11 February 2002

HUMAN FACTORS QMB MEMORANDUM

To:
Distribution

Subj:
MINUTES OF THE 31 JANUARY 2002 HUMAN FACTORS VTC

1.  Summary.  A video teleconference of the Human Factors Quality Management Board was held on Thursday, 31 January 2002. 

INTRODUCTORY REMARKS: RADM Hines chaired the meeting and made introductory remarks.

Training Improvement Working Group (TIWG) --Ms. Connie Gillan presented the TIWG brief for CAPT Kelly.  They continue to receive very enthusiastic support from the fleet and training squadrons that they are working with.  They are also encouraged by the AIRPAC sweep-up funds that they have been able to receive.  CADS are included within the FAST PLAN funding for this year.  This is for the Navy only.  LTCOL Grace plans to check on the funding for the USMC.  The TIWG has created a final draft of a CADS Implementation Guide within the AIRPAC training arena.  The substance of this assisted AIRPAC in a developing a Statement of  Work to integrate CADS units into AIRPAC training.  In general, the plan is for 1-2 units at each command.  The USMC will be getting this only in conjunction with the Navy training that is conducted within the FRS.  The TIWG will continue to document and resolve issues associated with the implementation of these systems.  Right now the FAST PLAN focuses on hardware and software.  The 'live-ware' or human component is not addressed within this funding and the TIWG proposed addressing the training, curriculum development and some of the performance issues via some other budgetary plan.  The effort by the HF QMB and COMNAVAIRPAC during the last few years to provide visibility and support for CADS is one of the great success stories for this QMB.


At the original Beta sites (VS-41/HSL-41) we are moving from a UNIX based to a windows based system.  There are some issues, however, as Windows is not as robust as we would like it to be.  These issues are currently being addressed and right now the system is about 95% reliable.  In November the TIWG held a very successful conference which was attended by 

top rate researchers.  Research approaches for collecting and analyzing human performance data as well as aircraft maneuvering data was examined.  NASA-Ames will be coming down shortly to become more familiar with the military training environment.  We will be holding another TIWG conference in the summer and encourage all those who are interested to plan on attending.


The CADS installation at Miramar is going well although slowly due to some contractor-to-contractor issues.  Phase II will begin next month and we will be working on screen design and screen configurations.  Work arounds will be addressed.  Mr. Healing briefed the status of M-FOQA in detail at the last QMB---currently we are awaiting flight clearance approval for the real-time debrief.  Then we need to expand beyond the crash survivable recorder.  The research plan for the Miramar site includes basic and short-term research studies to determine the usefulness and effectiveness of visual debriefing in supporting simulator and aircraft training.


The Decision Skill Workshops were expanded last year with sweep-up funds.  The workshops were all very well received. The two-day interactive workshop includes building/improving in several areas: Decision requirements analysis, Decision making exercises, coaching/debriefing skills, Human error, Situational awareness and Uncertainly management. A full report will be available next month.


Last year we also received sweep-up money for CRM integration into NATOPS Manual/PCL and NATOPS evals.  A handbook was established from S-3B, which includes lessons learned and examples for integrating CRM into NATOPS procedures.  This will be provided to contractors doing FY02 CRM/NATOPS integration for NAVAIR (H-60/E-6).  It would nice if there was a single web site where people could make contributions and look at lessons learned.


We are still working on looking for a web site to post the advanced instructor training materials (Helmet Fire) on.  Also, we are still working on the prototype scenario-based software

which is being designed to FRS requirements.  We are currently out of funds for this but we are seeking additional means of funding.  (The complete brief is attached.) 
OPNAV 3710.7S Personnel Rest Requirements -- CAPT McGinn presented a discussion on proposed changes to OPNAV 3710.7S IRT crew rest and rest for aviation personnel.  The initial impetus for changing the current policy was a Navy Times article which described a mishap citing fatigue as a factor.  According to Navy Times, the Navy did not have an aviation rest policy that applied to flight deck personnel. Capt McGinn stated that the Navy, in fact, does have a policy but that OPNAVINST 3710 verbiage is unfortunately vague, uses undefined categories of personnel and as a result is subject to multiple interpretation.   The attendees discussed various portions of the instruction and made recommendations for changes.  CNAF will coordinate and send out proposed changes to the fleet for comment and feedback.

