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GENTEXT/REMARKS/1. BACKGROUND: THE CULTURE WORKSHOP PROGRAM WAS IMPLEMENTED IN 1996 AND RECEIVED OVERWHELMINGLY POSITIVE ENDORSEMENTS FROM SQUADRON COMMANDING OFFICERS.  

THE CULTURE WORKSHOP PROGRAM ASSISTS THE COMMANDING OFFICER BY IDENTIFYING ORGANIZATIONAL STRENGTHS AND POTENTIAL HAZARDS, WHICH ARE OFTEN THE RESULT OF A UNIT'S CULTURE. 

AFTER USING THIS SELF-ASSESSMENT TOOL, THE COMMANDING OFFICER MAY MAKE  HAZARD ASSESSMENTS AND RISK DECISIONS, IMPLEMENT CONTROLS AND EXERCISE THE LEADERSHIP SKILLS THAT ARE THE FOUNDATION OF THE NAVY AND MARINE CORPS.  


A. DYSFUNCTIONAL ORGANIZATIONAL CULTURES CAN AND DO LEAD TO THE DEVELOPMENT OF PRACTICES OR HABITS THAT CAN RESULT IN MISHAPS AND DEGRADED COMBAT READINESS.  THE PREMISE OF THE CULTURE WORKSHOP IS: OPERATIONAL EXCELLENCE EXISTS ON A FOUNDATION OF TRUST, INTEGRITY, AND LEADERSHIP THAT IS CREATED AND SUSTAINED THROUGH EFFECTIVE COMMUNICATION.  DURING THE WORKSHOP A TRAINED FACILITATOR USES DIRECTED INDIVIDUAL AND GROUP DISCUSSIONS WITH COMMAND PERSONNEL TO DISCOVER UNDERLYING CULTURE ELEMENTS WITHIN A SPECIFIC UNIT.  FEEDBACK IS THEN PRESENTED TO THE COMMANDING OFFICER DURING A FRANK DEBRIEF.  SPECIFIC RESULTS ARE NOT DISSEMINATED OUTSIDE THE SQUADRON HOWEVER, CO CRITIQUES WILL BE RETURNED TO THE NAVAL SAFETY CENTER TO SERVE AS A PROCESS IMPROVEMENT TOOL AND TO PROVIDE SENIOR LEADERSHIP WITH AN AGGREGATE LIST OF RISKS FACED BY SQUADRON COMMANDING OFFICERS.


B. THE PROACTIVE PROCESS IS CONDUCTED FOR THE BENEFIT OF THE PARTICIPATING SQUADRON.  IN ORDER TO MAXIMIZE OBJECTIVITY AND ENSURE CONFIDENTIALITY OF THE RESULTS, QUALIFIED NAVY AND MARINE CORPS ACTIVE DUTY AND RESERVE OFFICERS (TYPICALLY O5-06), FROM OUTSIDE OF THE PARTICIPATING UNIT'S CHAIN OF COMMAND, ARE CAREFULLY SELECTED AND TRAINED.  UNITS REQUESTING A CULTURE WORKSHOP ARE ASKED TO PROVIDE TWO ADDITIONAL PERSONNEL (TYPICALLY A LIEUTENANT OR COMPANY GRADE OFFICER AND A CHIEF PETTY OFFICER OR STAFF NCO) FROM A SISTER OR LIKE UNIT TO ASSIST THE FACILITATOR DURING THE PROCESS.  


C. THE CULTURE WORKSHOP IS DESIGNED TO ENSURE MINIMAL 

DISRUPTION TO A UNIT'S DAILY ACTIVITIES.   

2. ALL NAVY AND MARINE CORPS AVIATION UNITS SHALL COMPLETE A CW AT LEAST EVERY TWO YEARS.  THE COMPLETION OF THIS REQUIREMENT IS TRACKED IN THE NAVY PULSE SYSTEM (HTTPS://USN-PULSE.COM/SAFETY/).  THE MARINE CORPS TRACKS COMPLETION OF CW'S THROUGH THEIR ORM TRACKER WHICH IS COORDINATED BY HQMC SD.  THIS REQUIREMENT IS STATED IN REFS A AND B: 

-  REF A STATES: ESTABLISH A BASELINE USING COMMAND SAFETY ASSESSMENTS (CSA) AND MAINTENANCE CLIMATE ASSESSMENT SURVEYS (MCAS) ON-LINE VIA THE NAVAL POSTGRADUATE SCHOOL WEBSITE AT WWW.SAFETYCLIMATESURVEYS.ORG BY 1 JUL 04.  AFTER A BASELINE IS ESTABLISHED, PERFORM A COMMAND SURVEY SEMIANNUALLY UNTIL FURTHER NOTICE USING ANY OF THE FOLLOWING METHODS:

(1)
A CULTURE WORKSHOP (THIS SHOULD BE CONDUCTED AT LEAST 

ONCE

EVERY TWO YEARS). 

