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RMKS/1. BLACK HAWK REPLACED BOTH VSP UNITS AS PART OF HER DPMA CONDUCTED SEP-DEC 2002. THE FOLLOWING OBSERVATIONS AND RECOMMENDATIONS ARE OFFERED TO HELP STREAMLINE THE PROCESS AND LIMIT DIFFICULTIES IN FUTURE VSP CHANGE OUTS.


A. BLACK HAWK'S PORT VSP IS A BRAND NEW UNIT, STRAIGHT FROM THE MANUFACTURER. HER STBD UNIT, FORMERLY IN ORIOLE, WAS REFURBISHED BY VOITH-SCHNEIDER. BOTH UNITS WERE SHIPPED DIRECTLY TO GULF COPPER DRYDOCK IN ARANSAS PASS, TX PRIOR TO BLACK HAWK'S DRYDOCKING. BOTH UNITS WERE GFE. WHILE AWAITING INSTALLATION, UNITS WERE STORED OUTDOORS WITH MINIMAL PROTECTIVE COVERING, AND WERE EXPOSED TO VARIOUS DEGREES OF LATE SUMMER SOUTH TEXAS TROPICAL WEATHER. ALTHOUGH BOTH UNITS WERE INSPECTED BY FTSCLANT PRIOR TO INSTALL AND DID NOT APPEAR TO HAVE SUFFERED FROM THE EXPOSURE, ADEQUATE PROTECTION FROM THE ELEMENTS IS CERTAINLY WARRANTED. RECOMMEND UNITS SHIPPED IN THE FUTURE BE CRATED OR STORED IN WAREHOUSES PRIOR TO INSTALL.


B. REMOVAL OF OLD UNITS AND INSTALLATION OF NEW UNITS IS STRAIGHTFORWARD, AND WAS ACCOMPLISHED IN LESS THAN A WEEK. THE SHIPYARD WAS ONLY CONTRACTUALLY OBLIGATED TO REMOVE THE OLD UNITS, LAND THE NEW UNITS, CONNECT MECHANICAL AND ELECTRICAL, AND FILL AND FLUSH THE OIL SYSTEMS. SHIPYARD ELECTRICIANS WITH NO EXPERIENCE (OTHER THAN PREVIOUS INSTALLS) IN EITHER THE VSP ELECTRICAL SYSTEM

OR THE AN/SSQ-109 MACHINERY CONTROL SYSTEM COMPLETED THE ELECTRICAL HOOKUPS. ADDITIONALLY, ELECTRICAL PRINTS PROVIDED FOR THE UNITS WERE INCOMPLETE. RECOMMEND FUTURE CONTRACTS PROVIDE FOR FTSCLANT, NAVSESS PHILADELPHIA (AN/SSQ-109 ISEA), OR LOCKHEED MARTIN (AN/SSQ-109 MANUFACTURER) TO CONDUCT ELECTRICAL HOOKUPS.


C. ONCE THE NEW UNITS WERE INSTALLED, THE WORK ITEM THEN CALLED OUT A FULL SYSTEM OPTEST. THERE WERE NO PROVISIONS FOR COMPONENT TESTING AT VARIOUS CHECKPOINTS IN THE HOOKUP OF MECHANICAL AND ELECTRICAL. CHECKPOINT TESTING, IF IMPLEMENTED, MAY HAVE DETECTED SOME OF THE AN/SSQ-109 PROBLEMS EXPERIENCED LATER IN THE AVAILABILITY. RECOMMEND NAVSESS PHILADELPHIA INVESTIGATE FEASIBILITY AND PRACTICALITY OF ELECTRICAL AND MECHANICAL CHECKPOINT TESTING AS SYSTEM IS RESTORED. ADDITIONALLY, RECOMMEND IMPLEMENTATION OF BASELINE ELECTRICAL AND

MECHANICAL TESTING OF VSP UNITS AND AN/SSQ-109 SYSTEM PRIOR TO WORK COMMENCEMENT.


