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SUBJ/USS NASSAU FY01 PMA LESSONS LEARNED//

REF/A/DOC/CINCLANTFLTINST 4790.3/21AUG96// 

AMPN/REF A IS JOINT FLEET MAINTENANCE MANUAL//

RMKS/1.IAW REF A, THE FOLLOWING PMA LESSONS LEARNED IS SUBMITTED.

NASSAU COMPLETED A PMA AT METRO MACHINE 31JUL01 - 20NOV01. THIS

MESSAGE WILL ADDRESS PMA ADMIN ISSUES, DEPARTMENTAL ISSUES, LOA

ISSUES AND COMMANDING OFFICER'S COMMENTS.

  A. PMA COORDINATOR/ADMIN ISSUES:

     (1) NASSAU UTILIZED A STRUCTURED DAILY ROUTINE TO REGULATE

PRODUCTION WORK AND MANAGE MANHOURS. SHIP'S ROUTINE WAS ESTABLISHED

TO COINCIDE WITH SHIPYARD AND MAINTENANCE FACILITY WORK HOURS.

THIS ENSURED KTR INTERFACE WITH MOST QUALIFIED S/F.

DAILY ROUTINE WAS AS FOLLOWS:

  M/W/F                       T/TH

  0645-0800 ALL HANDS PT

  0800      OFFICER'S CALL    0700      OFFICER'S CALL

  0815      QUARTERS          0715      QUARTERS

  0830-1130 SHIP'S WORK       0730-1130 SHIP'S WORK

  1130-1230 LUNCH             1130-1230 LUNCH

  1230-1430 SHIP'S WORK       1230-1430 SHIP'S WORK

  1500-1530 CLEANING STATIONS 1500-1530 CLEANING STATIONS

  1530      LIBERTY CALL      1530      LIBERTY CALL

     (2) DAILY PRODUCTION MEETINGS PROVED CRITICAL TO SUCCESSFUL

COMPLETION ON TIME.  ATTENDANCE BY SENIOR DH REPS WAS ESSENTIAL.

     (3) DESIGNATE A QA REP FROM SHIP'S COMPANY TO WORK FULL

TIME WITH SUPSHIP. NASSAU DESIGNATED A CWO2 FOR THIS JOB,

RESULTING IN ENHANCED COMMUNICATION OF SHIP'S FORCE CONCERNS AND

REQUIREMENTS.  IT IS ALSO IMPORTANT THAT THIS INDIVIDUAL HAVE A

READILY ACCESSABLE MEANS OF COMMUNICATIONS WITH SHIPYARD SHOP

SUPERVISORS OR KEY PERSONNEL.

     (4)  ALL WORK, AIT, SF, SIMA MUST BE INTEGRATED INTO SHIPYARD

GANT PRODUCTION CHART.  THIS IS A DYNAMIC PROCESS REQUIRING UPPER

MANAGEMENT INVOLVMENT.  NASSAU USED SEPERATE WEEKLY KTR/ AIT/ SF

MEETING TO COORDINATE.

  B. SPECIFIC LESSONS LEARNED:

     (1) DURING AN AVAILABILITY, IT IS IMPORTANT TO TRACK AND

MANAGE SHIP'S FORCE WORK HOURS EXPENDED IN ALL WORK CATEGORIES,

INCLUDING SHIP'S ROUTINE.

     (2) COORDINATION OF NEW DECK (PRC) INSTALLATION AND

OVERHEAD HOTWORK IS EXTREMELY IMPORTANT TO PREVENT DAMAGE

TO NEW DECK.  LACK OF COORDINATION CAN SET PRODUCTION SCHEDULES

BACK DUE TO CORRECTIVE WORK.

     (3) A LARGE AMOUNT OF GROWTH WORK WAS IDENTIFIED DURING

THIS AVAILABILITY. GROWTH WORK WAS THE RESULT OF MANY FACTORS.

