WAF / Tag-Out Proven Practice for Surface Ship Availabilities
Proven Practice Overview 
As a part of the initiative to improve the planning and execution processes for ship availabilities, and as an output from the Hot Wash process, this document is intended to inform and promulgate the first Proven Practice.  The objective is to gain value in sharing successful process management approaches through the utilization of this and future Proven Practices. Learn once, use many times!
An integral part of the ongoing strategic improvement initiatives in the Surface Warfare Enterprise (SWE) include establishing a “feedback” loop.  This piece of the process loop has as its objective to build and execute a methodology that would allow future Project Teams be able to act on the “lessons” that were being learned to create value in the future.  The Maintenance Continuous Improvement Team (MCIT) (formerly CFT123) chartered a Hot Wash Analysis Team (HWAT) to assess the many issues emanating from the Hot Wash meetings that each RMC Maintenance Team has conducted.  Upon reviewing these feedback issues, some issues stand out as opportunities for creating value within the general surface ship community. 

Based on the regional Hot Wash meeting outputs, the Work Authorization (WAF) and Tag-Out Process was identified as one area from which real efficiencies could be realized if the whole force were able to take advantage of the discreet local improvement efforts that were happening in different regions.  As a result of capturing these regional successful practices and fitting them together, the HWAT collectively edited these components together into a single document, as included below. 

Proven Practice Development
The robust requirements associated with the WAF/Tag Out process can be overwhelming for surface ships due to the initial volume and unfamiliarity with this relatively new process.  The Hot Wash process has highlighted delay and disruption encountered at the onset of  CNO availabilities when WAF/Tag Out teams, which are comprised of ships force and contractors, do not have adequate time, the proper training or the organizational structure needed to ensure all appropriate system tags are hung prior to work commencement.  Delay and disruption at the onset often translates to extended availabilities, affecting operational employment, and increased costs.  The following proven practices are intended to provide the framework for your efforts to ensure an efficient WAF/Tag Out process.
Proven Practice Description

Identification of Roles and Responsibilities:   
Communication is still the key to ensuring a successful availability. Knowing who and where to go to initiate/clear WAF/Tag-Out is paramount to better executing these programs. S/F, the MSMO contractor, and the RMC Project Team should have a clear understanding and agreement of who the key players are and their respective responsibilities in the WAF/Tag-Out Process.  The list of key players and their responsibilities should then be communicated to all involved from the supervisors on down to the deckplates prior to start and during the availability at meetings

· Designate (primary and alternate) single ships force WAF coordinator.  Designate sub-coordinators for Engineering and Combat Systems (technical authority for respective systems).

· Designate single contractor WAF coordinator.
· Designate single AIT sponsor WAF coordinator to consolidate AIT requirements and provide to the contractor WAF coordinator.

· Designate and assign an agreed upon number of ships force personnel who will act as the core unit of the WAF/TAG OUT execution group.  Recommend utilizing Engineering Duty Officers and Duty Combat Systems Watchstanders to cover nights and weekends.
· Designate and publicize contact information for the Alteration Installation Teams’ single point of contact for the overall Project Team (including name, location, mobile/phone number).
Single Central Location: 
The designation of a single space for integrating availability management, including the WAF/Tag-out logs, has proven to be a successful strategy. The size of the ship in availability and the Commanding Officer’s direction should, of course, be taken into consideration.  Useful descriptions and justifications can be found in the following regions with local policies in place.
· NWRMC: Maintenance Information Center (MIC)

· MARMC: PMA Central

· SWRMC: Specific designatation of ship space 

Common Logs and Binders: 
Common logs and binders have been used to administer a successful WAF/TAG OUT process. Maintaining similar documents and tools allows for continuity between WAF coordinators and common approaches for organization. 
· Contractor binder contains the originals.
· Ship binder contains copies.
· Strongly encourage electronic logs (allows for parsing by department, division or system).
Training: 
Effectiveness and efficiency of the Project Team’s management of the WAF/TAG OUT process has proven to stem, in part, from the quality of pre-availability training. The MSMO contractor or the RMC should provide training on WAF/Tag-out processes and procedures that are to be used IAW the JFMM by all members of the Project Team.  
· Conduct training at A-30 days, and NLT A-14 days. 
· Include the AIT sponsor and, as feasible, the individual AITs.
· Include all ships force involved with WAF/Tag -Outs.

