Skipper, 

          Thank you for inviting the Culture Workshop onboard VFA-XXX. The information enclosed provides a synopsis of the Culture Workshop's schedule and process. We make every effort to minimize the disruption to your unit while providing a product that is both accurate and useful to you as a leader.  Your workshop is scheduled to begin on Thursday, 10 January, 2008 and end on Friday, 11 January, 2008.

        The workshop process is conducted solely for the benefit of VFA-XXX. The workshop identifies organizational strengths and hazards, which are often the result of a unit's culture. Subsequent to the workshop, your command will have the opportunity to use these results, along with any CSA and MCAS data, to make appropriate risk assessments and decisions, implement controls, and then exercise the leadership skills that have always been the foundation of the United States Navy/Marine Corps. With your support, this can be an invaluable tool in your unit's quest for operational excellence and mishap prevention. Privacy of information obtained is a key tenant of the Culture Workshop process; therefore all results remain within your command for your use only.

        By way of definition, culture is the non-physical operating environment that binds every human organization. It supports a wide range of informal rules and attitudes that profoundly affect how a particular unit works, trains, and fights. The squadron's leadership continuum, both past and present, exerts great influence on how a unit's culture is formed. The acceptance of specific attitudes and rules, either through direct and visible actions of support, or through sustained intolerance, to a large extent determine what a unit's culture will become. Right or wrong, good or bad, culture is the "why" behind "how" the mission gets accomplished.

        Generally, for a VFA squadron, the Culture Workshop is conducted using a three-person team. Your unit is responsible for identifying a Pilot (O-3) and a CPO (E-7 preferred with maintenance control experience), to support the team leader. These assistants must be from another unit not in your direct chain of command and should be current in F/A-18 procedures. I will be the Facilitator and Team Lead.  The CW process begins with a kick-off meeting with key players, followed by a series of individual conversations, ultimately leading to a series of group seminars. The individual conversations consist of informal one-on-one discussions within the workplace, while the seminars are highly interactive facilitated group sessions. Seminar attendees should represent a true cross-section of your command.

        Workshop results will be made available during the senior leadership facilitated session, with sensitive information made available to you during a private debrief. Your MCAS/CSA results may also be reviewed with the facilitators at the conclusion of the Culture Workshop, at your discretion. 

        Your invitation for the workshop is greatly appreciated. I look forward to working with you and the many fine officers, men and women of VFA-XXX.

Respectfully, 

John Morrison

CDR USN 

POC RESPONSIBILITIES 

    The process has been designed to minimize administrative functions and the unit point of contact (POC) can expect to complete the necessary arrangements in very little time. The following information is provided to assist the POC in setting up the Culture Workshop. The POC must have the direct support of the Commanding Officer.

        A. Team selection and coordination. The process requires a Pilot/NFO (O-3) and a CPO (E-7 preferred) from an outside unit. While experience in the same platform is desirable, leadership skills are the paramount prerequisite. This person should be sharp, professional, and highly motivated.

        B. Meeting facilities. Facilities for the seminars should be conference style, comfortable for at least 15 participants, and free from interruption (avoid using the ready room if at all possible). The room should be equipped with either an easel type stand with paper or a white board with markers (preferred). 

        C. Seminar participant selection. Seminar participants should be selected and notified of the time and place for the seminar. The unit will determine the schedule, allocating at least 30 minutes between sessions. It is critically important that seminar participants be present at the appointed time. Please refer to the Process Detail sheet for specific guidance.

        D. Lodging/Transportation. Typically lodging, rental cars, airfare and per diem are provided by the TYCOM. Individual requirements may vary depending on your unit, and will be coordinated by the facilitator.

TEAM MEMBER RESPONSIBILITIES 

        1. The Workshop uses a three-person team. I will be the Facilitator and Team Lead. The Subject-Matter-Expert Pilot/NFO and CPO (that you are required to furnish) should have a strong, well-respected, background in the aircraft of the unit being visited. The team leader will provide all required subject-matter-expert Culture Workshop training. This outline will serve only as a basic reference. Team Members should plan to devote 100% of their time for the duration of the visit.

        2. Team members are responsible to support the team leader in identifying any hazards resulting from the unit's culture. The team members accomplish this by having informal conversations with unit members. The results of these conversations will be coordinated with the team leader throughout the duration of the workshop.

        3. Team members will be present during the seminar sessions to assist in reflecting an accurate unit culture. 

        4. Team members may participate in the debrief and may be requested to address their areas of responsibility. Therefore, the team members should plan on being present for both days of the workshop. Facilitators will provide further guidance as appropriate.

        5. Team member participation is not inherently difficult and does not require specialized knowledge. Team members must be flexible and open to new ideas and methods of operation. Complete and direct communication with the team leader is critical to the ultimate success of the workshop. 

        6. Team members will provide an important part of the input to the team leader. Each team member will complete a feedback form at the conclusion of the process.

        7. Uniform will be flight suit or khaki for pilot/NFO and CPO personnel. 

        8. Complete training will be furnished to the team members upon arrival at the unit receiving the workshop. Team members are encouraged to view the Culture Workshop area of the Naval Safety Center's web site (<http://www.safetycenter.navy.mil/culture/default.htm <http://www.safetycenter.navy.mil/culture/default.htm> >www.safetycenter.navy.mil <http://www.safetycenter.navy.mil <http://www.safetycenter.navy.mil/> >/culture/default.htm) in order to gain an overall understanding of the workshop and its requirements.

