MEETING MINUTES

SAFETY TRAINING WORKING GROUP (STWG)
 8 MARCH 2007

Attachments:

(1) Recommended STWG Action Items from SOH NTSP TAT

Introductory Remarks
DJ Leavens (NETC), Chairman, called the meeting to order at 0800.   He stated that the purpose of the meeting was to review the status of POA&M(??) subtask items assigned to the STWG (3.3.1A, 3.3.1C, 3.3.10, and 3.31.F).   
DJ Leavens reported that since he had not received any comments, he believed that the STWG briefs to the Operations Safety Committee (OSC) and Operations Safety Support Committee (OSSC) had been accepted with no changes.   Ted Wirginis (NSC) stated that the only issue he knew about involved the two-day courses. DJ Leavens said the problem is that there will be a lot of demand for these courses but no extra funding.  He sees the answer as “blended training solutions.”   This would mean taking the administrative, historic, and instructional parts of the courses that normally take place in a classroom setting and converting them to computer based learning modules.  These modules would then be required training via Navy Knowledge Online (NKO) reducing the classroom time required for the courses in order to allow time for more “practical” and lab work.  Ted Wirginis stated he didn’t think something like classroom instruction that has been proven effective should be cut.  DJ Leavens feels computerized learning effectively prepares students for a lab environment class.  
POA&M ORM Subtasks 
Subtask 3.3.1A – Embed Operational Risk Management (ORM) application in accession, initial skills, specialized skills and functional skills training courses of instruction
DJ Leavens reported that ensigns who took NKO classes on ORM thought all NKO classes repeated the same content, and none of the classes took the student to the next level.  These courses need to be revised if funding can be found.  Ted Wirginis has an issue with the two-day instructor course being cut back to one day.  The existing training is OK for awareness content but not for practical application content.  DJ said as an illustrative example, he went to N7 folks with this issue about a PPE course.  The first three days of the five-day course are administrative, which could be accomplished online.   This would leave an option to shorten the five-day course to two days for the remainder of the curriculum.  This is termed the “street to fleet” concept.   There is a need to audit classes to see what parts can be converted to computer training (NKO) to see how much this would shorten classroom time for the remainder of the curriculum.  DJ Leavens said training specialists should be recruited to help with this issue as this should not be under the purview of safety specialists.
Ted Wirginis said that there are eight formalized ORM courses on NKO of which four are duplicative.  They could easily be removed.  Of the four remaining courses, one is the theory that is in the two-day instructor led ORM course.  The question is how to meld the remaining four classes to make them meaningful.  There is also a need for more classroom instruction vice NKO training.  The most convenings that can be accomplished at this time is 700 a year.  It is a bad assumption to say this class can definitely be accomplished as video teletraining (VTT) but that is a possible route to reach more students.  CDR Meyers (NAVOSHETC) said he felt that the power of the classroom as an interactive setting is best.

DJ Leavens said 88% of Sailors come into the Navy on a delayed entry program (DEP).  They receive a GMT style course for the instructional basics and then are bombarded with information during RTC.  He is not sure if a training class at that point is very effective.  Between RTC and A school might be the best place for “reiteration” which consists of not just classroom training but adds posters, ad campaigns, etc.- things that attract the “teenage mind,” the main target of the training.  But these things need to be something useful that will not just be turned into a toy.  After A school, Sailors go through to the fleet where nothing happens in terms of a training continuum.  The fleet needs to realize that additional onboard training is necessary.  $15M a year is spent on advertising at Recruiting Command but nothing is spent on advertising ORM.  To be effective on a long range basis, ORM training needs to begin at the high school level.  Ted Wirginis said it should be a slow, steady process.  DJ Leavens stated that for an ad campaign that will attract young people and be effective, there is a need to go outside the safety community for ideas.  
Action Item – DJ Leavens will suggest to CNIC that they get involved in the STWG.
Action Item – DJ Leavens will start sending course summaries to STWG members.
Action Item – Dale Ault (NSTC) will contact Commander Navy Recruiting Command (CNRC) and ask to borrow a couple of their people to help with an ORM “ad campaign.”
DJ Leavens reported that last year ORM GMT training on NKO was used by 100,745  people;  24,136 students took the Driving for Life course; the All Navy Fundamentals course was taken by 19,636 students; and Aviation was taken by 7,000 students.  NAVOSHETC may be able to leverage some of these in order to stretch funding.

