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       Squadron 369

To:    All Hands

Subj:  GUNFIGHTER COMPLACENCY AVOIDANCE CAMPAIGN - LETTER OF 

  INSTRUCTION (LOI)

1.  Purpose.  This document is intended to provide information and guidance to facilitate the proper execution of the Gunfighter Complacency Avoidance Campaign for OIF 04-06.2.  The primary threat we face day in and day out is obviously anti-coalition forces (ACF).  Second only to ACF, is complacency.  The OIF deployment duration and optempo, combined with perstempo, can create an environment that fosters complacency at all levels.  The purpose of the Campaign is ensure that each and every Gunfighter remains alert and vigilant during this deployment, maintains constant focus on the mission, and that we all return safely when our mission is complete.

2.  Mission.  HMLA-369 conducts a Complacency Avoidance Campaign to promote mission focus and to mitigate risk during the conduct of OIF 04-06.2. 

3.  Execution 

a.  Commander’s Intent  
   (1)  The Gunfighters will attack complacency with the 

same aggressive nature that we attack the enemy in our AO.  We will utilize a holistic model that includes daily, weekly, and monthly tasks and events that will help all our Marines, officer and enlisted, stay focused on the tasks at hand.  A high level of combat/mission focus will reduce incidents that can detract from the unit's overall effectiveness, thereby increasing combat readiness and preserves the force.


   (2)  We will maintain vigilance in combating complacency for the remainder of the deployment.  It is vitally important that we watch out for each other, and communicate problems immediately whether personal or professional.  We will continue to do things professionally - the Gunfighters know no other way to do business, both on the ground and in the air.  We will continue to change things from time-to-time for both aircrew and maintainers, with the intent of eliminating complacency before it has an opportunity to bite us.  

b.  Concept of Operations 

(1) Intelligence (S-2) 

  (a)  Track all small arms and surface-to-air missile

threats and provide updates to all aircrew when new/changed information becomes available.

  (b)  Once a week, provide aircrew a short brief 

during shift change on potential surface-to-air threats present in the AO.  



  (c)  Every two weeks, prepare a "mobile" AO intel brief to be given in workspaces of individual sections/shops.  Coordinate with OICs/SNCOICs for briefing times.  

(2) Operations (S-3)  

(a)  Continue aircrew pairings utilizing the combat

crew concept until the completion of OIF.  Change combat crews every six to eight weeks.  

(b)  To the maximum extent practical, rotate aircrews

shifts every six to eight weeks.

(c)  To the maximum extent practical, rotate aircrews

to Al Qaim every two to four weeks.  

(d)  To the maximum extent practical, rotate the Al

Qaim Detachment OIC every four to six weeks.

(e)  Incorporate Flight Schedule Questions of the day 

into each shift change brief.



  (f)  To the maximum extent practical, plan for and schedule dedicated FCPs.  FCPs and their co-pilots will work sunrise to sunset, and should be scheduled for a minimum of five consecutive days.   



  (g)  Once a week, annotate on the flight schedule and reinforce through the ODO Brief, that all combat crews will conduct a full CRM/inter-cockpit brief sometime during their shift.  Apply OIF lessons learned to CRM brief. 



  (h)  Implement Gunfighter University initiative, consisting of academic and briefing requirements that will continue to progress non-helicopter commanders in the completion of ground syllabus requirements in accordance with the T&R Manuals. 



  (i)  During the maintenance meeting at 0630 and 1830, the off-going ODO will provide an "Operations Update" to all attendees in Maintenance Control.  This verbal briefing will include (but is not limited to) the following:




+  Weather - current and forecast for the oncoming Maintenance Shift.

               +  Review current aircrew/mission assignments, and planned aircrew/mission assignments following aircrew shift change.  

+  Review CASEVAC aircrew, priority, and 

aircraft/spot assignments.

+  Frag load/launch times for the oncoming

Maintenance Shift.




+  Enemy situation information relative to the local airfield area (info passed from S-2 during aircrew shift change briefs).




+  Special Instructions/Amplifying info about the 

day's flight schedule.




+  Safety thought of the day.




+  Answer questions as appropriate.




(3) Logistics (S-4)  

(a)  Institute a complacency awareness program 

involving signs and labels in high traffic areas to continually warn Squadron Marines of the dangers of Complacency.  Change signs from time-to-time.  

