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· Subj:  Short Course in Preventive Damage Control

· Unsolicited advice is usually worth the price paid. Let this be the exception to the rule.

· We are all engaged in a variety of damage control, engineering, and shipboard safety programs. Most of our effort is devoted to hurry-up/crash program corrective measures. I believe that the time is always right to focus upon preventative measures taken to minimize chances of cascading casualties rather than upon corrective casualty control actions required to recover. There needs to be a balance between preventative and corrective actions of course. The purpose of this msg is to outline views of the preventative measures philosophy I think we need to encourage fleetwide in order to attain the level of readiness desired. I further believe that this philosophy, if pursued diligently would raise the overall level of readiness more than any other single program, because it is equally applicable to all ships fleetwide. 

· The recommended program consists of the systematic correction of eleven categories of common shipboard deficiencies which preclude attaining good engineering practices and a safe to operate, combat ready ship and should be included any program develped in support of Ref A. If a ship’s commander were able to eliminate each of these in succession and to institute a continuing program to sustain the effort, LOE/OPPRE preps, TRE’s, UMI’s, safety programs etc. would be a snap.

· Step One: Eliminate old dirt. Old dirt is embed dirt, grime, corrosion, vertigris, etc. that has been around so long it is accustomed to its presence and oblivious to the multitude of its covers. Deep, intense, serious removal of old dirt and critical inspection of all systems and structures should at least reveal the presence of the following, thereby indicating the sequence of actions needed. While at it, check the accuracy of all damage control compartment check-off lists, all firefighting and emergency equipment for presence and operational readiness, and the integrity of all DC fittings.

· Step Two. Eliminate electrical Problems. Electricity kills, causes fires, initiates explosions, and a host of unwanted problems. Unfortunately, electricity is an absolute necessity in today’s navy. Hazard or not, we have to live with it. First step, then, is to make  all dangerous or marginal electrical fittings, fittings, and appurtenances safe. Second step is to safeguard man and machine and ensure continuity of vital services by operating and maintaining the electrical system within its design limits. Other electrical system problems should be corrected according to needs; meanwhile, strict compliance with appropriate safety precautions and tag-out procedures is mandatory.

· Step Three. Eliminate undesirable explosive substances. Safeguard those necessary for ships use/combat missions. Explosions not only create immediate point damage but expand the boundaries of others, hinder recovery actions and endanger personnel and equipment. Immediate elimination of the source of unwanted substances which are explosive themselves or exude or emit potentially explosive liquids or gases should be an obviously high priority action, yet we all frequently see numerous violations of this basic good seamanship policy.

· Step Four. Eliminate missile/projectile hazards. Immediate elimination of any item which can become a missile/projectile hazard to personnel, equipment, stores, or structure should parallel reductions of explosive hazards. This is done in two ways,  i.e. by cleaning out, disposing, stowing properly, all loose and adrift hardware throughout the ship and making all fixtures, appurtenances, and structural elements strong and secure. In other words, clean out the unauthorized battle stores, loose nuts, bolts, studs, junk, etc., people religiously package on stringers, longitudinals, in wireways, etc. and bolt down floor plates and decking, secure doors, ladders, and all fittings snugly as designed. Use correct materials. Don’t induce dissimilar materials, corrosion, problems, etc. Don’t fool yourself by wiring down with haywire. Don’t file a heavy item on top as an anchor. Do it right. Elimination of missile hazards which can be propelled by an explosion, hit or hard impact or can fall in heavy seas and in turn injure personnel, damage structural things, or spread the after effects of the initial casualty. Medical records from World War Two showed that more personnel casualties occurred because of secondary and internal missiles than from initial hits.

· Step Five. Eliminate potential fire hazards. Ships are plumb full of combustibles: fuel, ammo, stores, personal effects, etc. Most of these are essential to operations and combat and cannot be eliminated without detriment. But their hazardous nature can be reduced by proper safeguarding. Assuming (always dangerous) that such items are maintained in designated quantities, locations, and safeguarded properly, the risks associated with their presence are acceptable. It is the unacceptable risk sources we need to focus upon. We need to eliminate fuel oil leaks, lub oil and hydraulic fuel leaks, eliminate unsafe stowage practices (bales of rags on steamlines) and clean out accumulations of other combustibles which may be ignited by failing to do any of the preceding steps. Ensure adequate ventilation supply and fume exhaust to minimize spontaneous combustion and explosive vapor accumulations. Test all voids, storerooms and pretest entered spaces for explosive gas accumulation before entry, starting hot work, etc., routinely and always after damage to adjacent spaces. Nothing new here yet look around. The imminence of disaster and widespread failure to take these simple precautions is evident.

· Step Six. Eliminate materials that can cause smoke or yield hazardous gases. Elimination of these materials as an adjunct to the preceding steps is evident. Where there is smoke there is fire. There may be other problems too, such as a lack or excess of lubricants. Machinery or electronics operating out of tolerances. Smoke reduces visibility, displaces air, and spreads the casualty rate in adjoining areas. Smoke prevention before the fact is equally as important as desmoking thereafter.