SOME OF THE KEY FACTORS WERE:

         (A) AUXILIARY SYSTEMS: DURING PMA, REPAIR WORK ON

THE CHT SYSTEM REVEALED GROWTH WORK NOT PREVIOUSLY EXPECTED.

THE AVAILABILITY INSPECTION OF THE DIESEL ENGINES REVEALED

ADDITIONAL NEEDED REPAIRS.

         (B) PROPULSION SYSTEMS: THE MAJORITY OF THE GROWTH

WORK CAME FROM OPEN AND INSPECTS.

         (C) HULL SYSTEMS, WATER TIGHT FITTINGS AND

PRESERVATION: CHECKING THE WORK PACKAGE FOR SYSTEMS THAT

ARE GOING TO BE DISTURBED AND TAKING INTO ACCOUNT THE POSSIBLE

EFFECTS OF EXPENDING RESOURCES (PERSONNEL AND MATERIALS) WILL

IDENTIFY AND ALLOW FOR SCHEDULING OF THIS TYPE OF WORK.

     (4) PLAN AHEAD FOR CONTINUATION OF PMA RELATED WORK PAST

THE SHIPYARD AVAILABILITY TIME.  ENSURE THAT ALL ACCESS LISTS

FOR CONTRACTORS ARE COMPLETED PRIOR TO LEAVING THE SHIPYARD TO

REDUCE DELAYS UPON RETURNING TO THE NAVAL STATION.

  C. DEPARTMENTAL ISSUES:

     (1) DECK DEPARTMENT:

         (A) CAREFUL SCRUTINY OF SHIPS MAINTENANCE NEEDS

WILL ENSURE THAT ALL MAINTENANCE REQUIRING DEPOT LEVEL REPAIR

ARE IDENTIFIED AND CORRECTED.

     (2) AIR DEPARTMENT:

         (A) ENSURE THAT ALL MAGAZINE HEAT SENSING EQUIPMENT

ARE TAGGED OUT PRIOR TO STARTING ANY HOTWORK IN THE AREA.

     (3) AIMD DEPARTMENT:

         (A) ENSURE CASS TRAINED PERSONNEL ONBOARD PRIOR TO

STARTING THE CASS INSTALL.

         (B) THE CASS POAM TIMELINE NOT MET.  SHIP AND

SHIPYARD SCHEDULES WERE NOT INTEGRATED WITH THE CASS POAM.

         (C) THE CASS INSTALL AFFECTS NUMEROUS SHIPBOARD

SYSTEMS (I.E. ELECTRICAL, CHILL WATER, CHT, ETC.) AND SHOULD

BE SCHEDULED WHEN SHIPS FORCE PERSONNEL RESIDE OFF SHIP

IF POSSIBLE.

     (4) C5I DEPARTMENT:

         (A) COORDINATION BETWEEN AIT INSTALLATIONS AND SHIPYARD

WERE MANAGED AT THE DAILY PRODUCTION MEETINGS.  RECOMMEND ALL

SHIPS CONDUCT DAILY PRODUCTION MEETINGS TO REDUCE DELAY AND

DISRUPTION.

         (B) AIT CONTRACTORS PREFERRED TO UTILIZE THEIR OWN

WELDERS TO ENSURE ACCOUNTABILITY.  THIS ISSUE SHOULD BE WORKED

OUT BETWEEN SPAWAR AND THE SHIPYARD PRIOR TO ISSUING THE

CONTRACTS FOR THE AIT.

         (C) MAJOR CONTRACTS FOR AIT INSTALLS WERE AWARDED

TOO CLOSE TO AVAILABILITY START DATE.  IN SOME CASES CONTRACTS

WERE AWARDED AFTER START DATE.  CONTRACTS NEED TO BE AWARDED

SUFFICIENTLY IN ADVANCE OF AVAIL START DATE TO PERMIT

INTEGRATION PLANNING WITH SHIPYARD.

