING LEVELS, POOR INITIAL SHIP CHECKS, AND AN

UNREALISTIC MAN-HOUR ALLOCATION UNDERMINDED GOOD INTENTIONS.  IT

APPEARED THAT THERE WAS HEAVY RELIANCE ON VOLUNTARY OVERTIME WORK BY

PRODUCTION EMPLOYEES AS PART OF THE PLANNED WORKLOAD. WHEN THE

VOLUNTEERS FAILED TO MATERIALIZE, PRODUCTION FELL BEHIND SCHEDULE

AND NEVER REGAINED A LEVEL THAT WOULD ENABLE ALL WORK PACKAGE ITEMS

TO COMPLETE ON TIME.  MAHAN WAS FORCED TO DELAY CREW MOVEABOARD BY

ONE WEEK IN ORDER TO ACCOMMODATE PRODUCTION DELAYS.  THIS CREATED

STRESS ON CREWMEMBERS AS THE HOLIDAYS APPROACHED AND ERODED

ESSENTIAL CREW TRAINING TIME PRIOR TO GETTING UNDERWAY.  DESPITE A

SIGNIFICANT EFFORT AT THE END OF THE AVAILABILITY TO TURN MAHAN OVER

WITH MOST PRODUCTION WORK COMPLETE, A LARGE PRODUCTION BACK LOG AND

INABILITY TO COMPLETE COSMETIC TOUCH-UPS NORMALLY ASSOCIATED WITH

THIS TYPE OF WORK PREVENTED A 'CLEAN FINISH'.  THE SHIP WAS TURNED

OVER WITH LITTLE TIME TO TEST A VARIETY OF NEW SYSTEMS AND IN A

CONDITION WHICH REQUIRED SHIP'S FORCE TO SHOULDER THE BRUNT OF

CLEAN UP AND COSMETIC REFURBISHMENT EFFORTS RESULTING FROM

THE AVAILABILITY.//
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