· Step Seven. Eliminate steam leaks/losses. Elimination of steam leaks/losses is  both a preventive measure and an economy matter.  Steam belongs within the system it serves. Blowing steam results in engineering inefficiencies, hazards people, burns, damages equipment, expedites corrosion, and is one of the principal sourcess of heat stress. A viable steam leak/loss program bears huge benefits directly proportional to the effort expended to maintain the steam within its appointed bounds. A valve, flange, and fitting program pursued diligently pays off. A small steam leak is a sign of weakness that has potential to grow spontaneously if left unattended and can be the source of additional violent damage in sympathy with another casualty.

· Step Eight. Elimination of liquid leaks. Eliminating fuel, lubricant, and hydraulic leaks, paint and explosive/flammable fluids etc. is an obvious benefit. But the insidious dangers and damages of salt water, feed condensate, and potable water and more recently sewage go almost unrecognized for the most part. Salt water belongs in the ocean except when controlled within the ship’s systems. Feed and potable water and sewage likewise belong in their tanks or systems. Leaks induce moisture, decrease reserve bouyancy, degrade protective coatings, expedite corrosion/erosiion and contaminate fuels, lubricants, fuels, etc. Salt water increases electrical conductivity because of its electrolytic characteristics as well as degrading protective qualities of most insulations, lagging, and similar coatings/covers used on board ship The benefits of containing fluids of all categories within designed systems are so significant one would think that even the newest reporting recruit would bust his tail to stop the continuing floods which will cause him so much extra work, degrade his living style and endanger his life, limb, and machinery if left unchecked. Yet, observe the number of experienced senior personnel who adamantly insist on heavy leak-off rates to show that proper cooling is available. Nuts. Chances are they don’t know how to pack a pump either.

Step Nine. Elimination of Corrosives. The number of corrosives aboard ship today and the damaging effects when used improperly should be cause for deep concern. A positive identification, controlled use and intense monitoring program should be instituted and maintained. Llittle more need be said. Control of abrasives is a parallel effort that goes hand in hand with corrosives control. These materials destroy many materials used in the manufacture of equipmenrt vital to engineering plans, damage control, and man/machine safety and well being. Soap, hot water, and elbow gease can substitute for most corrosives and abrasives maybe not as easily or quickly but a lot better in the long runs. Encourage it. They might like the results.

· Step Ten: Heat loss control. Elimination of undesirable heat losses by proper ventilation, circulation and insulation may not prevent combat action damages but can minimize  disadvantageous and debilitating heat stress on people working in hot spaces and may indeed deny one of the basic ingredients of fire, smoke, explosion, generation, etc., namely heat. Cooling electronic equipment, hydraulic systems, hot spaces, etc, prolongs manpower and machinery life. A hot, humid engineering space is an indication of an improperly maintained plant. A viable program to eliminate heat loss will reap large day-to-day benefits as well as pay untold benefits when the ship is buttoned up.

· Step Eleven: Elimination of new dirt. Timely elimination o f new dirt will preclude elimination or extenuation of the old dirt problem and all that goes with it. While at it, check all firefighting, DC,  and emergency equipment and restore to prescribed conditions as needed.

It seems logical that prudent people would seek out and eliminate deficiencies such as these in a systematic and methodical way. Paper programs won’t do the trick. The ship’s organization needs to work at it and apply dynamic action to prevent the accumulation and expedite correction of the deficiencies. Each CO has his own ideas how to make that happen, but there is no easy way that is effective for long. A workable path reflects a return to basics. Namely:

A. Set XRAY/yoke and maintain it thru dynamic control. Use a watertight integrity log to regulate this.

B. Assign every part and piece of the ship to specific individuals by name. Make them responsible for routine cleaning and maintenance on a daily basis. This is called a “Cleaning Bill” and responsible supervision respectively.

C. Conduct dedicated, deep cleaning sessions weekly and peventive maintenance according to schedule. This is called a “Field Day.”

D. Conduct detailed lower deck and material inspections periodically using same inspection teams per zone for several contiguous inspections before rotating assignments. This is called a “Zone Inspection.”

E. Conduct weekly hull inspections by Division Officers and report findings to the Commanding Officer on a locally prepared form called a “Hull Report.”

F. Tabulate discrepancies identified by inspections D and E. Record details precisely. You can call this a “CSMP.”

G. Conduct frequent living, messing, and berthing inspections in order to pay proper attention to our people and their living conditions. This is called a “Personnel Inspection.”

H. Identify corrective action and commence systematic corrective of critical deficiencies in same peckijng order listed above. Include structural repairs and those pertaining to watertight,  lightight, fumetight integrity according to criticality, and schedule corrective actions for immediate work and do asap. Include others in work/PMS, training schedules developed by the “Planning Board For Training.” Then do it right the first time.

I. Repeat cycle for the ship’s life and don’t let up.

-------------------------------------------------------------------------------------------------------------------

A program such as this should:

A. Ensure that DC, firefighting, and emergency equipments/fixtures are located properly and ready for use.

B. Contribute to a quiet ship.

C. Reduce excess weight , accumulation of combustibles, and help maintain watertight integrity.

D. Contribute to improved efficiency by planning work for systematic accomplishment rather than the haphazard way seen frequently,

E. Make day-to-day ship‘s work and preparations for major inspections easier while contributing to operational readiness.

The foregoing is provided for guidance and use in day-to-day training functions. It cannot be set forth as policy, but it is logical and effective when pusued diligently by all. Use it within the context of the courses of instruction discussed in references A snd B (Damage Control Awareness and Unit Safety Supervisors courses) respectively and wherever else it fits.

� Emphasis added.
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