     (5) TRAINING DEPARTMENT:

         (A) CLOSELY MONITOR SCHOOL QUOTAS TO ENSURE KEY

PERSONNEL DO NOT GO TO SCHOOL DURING ASSESSMENTS OR

PREPARATION FOR ASSESSMENTS.

         (B) START PREPARATIONS EARLY FOR UP-COMING ASSESSMENTS

(I.E. SMA, CART II, ETC.) NASSAU CONDUCTED MAIN SPACE FIRE

DRILLS TWICE A WEEK, BEGAN WORKING ITT DRILLS TO A FEP LEVEL,

AND CONDUCTED IN RATE AND GMT TRAINING TWICE WEEKLY DURING THE

AVAILABILITY.

     (6) ENGINEERING DEPARTMENT ISSUES:

         (A) REVIEW TAG OUT PROCEDURES AND TAG OUT PROGRAM

EFFECTIVENESS PRIOR TO ENTERING YARD PERIOD. IT WILL REDUCE

THE NUMBER OF ACTIVE TAGS FOR EACH PIECE OF EQUIPMENT. DESIGNATE

INDIVDUALS TO BE THE TAG OUT CUSTODIAN WHOSE PRIMARY DUTY IS

SHIPBOARD/SHIPYARD TAGS.

         (B) PLAN YOUR WORKDAYS OUT IN ADVANCE. A MINIMUM OF

48 HOURS NOTICE IS REQUIRED TO EFFECTIVELY DE-CONFLICT SHIPYARD

AND SHIP'S FORCE PRODUCTION SCHEDULE.

         (C) MAJOR MAINSPACE EQUIPMENT WORK SHOULD BE COMPLETED

7-10 DAYS PRIOR TO THE PRODUCTION COMPLETION DATE.

         (D) PUT AS MUCH EQUIPMENT INTO IEM AS POSSIBLE TO

REDUCE MAN-HOURS SPENT ON PMS.

         (E) KEEP TANK CLOSURES AND LIQUID ONLOADS IN CONCERT

WITH EACH OTHER. CLOSE COORDINATION IS REQUIRED TO PREVENT

ONLOAD SCHEDULING CONFLICTS. CONTRACTOR SHOULD PROVIDE TARGET

DATES WHICH WILL REQUIRE SHIP'S FORCE INSISTENCE THAT DATES

ARE MET.

         (F) MAKE THE CONTRACTOR AWARE OF SHIP'S DRILLING

SCHEDULE FROM THE BEGINNING OF THE AVAILABILITY TO AVOID

"STOP WORK" SUPRISES.  NASSAU CONDUCTED DRILLS AT 0700 WITH

NO STOP WORKAGE CLAIMS FROM SHIPYARD.

         (G) KEEP EIGHT O'CLOCK REPORTS AND CSMP UPDATED

DAILY. USE THESE BASIC DOCUMENTS AS A GUIDE FOR RESTORING

EQUIPMENT TO OPERATIONAL STATUS.

         (H) CONTRACTOR WILL ONLY KEEP SPACES AS CLEAN AS

THEY ARE FORCED. DAILY MONITORING IS REQUIRED TO MAINTAIN

STANDARDS.

         (I) AN AGGRESSIVE HOT WORK PROGRAM MONITORED BY

THE FIRE MARSHALLS RESULTED IN ZERO FIRES ONBOARD DURING

THIS AVAILABILITY.

   D. LOA LESSONS LEARNED:

      (1) ORGANIZE EARLY. GET THE LOA MATERIAL CHECKS TO

YOUR KHAKI AND GET THE DEPARTMENTAL PRIORITIES TO THE

DECKPLATES PRIOR TO ENTERING THE SHIPYARD AVAILABILITY.

