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

TORTUGA COMPLETED A PMA AT MHI 18JUN - 17SEP. THIS MESSAGE WILL

ADDRESS PMA ADMIN ISSUES, THE USE OF SHIP'S WORK AVAILABILITY ASSIST

TEAM, DEPARTMENTAL ISSUES, POA ISSUES AND COMMANDING OFFICER'S

COMMENTS.

   A. PMA COORDINATOR/ADMIN ISSUES:

       (1) TORTUGA UTILIZED A STRUCTURED DAILY ROUTINE TO REGULATE

PRODUCTION WORK AND MANAGE MANHOURS. DAILY ROUTINE WAS AS FOLLOWS:

         0645-0815  ALL HANDS PT

         0815       OFFICER'S CALL

         0830       QUARTERS

         0845-1200  SHIP'S WORK

         1200-1300  LUNCH FOR THE CREW

         1300-1430  TRAINING (IN RATE, DRILLS, GMT)

         1430-1530  CLEANING STATIONS

         1530       LIBERTY CALL

       (2) IT IS IMPORTANT TO ENSURE ALL DEPARTMENTS PROVIDE

REPRESENTATIVES TO THE DAILY PROGRESS MEETING. WHEN A DEPARTMENT IS

NOT REPRESENTED, COMPLICATIONS ARISE IN PLANNING AND THE USE OF

SERVICES.

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

WITH SUPSHIP. TORTUGA DESIGNATED AN HTC FOR THIS JOB, RESULTING IN

ENHANCED COMMUNICATION OF SHIP'S FORCE CONCERNS AND REQUIREMENTS.

       (4) ADVANCE LIASON WITH NORFOLK PARK DISTRICT ALLOWED FOR THE

USE OF A PUBLIC PARK ACROSS BRAMBLETON AVE FOR DAILY PT.

       (5) KEEP SIMA AND SHIP'S FORCE WORK TO A MINIMUM. SHIP'S

FORCE DAY WILL BE FILLED WITH TRAINING, CLEANING, AND MANAGING

SHIPYARD WORK.

   B. USE OF SHIP'S WORK AVAILABILITY ASSIST TEAM (SWAAT)

      (1) TORTUGA ACTIVELY PARTICIPATED IN A COMNAVSURFLANT N-43

INITIATIVE BY UTILIZING THE SERVICES OF SWAAT. SWAAT IS A FIVE-

MEMBER TEAM THAT ASSISTS SHIP'S FORCE DEVELOP A WORK PACKAGE AND

DAY-TO-DAY SHIP'S ROUTINE WITH SHIPYARD AND OTHER ACTIVITY WORK

PACKAGES. SWAAT WORKED WITH SHIP'S FORCE TO PRIOTITIZE, PLAN AND

TRACK WORK PERFORMED BY E-6 AND BELOW.

      (2) RESULTS OF TRACKING E-6 AND BELOW SHOWED THAT:

          (A) DURING A 40 HOUR WORK WEEK, CONSISTING OF AN 8 HOUR

WORK DAY, SHIP'S FORCE USED 74% OF THE WEEK OT ACCOMPLISH SHIP'S

ROUTINE. THE BREAKDOWN OF THE SHIP'S ROUTINE WAS:

             (1) 6.8 HOURS FOR ADMINISTRATION

             (2) 6.5 HOURS FOR TRAINING

             (3) 5.3 HOURS FOR CLEANING

             (4) 4.1 HOURS FOR LEAVE/LIBERTY

             (5) 2.0 HOURS FOR PFT

             (6) 1.8 HOURS FOR PMS

             (7) 1.5 HOURS FOR WATCH

             (8)  .9 HOURS FOR WORKING PARTIES

             (9)  .6 HOURS FOR MEDICAL

          (B) SHIP'S FORCE USED 20% OF THE WORK WEEK TO PERFORM

PLANNED SHIP'S FORCE WORK.

          (C) SHIP'S FORCE USED 6% OF THE WORK WEEK TO TRACK AND

SUPPORT SHIPYARD, AIT, SIMA, AND TYCOM WORK.

      (3) SPECIFIC LESSONS LEARNED:

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

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

INCLUDING SHIP'S ROUTINE.