-  REF B STATES: INSTITUTIONALIZE USE OF CULTURAL WORKSHOPS.  ALL DEPLOYABLE AVIATION SQUADRONS COMPLETE A FORMAL NAVAL SAFETY CENTER SPONSORED CULTURE WORKSHOP DURING THE IDTC.  NON-DEPLOYABLE UNITS COMPLETE A WORKSHOP ONCE DURING EACH TWO-YEAR PERIOD. 

3. FISCAL YEAR 2007 WAS AN EXCELLENT YEAR FOR THE NAVY AND MARINE CORPS AVIATION CULTURE WORKSHOP (CW) PROGRAM.  USING A COMBINATION OF ACTIVE DUTY AND RESERVE NAVAL AND MARINE CORPS SENIOR OFFICERS 105 CULTURE WORKSHOPS WERE COMPLETED.  

MORE IMPORTANTLY 93% OF ALL VALID REQUESTS WERE COMPLETED.  

THE MOST DIFFICULT REQUESTS TO FILL ARE HISTORICALLY, AND CONTINUE TO BE, FOR UNITS BASED OUT-CONUS.

4.  SEMIANNUALLY, THE PROGRAM MANAGER FOR THE CW PROGRAM (NAVAL SAFETY CENTER) HOSTS A STANDARDIZATION CONFERENCE TO ENSURE UNIFORMITY OF THE PRODUCT PROVIDED TO COMMANDING OFFICER'S BY CW FACILITATORS.  DURING THE NOVEMBER CONFERENCE THE FACILITATORS CONFERRED TO DEVELOP A LIST OF RECURRING ORGANIZATIONAL CULTURE HAZARDS OBSERVED IN THE FLEET IN FY 2007.  DUE TO THE CONFIDENTIAL NATURE OF THE WORKSHOP RESULTS, THE FOLLOWING LIST IS BASED SOLELY ON FACILITATOR INPUT, IS GENERIC IN NATURE, IS NOT SUPPORTED BY DATA SPECIFIC METRICS AND IS BASED ON AGGREGATE FLEET PERCEPTIONS DISCOVERED BY FACILITATORS DURING CULTURE WORKSHOPS.  IT IS ALSO IMPORTANT TO NOTE THAT, BY DESIGN, THE WORKSHOP IS A QUALITATIVE VICE QUANTITATIVE HAZARD IDENTIFICATION LEADERSHIP TOOL THAT WORKS HAND IN GLOVE WITH OTHER DATA SPECIFIC TOOLS LIKE MCAS AND CSA. 

TOP FACILITATOR IDENTIFIED HAZARDS TO OPERATIONAL EXCELLENCE IN 2007:

A) AVIATION TRAINING (SKILL BASED ERRORS INCREASING):

  - QUALIFIED VERSUS PROFICIENT: SQUADRONS ARE ABLE TO PROVIDE ENOUGH FLIGHT TIME TO MAINTAIN QUALIFICATIONS BUT NOT ENOUGH TO MAINTAIN PROFICIENCY.  THIS WAS MOST EVIDENT IN THE HSL COMMUNITY.

  - SIMULATORS ARE NOT A DIRECT REPLACEMENT FOR FLIGHT TIME.  THE FIDELITY OF SIMULATORS CURRENTLY IN USE IS INSUFFICIENT TO DIRECTLY REPLACE ACTUAL FLIGHT TIME.  

ADDITIONALLY THERE IS GREAT VALUE TO SIMPLY BEING IN THE AVIATION ENVIRONMENT THAT CANNOT BE VIRTUALLY DUPLICATED.

B) COMMUNICATION: 

  - COMMUNICATIONS IS ONE OF THE TOUGHEST ISSUES FACING COMMANDS.  EFFECTIVE COMMAND COMMUNICATION PROGRAMS ARE READILY APPARENT.  COMMANDS WITH EFFECTIVE ORGANIZATIONAL CULTURES ENSURE THAT KEEPING THE SAILORS AND MARINES INFORMED AND ENGAGED IS A TOP PRIORITY.  SO CALLED "BUSY COMMANDS" DON'T.

  - THERE IS OFTEN AN OBSERVED SCHISM BETWEEN THE JUNIOR OFFICERS AND THE CHIEF PETTY OFFICERS/SNCOS OR THE CHIEFS/SNCOS AND THE SENIOR PETTY OFFICERS/NCOS.  