PROCESS DETAIL 

        1. Team Composition- The Culture Workshop team consists of three members, which includes the lead facilitator. The unit hosting the workshop is responsible for the selection and coordination of the Pilot/NFO and CPO. The member must be from another unit, and should not be in the direct chain of command, i.e. the Wing. The proper selection of the team members has a direct result on the quality of the product the Commanding Officer receives.

        2. Process Schedule- The process is 2 days long and structured based on the following guidelines. 

        Day 1: Thursday, 10 January 

        Facilitator Team Training: 0730-0800 (designated Assistant Facilitators, O-3 and CPO from "Sister Squadron") 

        Introductions: 0800-0815 (CO, XO, DH's, CMC, MMCPO and all Facilitators) 

        Individual Visits (one-on-one discussions): 0830-1130 Conducted in unit spaces, by facilitation team 

        Seminar 1: 1230-1400 E-1 through E-4 Enlisted personnel - 12-15 personnel 

        Seminar 2: 1430-1600 E-5 through E-6 personnel - 12-15 personnel 

        Day 2: Friday, 11 January 

        Seminar 3: 0730-0930   CPO's - 12-15 personnel (not to include CMC or MMCPO) 

        Seminar 4: 1000-1200  Officers (JO's and junior O-4's) - 12-15 personnel 

        Seminar 5: 1230-1400  Seminar/Debrief - Department Heads/LCDR's/CMC/MMCPO (CO/XO at the discretion of CO) 

        Debrief: As determined by CO 

        Team members depart 

        Seminars must be conducted in sequential order (Junior to Senior). The specific times can be coordinated with the CW facilitator to fit the unit's individual needs. 

        3. Seminar Attendee Makeup- 

        Personnel: 12-15 personnel optimum 

        Duration: 90 minutes for junior enlisted, 2 hours for CPO's/junior officers, 90 minutes for senior leadership. 

        (Note: Seminar personnel divisions can vary based on individual unit circumstances or desires.) 

        Participation: The objective is to obtain a reasonable cross-section of the squadron for each session. Seminars should include multiple workcenters, ethnic minorities, females, as well as administrative personnel. 

School of Aviation Safety Safety Climate Assessment Surveys 

        Overview: Naval Aviation's flight mishap (FM) rate has declined substantially--halving each decade over the past 50 years. However, the proportion of FMs due to human error has stayed relatively constant at about 80%. Over the past few years, much attention has been paid to understanding aircrew and maintenance errors in complex systems, including issues relating to faulty human engineering, poor judgment, and more recently, breakdowns in communication and coordination. In 1996, a Human Factors Quality Management Board (HFQMB) was established to analyze and recommend improvements to processes, programs, and systems that affect human performance with the purpose of reducing the aviation mishap rate. One outgrowth of the HFQMB was the development of two organizational climate assessment surveys: (1) the Command Safety Assessment (CSA) survey which assesses an organization's operational practices from a safety perspective, and (2) the Maintenance Climate Assessment Survey (MCAS) which assesses an organization's maintenance practices from a safety perspective. 

        CSA Survey: The CSA focuses on key organizational issues that relate to a command's influence on the chain of events leading to an aircraft mishap. It was developed using the framework for high reliability organizations (HROs) that operate in high-risk environments, but have fewer failures than would be predicted. The CSA survey is an on-line diagnostic tool designed for aircrew participants. The survey takes approximately 15 minutes (per participant) to complete. Results of your unit's survey are available ONLY to your Commanding Officer (CO) via a password protected web interface. Your unit's results are also combined with other organizations that take the survey. Aggregate results are available on-line to your CO and other COs to use for comparison (e.g., between or across type aircraft, communities, coasts, etc.). The power of this survey instrument lies in the ability of the CO to compare your unit's results, item by item, with others' results. An individual's survey results, including demographic data, are anonymous.

        MCAS Survey: The MCAS focuses on key maintenance issues that relate to a command's influence on the chain of events leading to an aircraft mishap. Similar to the CSA survey, the MCAS survey instrument was developed using an HRO framework. The MCAS survey is an on-line diagnostic tool designed for maintenance personnel participants. Like the CSA survey, it takes approximately 15 minutes (per participant) to complete. Results are available ONLY to your unit's CO via a password protected web interface. Aggregate results are available on-line to your CO and other COs to use for comparison. An individual's survey results, including demographic data, are anonymous.

        Survey Process: COs desiring their units to take either the CSA survey or MCAS survey (or both) should have their ASO contact Dr. Robert Figlock at rfiglock@advancedsurveydesign.com <mailto:rfiglock@advancedsurveydesign.com <mailto:rfiglock@advancedsurveydesign.com> > or commercial (831)641-9700. The ASO must identify the number of participants that will take the survey (remember: the CSA survey is for aircrew and the MCAS survey is for maintainers). The ASO supervises the survey process at the unit level. Once a designated number of surveys are submitted (recommend a minimum of 60%), the CO will be provided the code required to review the unit's survey data on-line, as well as compare the unit's results with other similar/different aircraft communities, coasts, etc. The command safety climate assessment surveys website can be viewed at: www.safetyclimatesurveys.org <file://www.safetyclimatesurveys.org/>  <http://www.safetyclimatesurveys.org <http://www.safetyclimatesurveys.org/> >>.

CDR Joe Bagodonuts

Email

Phone 