          (B) ASSIGNING SHIP SYSTEM EXPERTS (SSES) TO EACH SHIPYARD

JOB IS CRITICAL TO SUCCESSFUL TRACKING OF SHIPYARD WORK. DURING THIS

PMA, THE SHIPYARD WORK FORCE ABOARD TORTUGA STARTED AT 200 WORKERS

AND QUICKLY RAMPED UP TO OVER 1,000 WORKERS.

          (C) SWAAT'S ASSISTANCE TO PRIORITIZE, PLAN AND INTEGRATE

SHIP'S FORCE WORK INTO THE SHIPYARD KEY EVENT SCHEDULE, ENABLED THE

WORKCENTERS TO FOCUS ON THOSE JOBS THAT BEST SUPPORTED THE PMA.

          (D) SHIP'S FORCE WAS ABLE TO PLAN, SCHEDULE, AND

SUCCESSFULLY COMPLETE 642 SHIP'S FORCE JOBS. 276 JOBS OF THE 642

JOBS WERE GROWTH WORK. THIS GROWTH WORK WAS THE RESULT OF MANY

FACTORS. SOME OF THE KEY FACTORS WERE:

             (1) AUXILIARY SYSTEMS: DURING PMA, IT WAS DETERMINED

THAT AUXILIARY STEAM PIPING RQUIRED REPLACEMENT. ADDITIONALLY,

REPAIR WORK ON THE CHT SYSTEM REVEALED GROWTH WORK NOT PREVIOUSLY

EXPECTED.

             (2) PROPULSION SYSTEMS: A SEMAT IV ON EQUIPMENT OF

QUESTIONABLE CONDITION IS BENEFICIAL IN IDENTIFYING DISCREPANCIES

PRIOR TO AN AVAILABILITY. THE MAJORITY OF THE GROWTH WORK CAME FROM

OPEN AND INSPECTS AND THE PRE-AVAILABILITY INSPECTION OF THE DIESEL

ENGINES.

             (3) 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 FO THIS TYPE OF WORK.

          (E) SWAAT HELPED SHIP'S FORCE IDENTIFY AND DOCUMENT WORK

IN THE CSMP. EXAMPLES INCLUDED PRESERVATION AND TROUBLE CALL WORK

THAT ACCOUNTED FOR A SIGNIFICANT NUMBER OF HOURS REPORTED AGAINST

THESE JOBS. WHEN DOCUMENTING SIMILAR DISCREPANCIES ON MULTIPLE

PIECES OF EQUIPMENT, THE SWAAT SOFTWARE ALLOWED THE ADDITIONAL WORK

ORDERS TO BE WRITTEN MORE EASILY AND QUICKLY THAN SNAP.

          (F) INTEGRATED PLANNING REQUIRES THAT SHIPYARD, SIMA AND

MANAGER/TYPE 2 DESK BE MADE AVAILABLE TO THE WORKCENTER SUPERVISORS

TO ENSURE THEY ARE AWARE OF WORK TO BE SCHEDULED DURING THE

AVAILABILITY. SWAAT SOFTWARE MAKES THESE JOBS VISIBLE TO ALL USERS.

          (G) ONCE THE NEW PROCESSES WERE LEARNED, SHIP'S FORCE

COMMENTED TAT THE SWAAT MAINTENANCE SOFTWARE USED FOR PLANNING AND

EXECUTING THIS AVAILABILITY WAS EASIER TO USE THAN THE LEGACY

SOFTWARE.

   C. OPERATIONS DEPARTMENT ISSUES:

      (1) T-1 CONNECTION REQUIRED FOR NIPRNET/SIPRNET CONNECTIVITY

WAS NOT AVAILABLE UNTIL THE LAST 3 WEEKS OF THE AVAILABILITY. THE

T-1 LINE REQUEST WAS FORWARDED TO MHI ONE MONTH PRIOR TO ENTERING

THE YARDS, HOWEVER, LACK OF COORDINATION BETWEEN MHI AND VERIZON

RESULTED IN DELAY OF THE INSTALLATION. RECOMMEND SHIP'S ISSO

COORDINATE EARLY ON WITH THE ASSIGNED YARD TO ENSURE THE T-1

CONNECTIVITY IS AVAILABLE UPON ARRIVAL.