FY01 HFACS Wrap-up -- CAPT Fraser presented preliminary FY01 Human Factors Analysis and Classification System (HFACS) data.  He noted that we haven't yet reached the HF QMB's goal for reducing mishaps.  To make further reductions we need to continue to focus on reducing human error since approximately 80% of all mishaps can be attributed to this.  The basics of HFACS were reviewed.  It was noted that an extension of HFACS has also been developed for the maintenance side of the house.  Current trends: Unsafe Acts remain to be high in the causal chain with direct violations of NATOPS/Regs/Sop's leading the pack.  This appears to be the case particularly for the USN Helo community with approximately 70% of violations listed as mishap causal factors.  In comparison to other services, the USN/USMC has a visibly greater percentage of causal factors listed as due to violations than does the USAF or USA. The answer in part, is likely because of the different ways each service puts together their boards, the differences in endorsement procedures and ultimately how our conclusions are derived.  Also, this discrepancy may be due in part to our 'Navy culture.'  Command culture is currently be evaluated via several venues: Safety Surveys, Cultural workshops, NPGS, CSA/MCAS.  Tracking data from FY91 to the present demonstrates that we now have good evidence of significant progress for containing and reducing violations (by approximately 15%).  However, despite this progress there has been an increase in skill-based errors as a percentage of  causal factors in mishaps.  These skill-based errors are particularly vulnerable to attention, memory and stick n' rudder skill.  The top five reported skill-based errors for Class A mishaps include: Breakdown in visual/instrument scan, poor technique, failed to see and avoid, failed to prioritize attention, and improper use of flight controls.  Skills deteriorate if they are not practiced.  We need to get back to the basics.  

     When looking at the preconditions for unsafe acts two areas of concern dominate: Adverse mental states (83%) and CRM (60%).  The top five adverse mental states (cognitive states) listed included: Channelized attention, loss of SA, inattention/distraction, task saturation and overconfidence.  The breakdown of the top five CRM factors that preceded skill-based errors included: Failure to communicate/coordinate, failure to backup, failure to conduct adequate brief, failure to exercise leadership and failure to use all available resources.  The percentage of skill-based errors as contributors to the mishap rate has not changed much in the last eleven years.  They represent a severe and continuing hazard for Naval aviation.  We are focusing on several strategies for intervention.  These include: Skill-based error distribution by ACFT model, Skill-based error by mission profile. Skill-based error by mishap characteristics and Skill-based error by pilot experience.  The most promising area for intervention appears to be in the area of skill-based error by pilot experience.  An increase in the in-model experience dramatically reduces the risk for skill-based errors.  For the TACAIR community the risks appears to decline after 500+ hours in type and for the HELO community the risks do not significantly diminish until about 1,000+ in type.  The Aeromedical division of the Naval Safety Center recommends the following intervention strategies: Increase the in-model experience pool toward 500/1000+ hours through increased used of simulator time to augment flight time, emphasize the development of psychomotor skills (also via additional sim usage), and, emphasize avoidance of preconditions (learned via increase usage of sims).  We need to exponentially decrease the mishap rate by the use of a combination of intervention strategies to mitigate these hazardous trends.  This can be achieved through the continuing adoption and utilization of the principles of ORM, the continuing focus on a command culture of safety, ensuring state of the art simulators to augment flight time, and through the acquisition and development of data centric aircraft.  (The complete brief is attached).

Post-brief discussion:


-CAPT Ford.  We need an update in status from N87 on the status of funding for sims and flight recorders in the budget.


-Mr. Cline.  PMA 209 put in a POM initiative for all CAT A & B aircraft to be outfitted.  We are waiting for feedback on that but it has been received positively so far through the cycles it has been through here at NAVAIR.


-CAPT Ford.  At the users conference the question needs to be asked about how we are going to analyze all of this data and take it beyond individual flights.


-Mr. Cline.  Yes, this is a charter of the Data Centric Working Group.


-CAPT McGinn.  The 'good news' slide doesn't look very good especially considering since FY96 when this QMB was established. One would hope to see an increase in the rate of reduction since the initiation of the HF QMB.


-CAPT Fraser.  We went from a 40% mishap rate overall due aircrew errors in FY91 down to a 15% aircrew error rate in FY01.  It certainly hasn't changed as much as we would like for it to, however, as we move onto the next era of data centric aircraft we should see a greater change.


LCDR Reddix.  We will send you a slide based on rates per 100,000 flight hours, which may better show you what you are looking for.


CAPT McGinn.  Since the majority of mishaps are in the low flight hour category, is there a slide that reflects how an increase in the use of sims has effected our mishap rate?