ORM Task Action Team (TAT) Update - Dale Ault  reported that he had sent an email to the members of the ORM TAT and had received three responses.  CAPT Webb at CNO had reported that a new ORM course was not yet developed but they were working with NSC on including time critical training.  Once receive basic time critical management (TCM) principles training they have to take that basic knowledge and get through A School.   The two need to be combined.
DJ asked if the two 3.3.1 taskers have been completed.  Dale said that basic five step ORM is embedded in lesson plans so ORM has been incorporated into functional and specialized skills training.  DJ asked if this has been included in instructor training.  Dale and Patrick Sanders said that has not been done.  Captain Webb had been working on it but is now waiting for funding.  Ted Wirginis said time critical part of ORM was identified over the past couple of years as something that wasn’t given a lot of emphasis.  Change management was lacking.  TCM was reviewed.  However, that curriculum piece has not been developed yet into learning objectives for delivery.  

DJ Leavens said that ORM training on ESAMS is mandated by CNO.  There was some discussion by STWG members as to whether this was actually so.  Need to build a “push out” mechanism so that it is provided more often.  

It was agreed that a comprehensive list of objectives to be accomplished in ORM training is needed.  Ted Wirginis stated that CNIC needs to be a player.  DJ Leavans said there is a need to outline functional skill set requirements for the ORM program before any improvements in training can be accomplished or embedded in ORM and TCM.    Ted Wirginis said ORM instruction isn’t out yet because the TCM portion has not  been completed.  He added that Great Lakes is currently participating in a small group tryout for time critical ORM.  CDR Horn said Program Managers who own ORM have to provide the skill sets for anyone to build training.  CDR Meyers suggested when time is right, STWG could be part of a Job Task Analysis (JTA) that could be used to pull all elements together and establish what skill levels need to be achieved by Sailors through training.  
DJ Leavens said ADM Jones wanted to know what is the established skill level ORM training is aiming to achieve and told ADM Mayer that he won’t fund training until he sees an established skill set.  He won’t fund “experiments.”  He will fund a long term training solution.  The skill level should be spelled out in the ORM instruction.  DJ felt putting out the ORM instruction as soon as possible even if the time critical piece is missing would be the best solution.  The time critical ORM piece could be added as a Change to the instruction at a later time.  DJ said the STWG can’t answer 3.3.1A because skill sets can’t be embedded into the types of training until the skill sets are identified.

Action Item – Ted Wirginis will work with CAPT Webb on developing a list of ORM skill sets. 

Action Item – DJ Leavens will brief OSC/OSSC about lack of skill sets.

Subtask 3.3.1C – Review classroom and on-line ORM training and make recommendations for improvements. Due 1 October 2008
DJ said that ORM is not a program with a means to measure success or failure.  There is a  need to divide the course so the executive level is separate.  This task has to focus on a list of recommendations regarding the NKO courses.  Which ones need building up.  Classroom training needs to be audited as well (not by HPC).  This could be accomplished by someone from N7 group – someone outside the safety realm who can audit courses and provide recommendations for improvement.
CDR Meyers said an operator could tell if the course content is meeting the objectives by providing skills needed for students to do their jobs.  He said that there is also a need to do an instructional design study.  The content may be OK but how it is presented may not be acceptable.  An instructional design specialist can answer whether presenting the course material in a different fashion would be more effective.  
Action Item - Dale Ault will look at NKO ORM course to see what to build up and what to eliminate.  Using training specialists and instructional design specialists, he will coordinate monitoring of training in a classroom setting and recommend improvements.    
Action Item – DJ Leavens will provide Dale Ault with information on Shelley Crowley who runs the course.
Action Item – DJ Leavens will talk to CNIC about needing a course review team to audit courses.