      (2) THE CMS VAULT UPGRADE LAGGED BEHIND THE ENTIRE

AVAILABILITY. THE SHIPYARD FAILED TO ASSIGN AN ADEQUATE NUMBER OF

PERSONNEL TO ENSURE TIMELY COMPLETION OF THIS JOB. LACK OF USEABLE

CMS VAULT LIMITED THE AMMOUNT OF CMS MATERIAL THE SHIP WAS ABLE TO

STORE. THIS DIRECTLY AFFECTED THE CONCURRENT C4I INSTALLATIONS

OCCURRING AND RESULTED IN SOME DELAYS. RECOMMEND SHIPS ENSURE JOBS

ASSOCIATED WITH CMS VAULT UPGRADES ARE GIVEN A HIGH LEVEL OF

PRIORITY TO ENSURE COMPLETION IN A TIMELY MANNER PRIOR TO DEPARTING

THE YARD.

      (3) HF RECEIVE ANTENNA REPLACEMENT LAGGED BEHIND PROJECTED

DATES. THIS JOB WAS ASSIGNED TO PACORD (OUTSIDE CONTRACTOR),

HOWEVER, A PERCEIVED LACK A COORDINATION BETWEEN PACORD AND SUPSHIP

RESULTED IN DELAY. ADDITIONALLY, THE ANTENNAS WERE INITIALLY

INSTALLED USING INCORRECT FASTERNERS. EARLY COORDINATION BETWEEN

SUPSHIP AND CONTRACTOR COULD HAVE AVOIDED LATE FINISH.

   D. SUPPLY DEPARTMENT ISSUES:

      (1) IF ASSUMING CONTROL OF A BARGE, ENSURE BINDER INCLUDING

ITEMS ON THE BARGE (I.E. GALLEY EQUIPMENT, TELEVISIONS, MICROWAVE

OVENS, ETC.) IS GIVEN TO THE OIC OF THE BARGE. ENSURE AN INVENTORY

OF ALL ITEMS IN THE BINDER IN CONDUCTED PRIOR TO ASSUMING CONTROL

OF THE BRAGE.

      (2) HIGHLY RECOMMEND USING LAUNDRY EQUIPMENT ONBOARD SHIP VICE

BARGE. THE LAUNDRY EQUIPMENT ON MOST BARGES ARE UNABLE TO WITHSTAND

THE WEAR AND TEAR COMPLARED TO SHIPBOARD LAUNDRY EQUIPMENT.

      (3) COMMUNICATION BETWEEN THE CHIEF ENGINEER AND SUPPO IS

IMPERATIVE. ENSURE THE CHIEF ENGINEER INFORMS SUPPLY OFFICER IN

REGARDS TO STEAM AND WATER OUTAGES. THE SUPPLY OFFICER MUST BE

INFORMED WELL IN ADVANCE IN ORDER TO ENSURE CARTAIN MEALS CAN BE

PREPARED AND LAUNDRY EQUIPMENT IS OPERATIONAL.

      (4) CLEANING AND DRYING LAUNDRY CAN BE AN ISSUE IF STEAM IS

UNAVAILABLE. ENSURE A BACK UP PLAN IS AVAILABLE JUST IN CASE STEAM

OR WATER BECOME UNAVAILABLE ON THE SHIP.

      (5) SCRUTINIZE YOUR OPTAR AND DO NOT SPEND UNNECESSARILY. MANY

HIGH COST ITEMS CAN BE PURCHASED EITHER BY SUPSHIP OR SIMA.

      (6) IF SUBSISTING ON THE BARGE, SYSCO FOODS WILL DELIVER

STORES TO THE BARGE.

      (7) SHIP STORE SALES NORMALLY DECREASE DURING YARD PERIODS.

KEEP SHIP STORE ITEMS, SPECIFICALLY EMBLEMATIC ITEMS, TO A MINIMUM.

      (8) RECOMMEND LEASING A TRUCK FROM PWC TRANSPORTATION SOLELY

FOR THE ENGINEERING DEPARTMENT. THE ENGINEERING DEPARTMENT WILL

TRANSPORT PARTS BACK AND FORTH TO SIMA DURING THE PMA.