      (2) TWO MONTHS PRIOR:

ALL EXPERIENCED ENGINEERING KHAKI SHOULD CONDUCT A MAINSPACE

INSPECTION PAYING PARTICULAR ATTENTION TO (1) MATERIAL

READINESS (I.E. RUST, LIGHTS (COVERS, BULBS, AND SCREWS),

DECK PLATE SCREWS AND PEANUT BULBS), (2) DC READINESS, AND (3)

GAGE CAL EFFECTIVENESS. FROM THIS SELF ASSESSMENT, CREATE

A POAM TO CORRECT DEFICIENCIES AND ORDER PARTS TO REPAIR.

      (3) SCHEDULE CONTRACTOR TO HAVE ALL WORK COMPLETE WITH

AT LEAST 5 DAYS TO DRILL AND PRACTICE COLD CHECKS PRIOR TO THE

LOA TEAM OBSERVING YOUR PROFICIENCY.

      (4) START INSPECTIONS 1 WEEK PRIOR TO SCHEDULED LOA

WITH CPG2 ERAT/ETG ONBOARD.

      (5) HOT AND COLD CHECKS.  HAVE PLENTY OF TEST EQUIPMENT

AVILABLE; A COMPLETE SET FOR EACH SPACE.  REVIEW TAGOUT

REQUIREMENTS AND HAVE TAGS AND SHEETS PREPARED PRIOR TO THE

ARRIVAL OF THE ASSESSMENT TEAM EACH DAY OF THE LOA.  HAVE

SENIOR PERSONNEL OBSERVE THE CHECK AT LEAST ONCE BEFORE

HAVING THE JUNIOR SAILORS STANDING BEFORE THE ASSESSOR,

ENSURE THAT IT IS DONE RIGHT BEFORE THE ASSESSMENT.

      (6) TIGER TEAMS.  DESIGNATE A REPAIR TEAM AND HAVE THEM

STANDING BY TO BEGIN WORK ON REPAIR BEFORE OPERATION (RBO) ITEMS

AS THEY COME UP.

      (7) MAIN SPACE FIRE DRILLS. START EARLY AND TRAIN

SMARTLY.  REPETITION OF A POOR DRILL IS NOT PROPER TRAINING.

ENSURE THAT DCTT/ETT PERSONNEL ARE THOROUGHLY KNOWLEDGABLE IN

THEIR AREA OF RESPONSIBILITY. INSTILL PERSONNEL WITH KNOWLEDGE

AND PRIDE AND IT WILL SHOW IN THEIR PERFORMANCE ON THE DECK

PLATES.

   E. COMMANDING OFFICER'S COMMENTS: NASSAU COMPLETED A SUCCESSFUL

PMA DUE TO A STRUCTURED DAILY ROUTINE AND GOOD COMMUNICATION

FLOW BETWEEN SUPSHIP, SPAWAR, METRO MACHINE, FTSCLANT, AND

SHIP'S FORCE. PRODUCTION COMPLETION DATE (PCD) AND LIGHT-OFF

ASSESSMENT WERE COMPLETED AHEAD OF SCHEDULE DUE TO THE HARD WORK

AND DEDICATION OF S/F AND VARIOUS SHORE SUPPORT FACILITIES.  IN

PARTICULAR, THE PROFESSIONALISM OF MR CHARLIE GREEN (SUPSHIP

SUPERVISOR), AND MR BOB HAYDEN (CNSL PORT ENGINEER) ENSURED

THE SUCCESFUL, ON-TIME COMPLETION OF THE AVAILABILTY WITH QUALITY

WORK.  METRO MACHINE WORKED AGGRESIVELY TO ACCOMPLISH ALL WORK ON

TIME/ EARLY.  THEY PRODUCED QUALITY WORK, AND AS A RESULT, WARRANTY

WORK HAS BEEN MINIMAL.  THE PMS 470 EHET TEAM, MR KEN MELANSON AND

MR JIM HANSON PROVIDED INVALUABLE PROFESSIONAL ASSISTANCE IN ALL

AREAS, ESPECIALLY AIT INSTALLS AND HME.  LT FFFF LLLL, OUR SPAWAR

REP WORKED TIRELESSLY TO GET THE AIT INSTALLS DONE ONTIME.//
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