(b)  Develop and implement complacency avoidance 

tactics for all unit personnel who operate motor vehicles, to include gators.



  (c)  Coordinate weekly with the GSO to identify and correct safety hazards in the shop spaces and billeting areas.

(4) Human Affairs/Comm (S-11)  

(a)  Ensure MWR information at each base is 

disseminated to the lowest levels.  
(b)  Continue to monitor and replenish our Squadron

MWR resources to offer Marines a variety of available activities in their off time.



  (c)  Coordinate with the S-4 to ensure a monthly Squadron BBQ is planned and executed.  
(5) Department of Safety and Standardization (DOSS)  

(a)  Manage and supervise the execution of this 

campaign plan.

(b)  Incorporate "Safety Thought of the Day" into all 

shift change briefs.

(c)  Ensure every aircrew, officer and enlisted,

complete a daily Emergency Procedure Quiz during their shift (immediate action and/or others).  Once a week, a full immediate action EP quiz will be completed.  Post results and track completion in the Ready Room.    

(d)  Ensure every aircrew, officer and enlisted, 

complete a daily open-book quiz.  This quiz will focus on NATOPS, ANTTP/NATIP, Doctrinal Publications, SOP's, R&I's, or OIF Scenarios.  Intent is to take no longer than 15 minutes and force aircrew into the books to find the answers.  Post results and track completion in the Ready Room.    

(e)  No less than twice a week, a pilot will conduct 

an aircraft system or weapons system brief to all pilots during the shift change brief.  Brief is to last no longer than ten minutes.  

(f)  No less than once a week, a crew chief or aerial

gunner-observer, will conduct an aircraft system or weapons system brief to all enlisted aircrew during the shift.  Brief is to last no longer than five minutes. 



  (g)  Populate Troop Information Boards throughout the Squadron spaces with Safety Related materials and posters.



  (h)  Create, populate, and update a Safety Bulletin Board in the Ready Room and in the Maintenance Spaces. 



  (i)  Ensure an ASO is scheduled on each shift at TQ, and a minimum of one ASO is located at AQ at all times.  



  (j)  Monitor implementation of new RAW.  Track "Biggest Risk for this flight" entries, and conduct trend analysis.  Identify most common risks and establish/implement risk mitigation controls.  



  (k)  Implement and Supervise Daily Squadron ORM/Safety Officer Program.  Every day, every shift, an officer or SNCO will be assigned this billet as his/her primary duty for the shift.  Primary duty is to oversee every facet of our daily operations for safe operating practices and risk management.  Secondary duty is ensuring a UH-1N Cabin security check is accomplished prior to every UH-1N departure as part of our TFOA mitigation procedures.  All identified risks will be logged and either mitigated on the spot, or forwarded to the DOSS for action.    

(l)  No less than once a week, a pilot will conduct 

an SIR or HAZREP review that is OIF or HMLA related, with all aircrew during the shift change brief.  Brief is to last no longer than ten minutes.  



  (m)  ASO and GSO will conduct monthly inspections of Squadron spaces per the Naval Safety Center Site Survey Checklists.  Identify Hazards and work mitigation solutions with the S-4 as appropriate.



  (n)  Each month, conduct a one hour maximum "Safety Pause."  Focus on Safety related issues, recent trends, ORM, and complacency avoidance.  Schedule with Operations for officer and enlisted aircrew (mid-shift between Frags), and with the AMO/Maint Chief for all maintenance/S-Shop Marines.  Know your audience, and develop the agenda accordingly.  The QA department should be heavily involved in the maintenance/S-shop Marine agenda.   



  (o)  Each month, brief Ground and Aviation Safety lessons learned from the previous month to all hands during the "Safety Pause".



  (p)  Ensure monthly enlisted safety councils focus some effort every meeting on complacency identification and avoidance activities. 



  (q)  In the middle of January, flip every pilots R&I card to red.  Each pilot will re-read all Read and Initials.

(6) Medical   

(a)  Conduct a monthly review of the different types

of fatigue, how to identify it, and how to counter the dangerous effects of Fatigue.  Brief to aircrew at shift change and maintenance/S-shop Marines at their shift change.  