   E. DECK DEPARTMENT ISSUES:

      (1) TAKE DIGITAL PHOTOS OF AREAS TO BE WORKED BEFORE

CONTRACTOR ARRIVES. THIS WILL ELIMINATE ANY CONFUSION ON HOW THE

SPACE TURNOVER SHOULD BE.

      (2) WALK EACH JOB EVERY DAY AND GET TO KNOW THE PEOPLE WORKING

THE JOBS. IN BECOMES EASIER TO FIND THE SUPERVISOR AND GET THE JOB

COMPLETED AT THE HIGHEST LEVEL, THUS ELIMINATING SHORT CUTS BY THE

CONTRACTOR.

      (3) CONSTANTLY CHECK ON THE AREAS TO BE PAINTED. THE

CONTRACTORS PAINTED OVER VARIOUS AREAS WHICH SHOULD HAVE BEEN

PREPPED BETTER (I.E. DIRT ON SURFACE, SURFACE RUSTING, PAINT ON

EVERYTHING SURROUNDING THE AREA PAINTED).

      (4) MAINTAIN GOOD COMMUNICATION WITH SUPSHIP PERSONNEL.

CONDUCT DAILY WALKTHROUGHS AND SPOT CHECKS TOGETHER. THEY SEEMED TO

BE CAUGHT OFF GUARD WHEN SHIP'S FORCE FOUND PROBLEMS WITH CONTRACTED

WORK. COMMUNICATIONS AND A GOOD WORKING RELATIONSHIP RELIEVE THIS

PROBLEM.

      (5) LIAISON EARLY WITH THE SHIPYARD RIGGERS. HELPING THEM OUT

OCCASIONALLY WILL PAY BIG DIVIDENDS IN THE FUTURE WHEN THEIR

ASSISTANCE IS NEEDED.

   F. TRAINING DEPARTMENT ISSUES:

      (1) CLOSELY MONITOR SCHOOL QUOTAS TO ENSURE KEY PERSONNEL DO

NOT GO TO SCHOOL DURING ASSESSMENTS OR PREPARATION OF ASSENMENTS.

      (2) PACE CLASSES CAN BE CONDUCTED DURING AN AVAILABILITY, BUT

THE CREW SHOULD BE BRIEFED ON TIME MANAGEMENT TO ENSURE THEY

UNDERSTAND WHAT REQUIREMENTS WILL BE PLACED ON THEM DURING AN

AVAILABILITY.

      (3) SMART PREPERATIONS EARLY FOR UP-COMING ASSESSMENTS (I.E.

ARQ/ARE, SMA, CART II, ETC.). TORTUGA 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.

   G. ENGINEERING DEPARTMENT ISSUES:

      (1) REVIEW TAG OUT PROCEDURES AND TAG OUT PROGRAM EFFECTIVE-

NESS PRIOR TO ENTERING YARD PERIOD. IT WILL REDURE THE NUMBER OF

ACTIVE TAGS FOR EACH PIECE OF EQUIPMENT.

      (2) 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.

      (3) MAJOR MAINSPACE EQUIPMENT WORK SHOULD BE COMPLETED 7-10

DAYS PRIOR TO THE PRODUTION COMPLETION DATE.

      (4) PUT AS MUCH EQUIPMENT INTO LAY-UP AS POSSIBLE TO REDUCE

MAN-HOURS SPENT ON PMS.

      (5) LIAISON WITH SUPSHIP AND CONTRACTOR PRODUCTION MANAGERS AS

MUCH AS POSSIBLE. THIS WILL KEEP SHIP'S FORCE IN THE LOOP.

      (6) KEEP TANK CLOSURES AND LOQUID ONLOADS IN CONCERT WITH EACH

OTHER. CLOSE COORDINATION IS REQUIRED TO PREVENT ONLOAD SCHEDULING

CONFLICTS. CONTRATOR SHOULD PROVIDE TARGET DATES WHICH WILL REQUIRE

SHIP'S FORCE INSISTENCE THAT DATES ARE MET.