COMMUNICATION TECHNIQUES THAT EMPHASIZE USE OF ELECTRONIC MEDIA VICE LEADERSHIP ENGAGEMENT AND INTERACTION OFTEN CONTRIBUTE TO THESE SCHISMS.  DO NOT UNDER ESTIMATE MBWA (MANAGEMENT BY WALKING AROUND).

C) FAILURE TO LEVERAGE THE SPONSOR AND INDOC PROGRAM:

  - THE FIRST 72 HOURS AN INDIVIDUAL IS IN A COMMAND SETS THE TONE FOR THE REMAINDER OF HIS OR HER TOUR.  COMMANDS WITH EFFECTIVE ORGANIZATIONAL CULTURES MAKE THESE PROGRAMS A PRIORITY.  "BUSY" COMMANDS OFTEN ALLOW THEM TO ATROPHY.

D) FAILURE TO LEVERAGE ANYMOUSE AND CO SUGGESTION BOXES AS HAZARD IDENTIFICATION TOOLS: 

  - SOME COMMANDS REQUIRE A NAME ON SUBMISSIONS TO THE CO'S SUGGESTION BOX, THEREBY INHIBITING INDIVIDUALS WHO MIGHT IDENTIFY HAZARDS.

  - SOME CO SUGGESTION BOXES ARE CHECKED BY THE CMC/SGTMAJ, THEREBY GIVING THE PERCEPTION THAT THE CO IS NOT INTERESTED, OR AT A MINIMUM IS ALLOWING THE CMC/SGTMAJ TO SCREEN THE INPUTS.

  - COMMANDS FAIL TO PROVIDE CONSISTENT AND VISIBLE FEEDBACK TO ANY AND ALL CO SUGGESTION BOX AND ANYMOUSE SUBMISSIONS. THIS LEADS TO THE ATTITUDE OF "WHY BRING IT UP, NOTHING WILL HAPPEN".  A VERY SIMPLE BUT EFFECTIVE HAZARD IDENTIFICATION TOOL AVAILABLE TO THE CO IS SHUT DOWN.

E) OPERATIONAL EXCELLENCE VERSUS GET THE X MENTALITY:

  - THERE IS PERCEIVED PRESSURE TO GET THE X.  SOMETIMES THE PRESSURE IS COMING FROM OUTSIDE THE COMMAND, SOMETIMES FROM THE CO AND SOMETIMES THE DEPARTMENT HEAD LEVEL.  IS THERE A CLEAR UNDERSTANDING OF WHAT IS AN ACCEPTABLE AIRCRAFT, HOW LONG IS AN ACCEPTABLE SCHEDULE SLIDE AND WHAT IS UNACCEPTABLE WEATHER? ARE CREW REST REQUIREMENTS FOR 

LOSERS?   DOES THE COMMAND SUPPORT PILOTS AND MISSION 

COMMANDERS WHEN DIFFICULT DECISIONS ARE MADE?

F) LACK OF FIDELITY TO QA PRINCIPLES:

  - SOME COMMANDS USE QA AS A DUMPING GROUND FOR INDIVIDUALS WITH NO COMMUNITY EXPERIENCE OR ARE LACKING IN THE LEADERSHIP SKILLS NECESSARY TO RUN A SHOP.

  - FACILITATORS OBSERVED MANY COMMANDS WHERE INDIVIDUALS DO NOT WANT TO BECOME CDI'S DUE TO THE INCREASED WORKLOAD AND ADDED RESPONSIBILITY. THIS IS EXACERBATED BY THE ZERO DEFECT MENTALITY AND CO'S WHO ARE SPRING LOADED TO TAKE A CDI TO MAST FOR ANY MISTAKE, INTENTIONAL OR UNINTENTIONAL, EVEN WHEN THE ORGANIZATIONAL CULTURE EMPHASIZES BY THE BOOK MAINTENANCE UNTIL THE BOOK GETS IN THE WAY.

  - IN MANY COMMAND CDI'S AND MAINTENANCE PERSONNEL ARE FACED WITH PERCEIVED PRESSURE FROM MAINTENANCE CONTROL TO GET THE JOB DONE OR WE WILL FIND SOMEBODY WHO WILL.  IN THESE COMMANDS YOUNG CDI'S ARE OFTEN OVERRIDDEN BY SENIOR SAILORS WHO "BETTER UNDERSTAND WHAT THE BOOK REALLY SAYS." 

G) TRAINING:

  - INCREASED OPTEMPO IS FORCING NON-OJT TRAINING TO GO BY THE WAYSIDE. 

  - NKO AS WELL AS NMCI IN GENERAL IS OFTEN IDENTIFIED BY SAILORS IN THE FLEET AS A HAZARD TO OPERATIONAL EXCELLENCE.  