Dale Ault said PACFLT would rather have classroom training vice CBT.  They would rather have hands on training with lesson plans.  DJ said there is no funding for this.  DJ said the blended training solution is the best alternative.  VTT can also be used as a viable alternative if contractor TSI has that capability.  DJ said using a lesson plan/curriculum approach won’t work because need a 9502, which is why ORM is not a train-the-trainer course.  ORM 101 can be an effective skill set on the ships but would be more effective done through ESAMS or GMT.  However, he doesn’t know who to go to about this.    
Subtask 3.3.1D – Based upon the recommendations contained in subtask 3.3.1C, revise classroom and on-line ORM training.
Agreement – This cannot be accomplished until skill sets are developed and courses are evaluated.
Subtask Task 3.3.1F – Investigate status of Delayed Entry Program (DEP) ORM training.
Action Item – Dale Ault will call CNRC Chief of Staff about DEP to see if online.  

DJ Leavens pointed out that “education” and “training” are separate entities. “Education” is viewed as a course or curriculum that has college credit associated with it whereas “training” is shorter and has no degree attached to it.

Ted Wirginis gave a presentation on Time Critical ORM.   He said that the ORM instruction is in the rewrite phase. VCNO is tasked to inculcate ORM into Navy culture.  VCNO wants an assessment process.  Naval Safety Center (NSC) has been designated as the Navy’s ORM Model Manager to revamp ORM.  A Human Performance Center (HPC) study showed an 86% knowledge rating of ORM awareness principles.  Gaps exist in specific knowledge and actual application on the job and off duty.  Only 15% of those in the study could reiterate and apply the five ORM principles.

Action Item – Ted Wirginis to provide a copy of the ORM study report to DJ Leavens.

DJ Leavens related that there is concern in the fleet that personnel are not remembering the five steps of ORM.  Ted Wirginis agreed that NSC is finding that the fleet is not following the five steps of ORM.  They want to introduce the concept of Time Critical ORM Decision Making.  ORM has a proven track record for improving operational effectiveness and mission safety.  ORM must now extend to impact individual effectiveness and decision making capabilities.   NSC is using an inverted triangle diagram – it shows less time at the execution phase and that is where time critical ORM enters the equation.  Time critical ORM doesn’t mean accomplish the five steps of ORM faster but asks what can personnel take away from a risk management situation when there is not enough time to do the five steps.
The solution is to introduce simple icons as tools to improve analysis of specific needs, integrate ORM concepts throughout the training continuum and focus on development of operational guidance and training.  

NSC is exploring tools and techniques to enhance instructor training like equipping instructors with concepts recruits will see in their follow-on training.  They want to capitalize on the fact that young Sailors are not afraid of using computers to accomplish their training.  The intent of the Great Lakes small group tryout is to model the time critical way of thinking and use feedback from the tryout to provide training throughout accession commands.

Prior to presenting the course to students, instructors will have one day of introductory training about time critical concepts followed by a half-day of follow-up training consisting of accomplishing their own specific case studies (e.g., how to present ORM/TCM to fire fighters).  These case studies will use common terminology that ties ORM concepts to tasks the instructors and their students are currently performing vice using more generalized ORM concepts and terminology.

NSC is using two icons to improve communication on time critical ORM.
Upside down triangle with color coding.  Red symbolizes areas with “consequential error,”  Yellow = caution, Green = good.
NSC feels that an icon transcends language barriers and allows personnel to think faster during time critical situations.  The icon invokes complex thought without high levels of communication, improves situational awareness, and is object oriented.
The question is how to get back to green from a yellow or red situation.  The answer is to build a team to help the individual see the mission and assist others to see where danger exists.
NSC has also developed a Time Critical Process and Mnemonic

ABCD – is a mnemonic to support time critical ORM that VCNO has approved.  