CAPT Fraser.  That would be tough as one of the problems with HFACS is when you just look at one or two years or type of aircraft the numbers are so small that you don't have a large enough sample size to reach scientific validity.  The literature certainly supports the effectiveness of sims.  The Navy is still early in its development in this research.  It will take a little time to demonstrate the effectiveness of sims for the USN scientifically.  Again, the literature that does currently exists is certainly supportive.


CAPT Ford.  The USN will have a problem getting accurate stats on sims usage as we are very poor at recording this. Also, historically there is a 10% error rate for flight hours that are missing out of the NAVAIR database.

CAPT Fraser.  Another factor may well be that for the Navy, sim time evaluation hasn't held the serious consequences as it has for the civilian aviator.


RADM Hines.  Ensure that RADM Turcotte has the information on the cultural workshops in addition to the knowledge of how it has been enthusiastically received.  We need some stability back in this program.  In the last few months there have been no billets for working this program. 
NSWAC ORM Implementation: LCDR Gierber presented the NSAWAC ORM brief.  NSAWC was uniquely tasked with providing ORM training oversight and to provide feedback on ORM implementation and utilization as well as lessons learned/best practices during the IDTC.  First, P-4 messages from the Commander go out which discuss specific areas of concern tactically, logistically, and administratively that can make the NSAWC evolutions more successful.  With the assistance of CAPT McGinn's office, we began an ingress survey to find out what ORM training of all that is being offered was being taken advantage of.  We then conduct an airwing in brief within the first few days of academics.  This brief discusses the upcoming training and how ORM might be implemented.  An airwing our-brief is also conducted which addresses evaluation of performance and how ORM was utilized.  From these lessons learned/best practices have been recorded, reviewed and will soon be published.  


NSAWC ORM training includes three main areas.  The first, 'Top 5 ways to keep from killing yourself during Fallon training" is a brief which heightens the awareness of the airwing that training here is at the varsity level.  Much of the lessons learned which are discussed during this brief are from actual mishaps here at Fallon.  Specifically, we discuss CFIT and midair collisions in particular.  Second, is the ORM in SEAL FAC course.  This course came about after the Udari range incident.  It includes:  Basic ORM instruction, Practical application of ORM and finally a review of the Udari range incident where possible interventions which may have prevented this incident are discussed.  Third, is the ORM in SWITI Tactical Risk Management brief.  It includes:  Basic ORM instruction, Defining "the box (safe box where you can handle the mission based on your capabilities and limitations, the enemy threat and their capabilities and limitations), and Operating within "the box".  During the operating within the box segment we go through theoretical and tactical scenarios and have the students complete the mission within "the box".  The focus of NSAWC ORM usage is in two areas:  SHARP and our ORM department.  NSAWC has gone 100% toward SHARP.  However, like an FRS we have limitations.  We have students, instructors, staff, multiple aircraft types and it is difficult to keep track of all the qualifications for everyone.  We do have a safety mechanism in place that alerts the schedule writer to any qualification problems which can then be addressed.  

     Our ORM department works directly for the CMDR on all safety issues, and for N5 during airwing training.  The department also works closely with N3 for scheduling and other operational issues that are sometimes unique.  NSAWC offers several ORM deliverables.  We provide immediate feedback during the outbrief.  Lessons learned/best practices are collected and these will be published soon via CNAF and message traffic.  The evaluation of our ORM is a little more difficult to grasp.  Yes, we want to reduce mishaps here during training but we also want mission success wherever the mission is being carried out.  We do have a verbal agreement that all squadrons arriving here for training will have completed the on-line survey before arrival at Fallon.  We are working with CNAL on how to include our lessons learned/best practices and feedback in with ORM University so that the fleet can have direct access.  We expect these on-line sources to be available shortly.

Post-brief discussion:

LCDR Gierber - We've noticed a significant improvement in how much time is being spent on consideration of risks and controls.

RADM Hines - The next step may be to get with CARGRU-1 and CARGRU-4 and see what they are doing.

COMNAVAIRFOR ORM Website:  CDR Greer provided the CNAF ORM website brief.  In the beginning of FY02 VADM Nathman provided us with some sweep-up funds to come up with a cost-effective intervention which would be an e-learning tool and a tool to provide a library of risk assessments.  We began work with contractors in October and we're making progress.  Beginning next month we will begin fleet testing and we will ask fleet users to provide us feedback before it is honed and available fleet wide.   We're planning on the end of March as our on-line target date.  The site first provides an "umbrella" web page that is accessible through the internet to anyone within .mil architecture.  