      (7) MAKE THE CONTRATOR ARARE OF SHIP'S DRILLING SCHEDULE FROM

THE BEGINNING OF THE AVAILABILITY TO AVOID "STOP WORK" SUPRISES.

      (8) KEEP EIGHT O'CLOCK REPORTS AND CSMP UPDATED DAILY. USE

THESE BASIC DOCUMENTS AS A GUIDE FOR RESTORING EQUIPMENT TO

OPERATIONAL STATUS.

      (9) COTRACTOR WILL ONLY KEEP SPACES AS CLEAN AS THEY ARE

FORCED. DAILY MONITORING IS REQUIRED TO MAINTAIN STANDARDS.

      (10) VALVES AND HOSES REQUIRING HYDRO SHOULD BE IDENTIFIED AND

DELIVERED TO SIMA OR CONTRACTOR AS EARLY AS POSSIBLE.

      (11) PERMANENTLY REMOVE ALL CONTRACTOR HOSES PRIOR TO ELLISON

DOOR INSTALLATION.

   H. LOA LESSONS LEARNED:

      (1) ORGANIZE EARLY. GET THE LOA POA&M 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 ASSESMENT, CREATE A POAM TO CORRECT DEFICIENCIES AND

ORDER PARTS TO REPAIR.

      (3) ONE MONTH PRIOR:

FORM TIGER TEAM OF 20 PERSONNEL LED BY AN OFFICER, LCPO, AND A

COMPETENT FIRST CLASS TO HANDLE ALL DISCREPANCIES. MAKE THIS THEIR

PRIMARY DUTY FOR THE DURATION OF THE MONTH. TORTUGA'S TIGER TEAM

CORECTED OVER 1,400 SELF IDENTIFIED DISCREPANCIES PRIOR TO LOA.

      (4) DURING LOA:

UTILIZE TIGER TEAM AS SINGLE SOURCE WAR-ROOM PERSONNEL FOR ALL RBO

DISCREPANCIES.

      (5) SCHEDULE CONTRACTOR TO HAVE ALL WORK COMPLETE WITH AT

LEAST 7 DAYS TO DRILL AND PRACTICE COLD CHECKS PRIOR TO THE LOA

TEAM OBSERVING YOUR PROVICIENCY.

      (6) GET SAFE TO START INSPECTIONS COMPLETED 1 WEEK PRIOR TO

SCHEDULED LOA.

      (7) TORTUGA HAS AS LOA POA&M FLOPPY DISK AVAILABLE FOR

DISTRIBUTION ON REQUEST THAT INCLUDES THE FOLLOWING:

          (A) DETAILED MATERIAL, ADMINISTRATIVE AND TRAINING TASKS.

          (B) DUE DATE GRID AND CALENDAR CREATOR FILE DETAILING

              SPECIFIC TASKING DUE DATES IN PMS BOARD STYLE FORMAT

              FOR CHENG TO MONITOR PROGRESS.

           (C) EXCEL FILE OF ISIC RBO DISCREPANCIES FROM MOST RECENT

              LOA.

          (D) MOST RECENT LIST OF APPLICABLE PUBLICATIONS.

          (E) CPG TWO LOA LESSONS LEARNED MESSAGE.

   I. COMMANDING OFFICER'S COMMENTS: TORTUGA COMPLETED A SUCCESSFUL

PMA DUE TO A STRUCTURED DAILY ROUTINE THAT INCLUDED DEDICATED HOURS

FOR TRAINING/CLEANLINESS AND A GOOD COMMUNICATION FLOW BETWEEN

SUPSHIP, SPAWAR, MHI, AND SHIP'S FORCE. WHILE PRODUCTION COMPLETION

DATE (PCD) WAS ACHEIVED ON TIME, S/F HAD ONLY THREE WORKING DAYS

BETWEEN PCD AND LOA. THIS WAS NOT ENOUGH TIME. A MINIMUM OF SEVEN

WORKING DAYS BETWEEN PCD AND LOA IS REQUIRED. DESPITE SOME FAIRLY

LONG HOURS FOR THE ENGINEERS IN THE LAST THREE WEEKS OF THE PMA,

TORTUGA ENJOYED A HIGHLY SUCCESSFUL PMA AND LOA.//
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