A =Assess risk

B = Balance resources

C =  Communicate risks and intentions

D =  Do and debrief (take action and monitor for change)

The bottom line is to get people to think about what they are doing/thinking.  (1) What resources can be used and what is my response?  (2) What should I do next?

DJ pointed out that if the instruction uses the tools mentioned in the presentation, it will be necessary to identify differences from the five steps of ORM.  Ted said that NSC took about five weeks to look at terminology, but they don’t want to force people into learning something different.
DJ added that until the Navy gets rid of the word “operational,” they will have trouble getting people to apply risk management in all situations (e.g., off duty).   Ted said NSC is trying to make people understand that they are actually practicing ORM whether they think of it that way or not.   In other words, they are assessing risks in everyday situations.  DJ said the term ORM is also being used to describe things that have nothing to do with it in actuality.  ORM is a safety driven program.  The problem is when personnel pass from the recruit level to the command level, the command is looking at ORM instruction vice preparing a risk management plan taught in recruit training = different interpretation.

Safety Officer Training TAT Update – Patrick Sanders (NPDC)
Three different environments exist for safety officer training - aviation, surface, and submarines.  Pat presented a spreadsheet showing the available training, how many students had been trained, and what modules were common to all courses (e.g., mishap investigation).  
STWG Recommendation – make surface and submarine training into one CBT (maybe an NKO course).  Take all of the common pieces of the safety officer training courses and combine them into one course for both submarines and surface ships.  Pieces that are unique to each environment will then be added on and presented to the applicable trainees.  For example, one unit would be added for surface safety officers on surface replenishment and units would be added for submarine training on topside and atmosphere control.  
CDR Horn said that NAVOSHETC plans to convert their submarine safety officer course  from its current VTT format to web based training that goes straight to the electronic training jacket.  TYCOMS and the submarine training center in Groton are willing to take over the course if it can first be converted into the Evolution Program that NETC uses for training.   CDR Horn added that another possibility is to use the blended learning approach – send safety officers to his online general safety course for everything required by OPNAVINST 5100.19 series and then develop a shorter safety officer CBT.  However, that only concentrates on surface training.  Submarines would have to follow an NKO download/upload process to access CBT.

Patrick Sanders voiced the opinion that the only part of the training that might not adapt well to NKO would be the mishap investigation portion if labs were needed, but DJ Leavens didn’t think that all mishap investigation courses were using labs.

DJ Leavens said the HPC has developed a study for adequacy and content of a safety officer course.  
Action Item – Patrick Sanders to ask HPC (Jim Driggers) for study results to see if what they found for adequacy and content would apply to closing out subtask 2.1.1A.  