(b)  Monitor all Squadron Marines for signs of

Fatigue and complacent behavior/trends. 



  (c)  Starting in mid-December (pre-holidays), initiate a suicide awareness program.  Coordinate with shop OICs/SNCOICs for times when you can sit down in the shop spaces and talk to them and their Marines about suicide - signs to look for, when to speak-up, and preventative measures.  Work with the Chaplain to assist as required. 



  (d)  Screen all aircrew, officer and enlisted, when 30 day flight time is in excess of 65 hours, for signs of fatigue, complacency, depression and anxiety.   

(7) Maintenance   

(a)  Spread-load shop/department SNCO leadership on 

both shifts.  Goal is parity on each shift, or close to it. 

(b)  To the maximum extent practical, rotate 

maintenance Marine work shifts in order to prevent complacency.

(c)  To the maximum extent practical, rotate Al Qaim

Maintenance Teams every six-to-eight weeks.  No more than half of the Maintenance Team should swap at a given time.  



  (d)  No less than once a week, the Maintenance Chief will brief a safety related issue or anti-complacency measure during the daily maintenance meetings.  Brief duration should be five minutes maximum.  



  (e)  Each week, the Shop SNCOICs will ensure the shop's enlisted safety council member conducts a brief or leads a discussion period on a safety related topic or complacency avoidance measure that is applicable to their shop.  Plan to cover both shifts.  QA will assist, oversee completion, and report monthly to the DOSS.  



  (f)  Conduct weekly tech training (formal or informal) with emphasis on Combat Scenarios, such as TTPs for an austere aircraft recovery and measures taken to make repairs and recover aircraft in the field.  ORM steps can greatly enhance the effectiveness of the discussions/training.    

(8) Sergeant Major  

(a)  Supervise the execution of R&R trips to Qatar.

Maximize Squadron participation based on the needs and tasks of the maintenance and operations departments.

(b)  Conduct combat operations PMEs with unit Marines

by shop/section.

 (9)  Executive Officer.  Develop measures of effectiveness to determine how well (or not so well) the Campaign is working.  Assessment through feedback is critical to the success of the Campaign.  Provide monthly Campaign status and improvement recommendations to the Commanding Officer. 

(10) Pilots-in-Command  

(a)  Section leaders will conduct a full OAS brief 

for a preplanned JTAR twice a month.  The brief will be a shared brief with all crew members.  Utilize white board (conference room) or checklist and map.  



  (b)  During extended periods of low task load times while airborne, review the daily open-book quiz questions, review an aircraft or weapon system, discuss a particular CRM issue, read/quiz each other on a random EP from the blue-book, ERF a freq to your wingman, etc..  Bottom line, continue to communicate and focus.

(11) Department Heads, OICs and SNCOICs   

  (a)  When the tempo and workload allow, cut 

individual Marines out early, have them come in later, or give them the entire day off.  During this seven-month marathon, we need to capitalize on the periods of lower tempo where we can afford to re-energize, always knowing that higher tempo operations are on the horizon.   



  (b)  Develop and implement reward systems, both formally and informally.  



  (c)  Empower, encourage, and assist NCOs in the conduct of small unit discussions on leadership, PME, Technical Training/MOS Skills, career planning, safety, complacency, hazard identification and mitigation, and/or post-deployment hazards.  This list is limited only by your imagination.  Intent is to keep the Marines engaged.  These discussion periods should occur a minimum of once a week.



  (d)  Encourage Marines to eat in the chow hall, vice always eating Vat-Can Chow.  Goal is for each Marine to eat at least one meal per day in the Chow Hall.  

c.  Coordinating Instructions
   (1)  This LOI is effective upon receipt.

   (2)  This LOI applies to all Squadron Operations at AQ and TQ.

   (3)  All recommended changes to this LOI should be forwarded to the Department of Safety and Standardization.

4.  Administration and Logistics.  Coordinate between shops and departments as required in the execution of assigned tasks.  Resource shortfalls should be identified and forwarded to the Department of Safety and Standardization for resolution. 

5.  Command and Signal.  The Department of Safety and Standardization is the single POC within the Squadron for issues pertaining to the execution of the Gunfighter Complacency Avoidance Campaign.   

          /signed/


  T. D. WEIDLEY
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