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Agenda
• Project Snapshot
• Key Planning Tools
• Schedule Milestones
• Keys to Safety Success
• Site Layout
• Critical Lift Plan
• Daily Execution
• Issues
• Results



Building StrongBuilding StrongL27 Lift Gate Replacement Project Slide 3 of 21

Construct Abn Al Arqam Ele Schl - Girls

SNAPSHOT
Locks 27, Granite City

Auxiliary and Main Lock Lift Gate 
Downstream Leaf Replacement

Gate Design/Fabrication:  
• Each leaf weighs approx 540,000 lbs (270T) .
• Fabrication Time = 30 months 
• Fabrication Cost = $8M ($4M each)
• Designed by USACE St. Louis.

Gate Installation:
• Approx 20,000 lbs (10T) of rigging hardware are 

added to make the lift.
• Lift performed by the H.M Shreve 550T crane 

from the Louisville District.
• Work will be performed by USACE St. Louis 

operations and maintenance staff and direct hire 
labor (supplement from MVR.)

• Auxiliary Lock Installation Costs: $970K (O&M 
Funded) for 12-hr operations

• Main Lock Installation Costs: $1.1M (ARRA 
Funded) for 24-hr operations to minimize impact 
to Navigation Industry

Schedule Milestones:
Aux Lock Lift Gate 01-14 June 2010
Aux Lock Anchor Arm 14-18 June 2010
Main Lock Lift Gate 25June-02July 2010
Demobilize 06-09July 2010

Interesting Facts:
• Lock 27 is the busiest inland lock in the United 

States, pushing over 73 Million Tons of goods each 
year.

• One 15-barge tow holds the equivalent of 1050 tractor 
trailer semi trucks.

• Project Planning began over 4 years ago.
• Detailed work Plan and Critical Lift Plan were over 6- 

months in the making.
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Key Planning Tools
• Weekly PDT Meetings
• Detailed Work Plan
• CPM Schedule (with 

contingencies)
• Site Layout 

– four other CG projects 
going on concurrently

• Budget and Detailed 
Estimates 
– for various 

contingencies)
• Risk Register
• Accident Prevention 

Plan
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Schedule Milestones
• Originally set for April 2010 

– perform Aux lock then Main Lock
– Maximize benefit of lessons learned

• High water caused multiple delays 
– First to June, 
– then after starting Aux Lock running thru July

• Changed work plan in July
– Close-up Aux Lock work and make lock operational
– Complete Main Lock first to reduce risk of losing ARRA funding 

in FY10.

• Actual performance
– Main Lock Lift Gate 23AUG-03SEP 
– Aux Lock Lift Gate 07-14 SEP
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Safety Keys to Success
• Accident Prevention Plan specific to the site, project and crew
• Mandatory 100% project orientation
• Mandatory PPE
• Designated “Competent Persons”
• Full time SSHO (Site-safety and health Officer)
• Near-miss reporting process
• Formal safety walk-thru’s
• Safety Deficiency Log kept and posted.
• Management commitment to the 4 Safety Principles.
• Project Goals

– ZERO recordable incidents
– No Mechanical Failures
– Keep Schedule Milestones
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Safety Mission & Competent 
Persons List
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Site Layout
• General Layout
• Construction Limits (4 other projects)

– I-Wall Control House
– Concrete Restoration
– High Mast Lighting
– Lower Sill Tie-down

• Break Areas
• Emergency Evacuation Points
• Visitor Area
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Critical Lift Plan
Gate:  270 T
Rigging : 9.5T
Radius:  80’ Max
Full Revolving Limit at 80’: 380 T

279.5/380 = 73.6% of Crane 
Capacity at 80’
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Rigging
•Sling 250T Basket Capacity = 100’ Long (50’ 
basket)
•Custom Spreader Beam 4000 lbs x 1 ea.
•Drop Link 397lbs x 2 ea.
•400T Shackle 1234lbs x 2
•Gate Up-righting Links 5,000 lbs x 2 ea
•Total Rigging Weight = 18,932 lbs  = 9.5 Tons
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Daily Execution “Battle Rhythm”
0600 Daily Safety Huddle 

AHA Brief
0630 Start work
0900 Engineer/Ops Walk- 

thru
1400 Safety Walk-thru
1700 Leaders Staff 

Meeting
1800 Shift change or end 

of day
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Daily Staff Meeting
• Safety

• Incidents / Near Misses
• Equipment Status

• List of equipment and operational/deadline issues
• Lock Operational Issues

• Closure
• Vessels in the Cue
• Coordination Issues

• Current Project Status 
• Schedule Comparison
• Risk Analysis

• Night Shift Plan
• Next Day Shift Plan
• Potential Issues/Concerns
• Time Sheets/Staffing coordination
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Issues
• High water delay/contingency planning
• Initial coordination of daily vessel movements
• Lifting Lug modifications due to mis-aligned diaphragms
• Radio SOI and commercial traffic
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Results
• Opened Main Lock 1.5 days 

early
• Opened Aux Lock 2-days 

early from original closure 
durations

• Under budget on both
• > 5,500 Manhours without a 

single recordable incident
• Four Near Misses reported
• One first Aid case reported
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