SPECIFICALLY:

     1. LACK OF COMPUTERS AND NMCI DROPS.  IT'S NOT UNUSUAL TO HAVE A SHOP WITH 30-40 PEOPLE AND HAVE ONLY 2 COMPUTERS AVAILABLE FOR USE (LINE SHACK/POWERLINE).  ON AVERAGE ONLY 10-20% OF E-4 AND BELOW IN FLEET SQUADRONS ARE ABLE TO CHECK NMCI EMAIL ON A DAILY BASIS, YET MUCH OF THE INFORMATION NOW NECESSARY TO BE "OPERATIONALLY EXCELLENT", IS AVAILABLE SOLELY VIA THE NET.  THIS HAZARD IS EXACERBATED IN COMMANDS THAT RELY HEAVILY ON ELECTRONIC COMMUNICATION TOOLS AND WHERE THERE IS A HIGH DEGREE OF MID LEVEL (E6/NCO, CHIEF/SNCO, JO) LEADERSHIP DISENGAGEMENT.  

  - SAILORS HAVE TO COMPLETE NKO REQUIREMENTS AT HOME.

  - SAILORS ROUTINELY SAY THEY ARE BEING INUNDATED WITH SURVEYS AND NKO TRAINING REQUIREMENTS.  THEY WONDER WHO DECIDES HOW MANY SURVEYS ARE ENOUGH?

  - MARINE COMMANDS USE MARINE ON LINE AND MARINE NET TO ACCOMPLISH MANY OF THE SAME TRAINING TASKS THE NAVY DOES VIA NAVY ON LINE. ARE THE MARINES SEEING THE SAME ISSUES?

H) INTEGRITY:

  - WHAT IS VALUED?

  - WHAT IS REWARDED?

  - WHAT IS PUNISHED?

  - WHEN THE COMMAND CONDUCTS A RISK ANALYSIS AND DECISIONS ARE MADE TO DEVIATE FROM THE PRESCRIBED STANDARDS ARE THESE DEVIATIONS COMMUNICATED TO ALL LEVELS IN ORDER TO MITIGATE THE PERCEPTION OF DOUBLE STANDARDS?

  - IS LEADERSHIP WILLING TO MAKE TOUGH DECISIONS THAT ARE THE RIGHT THING TO DO, BUT MAY NOT BE CAREER ENHANCING.

  - DOES COMMAND LEADERSHIP USE ORM TO IDENTIFY RISKS TO SENIOR LEADERSHIP WHICH THEY DO NOT HAVE THE AUTHORITY OR ABILITY TO MITIGATE?

I) INEFFECTIVE USE OF ORM BEYOND A SUPERFICIAL LEVEL:

  - FAILURE TO REQUIRE ORGANIZATIONS TO COMMUNICATE IN TERMS OF ORM

  - FAILURE TO USE ORM TO IDENTIFY AND MAKE RISK DECISIONS AT THE APPROPRIATE LEVEL

  - FAILURE OF THE EXTERNAL CHAIN OF COMMAND TO RESPOND TO AND BE ACCOUNTABLE FOR USING ORM

  - THE SAFETY DEPARTMENT AND SAFETY OFFICERS ARE INEFFECTIVE AND INCONSISTENT.  THE SAFETY OFFICE IS A DUMPING GROUND OR JUST A HOLDING PEN UNTIL ONE OF THE MAJOR DEPARTMENTS OPENS UP.

J) UNWILLINGNESS TO SUBMIT HAZREPS DUE TO FEAR OF REPERCUSSIONS. 

5.  SHORTLY AFTER THE COMPLETION OF A CULTURE WORKSHOP THE SAFETY CENTER SOLICITS INPUT FROM COMMANDING OFFICERS AS TO WHAT THEY FEEL IS THE BIGGEST HAZARDS THEY FACE.  THIS IS THE FY 07 COMPILED LIST:

A. RESOURCE SHORTFALLS AND FUNDING

B. PERSONNEL SHORTAGES AND LACK OF QUALIFIED PERSONNEL C. OPTEMPO AND IA ASSIGNMENTS (AFFECTING RETENTION) D. COMMUNICATIONS E. COMPLACENCY (AIRCREW AND MAINTENANCE) F. AGING AIRCRAFT G. PERSONAL MISCONDUCT (DRUGS AND ALCOHOL) H. PMV AND OFF DUTY RECREATIONAL ACCIDENTS I. TRAINING 6. IF YOUR COMMAND NEEDS A CULTURE WORKSHOP ENTER A REQUEST ONLINE

AT: WWW.SAFETYCENTER.NAVY.MIL/CULTURE/REQUEST.HTM.// 