Action Item – Patrick Sanders will identify the common core requirements and ask HPC if they need anything else.  
Action Item – Patrick Sanders will ask Surface Warfare Officers School (SWOS) to explain in more detail the portions of their training represented as small discrete segments on his spreadsheet.  
CDR Horn opposes any CBT training not under NAVOSHETC control because this means that NAVOSHETC can’t update those courses.  Any course that is developed must be owned by the Navy so that the Navy can maintain it and funding must be built in for course maintenance.
DJ Leavens said that although the NESB was organized by VCNO with a flow chart to apply for discretionary funds for taskers, no one to date has used this mechanism.  For example, there is a need to ask for funding for maintenance of the core courses in OPNAVINST 5100.23G.  Developing common safety officer core requirements to train communities can also be used as something for which to apply for discretionary funds from the NESB.
Action Item – Patrick Sanders will ask Pensacola, SWOS, Norfolk and MSC for a meeting to discuss if information gathered so far is accurate, what can they provide in the way of a break down, what are common links, and the path ahead.   
Action Item – Patrick Sanders will review submarine and afloat safety supervisor courses to see if they can be made into CBTs or use blended training solutions and/or if the existing courses can be improved upon.
Action Item – DJ Leavens – will ask the OSC/OSSC to apply to the NESB for funding for a safety officer CBT once Patrick Sanders completes his assessments.
Gayle Goff (BUMED) said STWG recommendations should emphasize improving training vice just saving money.  DJ Leavens said must also show long term savings because of funding shortfalls.
DJ Leavens said he is not sure what to do with leadership management course – not sure what is involved in the tasker except to see if ORM is embedded in the course.  The STWG can’t do anything until they know what skills must be achieved.  
POA&M Subtask 3.3.1B - Update Safety and Occupational Health Navy Training System Plan (SOH NTSP)
· SOH NTSP TAT Recommendations to STWG (see Attachment (2))
CDR Horn said the SOH NTSP TAT met 6 March and completed a review of Part VI of the NTSP – Action Items - and continued the update of Part I of the SOH NTSP – Technical Program Data.  Parts II, III, and IV consist of a detailed breakdown of who needs training over a five year period.  Those parts have to be sent out to the fleets for the TYCOMS to update.  CDR Horn will send those parts of the NTSP to the fleets.  Getting a response from the TYCOMS is expected to take time.  Part I of the SOH NTSP will be distributed in May 2007 for the STWG Chair (DJ Leavens) to present to the OSC/OSSC.  The SOH NTSP TAT is also working on a process flow diagram for the ongoing NTSP update process.  CDR Horn reported that the SOH NTSP Resources sponsor is Dr. Brenda Holmes at Director, Navy Staff (DNS), Code F1.   Depending on the Code F1 response when briefed in April, the STWG may drop out of the reporting chain for the SOH NTSP TAT but remain in the loop for review of the document.  

Action Item -  DJ Leavens will ask the OSC/OSSC for an extension for completion of SOH NTSP Parts I and VI to 1 June 2007 and will inform the committees that the other five sections of the NTSP may need extensions on a case-by-case basis.

CDR Horn stated that Subsection 3.3.1E is to be incorporated into 3.3.1B.  

Recommendation 1 - Address Marine Corps and MSC personnel having problems accessing NKO.  

Action Item – STWG will take as tasker

Recommendation 2 – Address core courses in OPNAVINST 5100.23G.  Safety NTSP TAT Echelon II membership recommended that Mishap Investigation should be a core course.  
Action Item – STWG will look into the issue by dividing into subtasks (e.g., evaluate core courses).
Action Item - DJ Leavens will recommend to the OSC/OSSC that mishap investigation is a necessary core course.  
The two new courses (Navy Ergonomics Program, A-493-0085; and Machinery and Machine Guarding Standards, A-493-0073) are fine.  The Navy needs to see what core course the Army and Air Force are requiring for their safety personnel.  CDR Horn said that is on the agenda for the March meeting of the Joint Staff Support Center (JSSC) Training and Education Working Group, which he will be attending.  
Recommendation 3 – Study how to accomplish collateral duty safety officer training.
DJ asked if there is a Commercial Off-The-Shelf (COTS) course that will fulfill this training.  Patrick Sanders and Gayle Goff agreed that this has to be Navy-specific training.  CDR Horn said the question is how to get the course to the fleet.  Can this be done via NKO, ESAMS, or via streaming video?   
Action Item – CDR Horn to ask CDR Jederberg (CPF) about writing up a Deficiency Notice for DJ Leavens to take to the OSC.

Recommendation 4 – Study the issue of obtaining credit for equivalent training and having that entered into the electronic training jacket.
Action Item – DJ Leavens will talk to N5 to see if there is a mechanism to obtain credit for equivalent training and for getting this training into the electronic training jacket.

Recommendation 5 – Transfer the three Traffic Safety Training (Train-the-Trainer) CIN-numbered courses listed in the SOH NTSP from the NSC to the NAVOSHENVTRACEN so they can be properly administered.  

CDR Horn stated that if these are CIN courses, they need to be managed like all other CIN courses.  He feels if they cannot be managed as CIN courses, then they should be deleted from the SOH NTSP.
Action Item – DJ Leavens will ask the OSSC to raise this issue with the Traffic Safety Working Group.  

The meeting was adjourned at 1300.
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