D. DURING THE VSP REPLACEMENT, BOTH PORT AND STBD AN/SSQ-109 LOCAL CONTROL PANELS (LCP) WERE SECURED. FORTY SENSORS AND CONTROLS FEEDING DIRECTLY TO THE 109 SYSTEM WERE DISCONNECTED AND THEN RECONNECTED. SUCH A LARGE AND INVASIVE MODIFICATION TO THE 109 SYSTEM, ONE KNOWN FOR ITS UNRELIABILITY, IS CAUSE FOR CONCERN. TO MITIGATE THE RISK OF 109 PROBLEMS ONCE THE SYSTEM IS RESTORED, RECOMMEND A COMPLETE AN/SSQ-109 SYSTEM GROOM IN CONJUNCTION WITH THE VSP REPLACEMENT.

2. DURING HER DPMA, BLACK HAWK CONVERTED HER A/C PLANTS FROM R12 TO R134A. THIS WORK PACKAGE INCLUDED A COMPLETE OVERHAUL OF ALL FOUR COMPRESSORS AND SIGNIFICANT CHANGES TO THE ELECTRICAL CONTROL SYSTEM. IN ITS SCOPE, THIS JOB WAS JUST AS LARGE, IF NOT LARGER, THAN THE VSP REPLACEMENT. ALTHOUGH THERE WERE SOME LOGISTICAL CHALLENGES, THE CONVERSION WAS COMPLETED QUICKLY, THOROUGHLY, AND PROFESSIONALLY WITH MINIMAL DIFFICULTY.  THIS PARTICULAR JOB IS MENTIONED IN THIS FORUM BECAUSE BLACK HAWK FIRMLY BELIEVES THE BUSINESS MODEL USED FOR THE R134A CONVERSION IS THE ONE THAT SHOULD BE USED FOR THE VSP REPLACEMENT. THE R134A CONVERSION WAS COMPLETED AS AN AIT, SUPERVISED BY NAVSESS PHILADELPHIA AND SUBCONTRACTED TO THE OEM (YORK) TO COMPLETE COMPRESSOR OVERHAUL, CONTROL SYSTEM

WIRING, AND SYSTEM OPTEST. RECOMMEND FUTURE VSP REPLACEMENTS BE CONTRACTED AS AN AIT, SUPERVISED BY EITHER THE ISEA OR OEM. THE AIT COULD THEN, IF IT CHOOSES, SUBCONTRACT TO VOITH-SCHNEIDER TO CONDUCT MECHANICAL HOOKUPS, AND LOCKHEED MARTIN FOR ELECTRICAL HOOKUPS. USING THIS MODEL, ALL RECOMMENDATIONS MENTIONED ABOVE COULD BE INCORPORATED, AND THE RIGHT PEOPLE WITH THE RIGHT SYSTEM EXPERTISE WOULD ALWAYS BE ON THE JOB TO PRECLUDE DIFFICULTIES DOWNSTREAM.

3. REPLACING THE VSP UNITS ON THE MHC IS AKIN TO REPLACING BOTH PROPELLER HUBS, THE ENTIRE STEERING GEAR, AND ALL ASSOCIATED CONTROL SYSTEMS OF A DESTROYER. IT MAY BE PLUG AND PLAY AS ADVERTISED, BUT THE VERY REAL POSSIBILITY EXISTS OF SIGNIFICANT BUGS IN THE SYSTEM ONCE THE SHIP FLIPS THE SWITCH TO "ON." IMPLEMENTATION OF THE ABOVE RECOMMENDATIONS, PARTICULARLY THE CONCEPT OF AN ISEA OR OEM AIT TO CONDUCT FUTURE REPLACEMENTS, WOULD SIGNIFICANTLY MITIGATE THE RISK

OF COMPLICATIONS IN SUCH A LARGE UNDERTAKING. //
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