     The homepage to the web site is titled "Naval Air Forces Operational Risk Management Information."  And  is a portal to the fleet to access various ORM resources.  Links include:  ORM University, TRACS, ORM Joint policy message, TSI training schedule (OPNAV-CAPT Faherty), ORM Best Practices, Naval Safety Center Homepage, Cultural Workshop Homepage, MCAS/CAS surveys, and the Aviation Safety School.  We will offer four (4) courses via ORM University which are seniority based:

1. ORM Fundamentals (E-1 and above), 2. ORM Essentials for Leaders (Petty Officer and above), 3. ORM Application and Integration (roughly equivalent to the TSI course), and 4. ORM Executive Overview Course (O-5 and above).  For these courses new users would set up a student account from which they can sign off and then resume later from wherever they have left off.    Students would provide their name, organization and e-mail address for tracking demographics of who's using this resource.  In this way, program managers at the squadron level will also be able to track training.  Each course provides final exam questions that are randomly selected from a large database of questions.  When the final exam is passed (80% and above) the student can select to have a completion certificate printed out.  It is also possible to 'challenge' a course without going through all of the material for those who are seeking refresher training.  


ORM University provides the e-learning portion of the web site.  The Total Risk Assessment and Controls System (TRACS) provides an aide to the user to complete an on-line risk assessment, then store it in a personal library for future use.  Additionally, users can recommend their assessment to the public library for other users to access.  The Naval Safety Center did the initial development work and turned the product over to CNAF as a prototype to determine its usefulness.  As a CNAF prototype, the TRACS software was modified in look/feel to reflect that its sponsor.

Post-brief discussion:

LT COL Grace.  Why only access through .mil accounts? Some people may want to utilize off-duty instruction.

CDR Greer.  We have to comply with all of the Navy Information Assurance requirements since individuals establish accounts and create passwords.

CAPT Ford.  We would like to be included in the testing since we are considering this training as a prerequisite to ASO/ACO school.  Then we can see how we can alter our courses here to compliment that training.

Dr. Figlock.  Will CO's and higher headquarters be able to check completion rates?

CAPT McGinn.  Yes.  Metrics have been designed into the web site and CO's and higher authorities will be able to check on completion rates and which courses have be taken.

CDR Anderson.  Will this be tracked by name so when someone transfers their new CO  

can check on the training completed?

CAPT McGinn.  No.  Once individuals report to another command they will need to refresh, the cycle starts over.  Of course, one of the ways to refresh is simply to challenge the course by going directly to the test.  It really is a simple process.  If one can demonstrate the knowledge by passing the test, then the course can be validated.


Dr. Figlock.  Right now it is a Naval Air Forces web site.  Will it be expanded to the marines and other commands?

CAPT McGinn.  Eliciting support and providing funding for others will of course be up to them.  We've taken the lead as a prototype. The intent is that others will see the benefits of the CNAF program and choose to do the same.  It would certainly help if OPNAV and HQMC would contribute and make this a service-wide program.  Access to the CNAF courses from commands outside CNAF would be encouraged on a case by case basis.  However, access by entire commands outside CNAF unfortunately cannot be accomodated due to resource constraints.


CDR Anderson.  The MAWS came out with directives on the organization of their ORM programs.  The USMC would have to make any decisions IRT their programs.


LTCOL Grace.  The USMC wing order for ORM is currently being rewritten.  We would like to be included as much as possible.

Open Forum:  

CAPT Ford.  The next ASO course will be effected by the new quotas.  Just one body here right now before the March class would allow us to make the March class back up to 56 students, if not we will only be able to accommodate 30.  We had a reservist who would have met our instructor requirements but we were unable to bring him back on active duty. 

Closing remarks:  RADM Hines.  Let's try and get some direction to the working group leaders and get working groups going in the right direction again.  All Working Group Chairman are again reminded to meet with their members and present recommendations to the Board. All WG Chairmen should have recommendations to present  to the QMB by the next VTC.  Particular focus should be placed on reducing all Human Factor errors. I am also concerned with the number of aircraft crunches that we have been seeing.

Next Meeting: The next QMB video teleconference will be held on Thursday, 28 February 2002.  VTC’s for next year will be scheduled on the last Thursday of the month to facilitate long-range planning by attendees and VTC schedulers. 

Note:  Presenters should ensure that briefing slides serve as stand-alone documents, as they will be included as attachments to the minutes documenting their brief.  All slide presentations should be saved in PowerPoint format.  Presenters please e-mail presentations to: greer.daniel@cnap.navy.mil no later than two working days prior to the scheduled brief.  All decision briefs must  recommend actions for specific action agencies/codes.
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