Logistics: 
The contractor should order enough tags to support the increased requirements associated with the WAF process.
Concluding Comments

Use of this Proven Practice is not mandatory.  It is offered as a recommendation for use in the future based on its success in the past.  It is not a guarantee of success.  Feedback on the results of its use is both desired and encouraged. The input to this process came from several regions.

Comments / Questions:
Contact the Hot Wash Analysis Team via LCDR Ginalyn Brock (ginalyn.brock@navy.mil) or Inga Magi (inga.magi.ctr@navy.mil). 

Appendix: Support Documentation for 

the Development of the WAF / Tag Out Proven Practice

Problem Statement 

· The “What”:  Each ship availability Project Team is required to accomplish the WAF / Tag-Out requirements documented in the JFMM (Volume IV, Chapter 10).

· The “How”: Ship availability Project Teams accomplish this requirement in a variety of ways.  HW feedback has identified the WAF / Tag-out process is an area that needs review.  

Background Information

The following issues and associated impacts to the ship were identified in regard to the WAF/Tag-out process via feedback from the availability Project Team: 

· Safety

· Ships force challenge / burden.

· Work flow – opening work site at the start of the availability.

· Work to test work flow later in the availability.

· Communication and cooperation to initiate and prepare WAFs.

· Provide the ship with the management visibility it desires.

· Shorter availabilities have made this process even more important.

The following ships’ availability Project Teams identified issues specific to the WAF/Tag-out process:

· LSD48 USS ASHLAND, DPMA / 2006

· LHD1 USS WASP, 2005

· DDG71 USS ROSS, DSRA / 2005

· LSD51 USS OAK HILL, CNO / 2005

· DDG52 USS BARRY, SRA / 2005

· DDG72 USS MAHAN, SRA / 2006

· LSD44 USS GUNSTON HALL, PMA / 2006

· CG60 USS NORMANDY, SRA / 2006

· CG65 USS CHOSIN, 2004

· PC3 USS HURRICANE, 2005

· PC7 USS SQUALL, 2005

· LHD6 USS BONHOMME RICHARD, 2005

Positive Contributions to Problem Statement / Resources
Various activities have developed specific tools to better manage the WAF/Tag-Out process.  These successful tools have been incorporated into this global proven practice. 

Central location to manage WAF/Tag-Outs

· NWRMC: Establish the Maintenance Information Center (MIC) for each availability (details outlined in ED Qualifying Paper by LT Joe Darcy).

· SWRMC: Identify a single location for PMA related issues including WAF/Tag-Outs.

· MARMC: Designate central location for managing WAF/Tag-outs (“PMA Central”).

WAF/Tag-Out Training
· SERMC: WAF/Tag-out training conducted for Ship’s Force

· SWRMC: Local training held in regard to the WAF/Tag-Out “logs and binders”.

· MARMC: Discuss WAF/Tag-out process at Execution Maintenance Team Training.

Additional Resources / Tools

· SWRMC: Ships force team temporarily assigned to Project Team to coordinate WAF / Tag-outs

· JRMC: Utilizes a shared web-based program as part of the Project Management Team (PMT) approach.
· HW Analysis Team (HWAT): Utilized input identified via surveys regarding WAF/Tag-out process.  Surveys were issued by the HWAT to ship’s force and contractors via the Maintenance Teams. 
· Hot Wash Feedback Forms: Positive contributions identified as “Best Practices” or “Lessons Learned” on HW Feedback Forms.
Impact of Process

· Reduce time to process WAF/Tag-outs.
· Expedite start of availability work sites.
· Provide ships force with tools for management oversight.
· Improve work-to-test / work-completion process.
Results Achieved

· Provide safe work environment.
· Reduce costs through schedule adherence (delay & disruption avoidance).
· One WAF voice, representing all non-ship entities, communicating with the ship. 
· Better preparedness.
· Up-to-date and detailed tag records.
· More active ship participation.
· Crew available to assist contractor as “system experts”.
· Allow for crew training.
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