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SUBJ/AVIATION CULTURE WORKSHOP SUMMARY FOR FY 2008// REF/A/MSGID:GENADMIN/CMC/121432ZMAY2004//

REF/B/MSGID:GENADMIN/CNAF/071000ZJAN2003//

AMPN/REF A IS THE COMMANDANT OF THE MARINE CORPS OPERATIONAL RISK MANAGEMENT (ORM) AND FUNDAMENTALS CAMPAIGN MESSAGE, REF B IS COMMANDER, NAVAL AIR FORCES ORM AND FUNDAMENTALS REVIEW MESSAGE//
POC/D.E. DIETZ/CDR/UNIT:NAVSAFECEN CODE 15/NAME:NORFOLK /TEL:DSN 564-3520 X7212/TEL:757 444-3520 X7212 /EMAIL: DUKE.DIETZ(AT)NAVY.MIL//

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. THE PREMISE OF THE CULTURE WORKSHOP CONTINUES TO BE: 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 CANDID DEBRIEF.  SPECIFIC RESULTS FROM THE WORKSHOP ARE NOT DISSEMINATED OUTSIDE THE SQUADRON. HOWEVER, CO FOLLOW-UP CRITIQUES ARE 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 (PAY GRADES 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, HOWEVER, FULL PARTICIPATION IS REQUIRED DURING THE TIMEFRAME OF THE WORKSHOP TO MAXIMIZE ITS BENEFITS.   

2. ALL NAVY AND MARINE CORPS AVIATION UNITS SHALL COMPLETE A CW AT LEAST EVERY TWO YEARS OR DURING ITS INTER-DEPLOYMENT TRAINING CYCLE.  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 2008 WAS ANOTHER GOOD 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 86 CULTURE WORKSHOPS WERE COMPLETED DESPITE A LARGE TURNOVER OF FACILITATORS AS WELL AS A CHANGING OF PROGRAM MANAGERS. NEARLY 90% OF ALL VALID REQUESTS WERE COMPLETED IN CONUS. OUR CHALLENGES REMAIN IN FULFILLING THE CW REQUESTS 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 ’08 CONFERENCE, THE FACILITATORS CONFERRED TO DEVELOP A LIST OF RECURRING ORGANIZATIONAL CULTURE HAZARDS OBSERVED IN THE FLEET IN FY 2008, OR A TOP 10 LIST.  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 (MAINTENANCE CLIMATE ASSESSMENT SURVEY) AND CSA (COMMAND SAFETY ASSESSMENT). ON A FINAL NOTE, THIS LIST IS VERY SIMILAR TO LAST YEARS OBSERVATIONS.  TOP FACILITATOR IDENTIFIED HAZARDS TO OPERATIONAL EXCELLENCE IN 2008:

  1) AVIATION TRAINING:

    - QUALIFIED VERSUS PROFICIENT: SQUADRONS ARE ABLE TO PROVIDE ENOUGH FLIGHT TIME TO MAINTAIN QUALIFICATIONS BUT NOT ENOUGH TO MAINTAIN PROFICIENCY.  

  - SIMULATORS ARE NOT A DIRECT REPLACEMENT FOR FLIGHT TIME.  EXPERIENCE CANNOT BE DUPLICATED VIRTUALLY. ADDITIONALLY THERE IS GREAT VALUE TO SIMPLY BEING IN THE AVIATION ENVIRONMENT THAT CANNOT BE DUPLICATED (VIRTUALLY).

  - HAC/PPC QUALIFICATIONS BEING GIVEN AT MINIMUM FLIGHT HOURS ARE BECOMING COMMON-PLACE RATHER THAN THE EXCEPTION.  ARE THESE YOUNG AVIATORS READY FOR THE RESPONSIBILITY OR SIMPLY IMPROVING A UNIT’S “APPARENT” READINESS WITH THE QUALIFICATION? 
  2) 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. 

  - THERE ARE MANY MEDIUMS AT OUR DISPOSAL IN WHICH TO DELIVER A MESSAGE.  COMMUNICATION TECHNIQUES THAT EMPHASIZE USE OF ELECTRONIC MEDIA VICE LEADERSHIP ENGAGEMENT AND INTERACTION HAVE BEEN OBSERVED AS BEING SIGNIFICANTLY LESS EFFECTIVE THAN THOSE THAT DO.  DO NOT UNDER ESTIMATE MBWA (MANAGEMENT BY WALKING AROUND).  THE HUMAN ELEMENT AS OPPOSED TO THE WRITTEN OR TYPED WORD PAYS HUGE DIVIDENS THROUGHOUT THE PAYGRADES.
  - MANAGEMENT BY WALKING AROUND IS AS IMPORTANT FOR THE CO AS IT IS FOR DEPARTMENT HEADS, JUNIOR OFFICERS AND CHIEFS.  THE SEPARATION THAT FESTERS AND BECOMES A “US VERSUS THEM” MENTALITY BEGINS WITH NOT KNOWING OR INTERACTING WITH THE CHAIN OF COMMAND.
  3) LACK OF INTEGRITY TO QA PRINCIPLES/ “ARM CHAIR” CDI: 

  - MANY COMMANDS WERE OBSERVED TO HAVE PROBLEMS WITH MAINTAINING CDI PRINCIPLES IN INSPECTING ALL WORK.  AGREEMENT WAS FOUND THAT MANY CDI’S SIGNED OFF ON WORK WITHOUT ACTUALLY INSPECTING THE EFFORT DIRECTLY PER CNAF INST 4790.2A.  MANY ATTRIBUTED THIS PHENOMENON TO OVER-TASKING AND EASY TO ACCEPT WHEN THE MAINTENANCE PERSON WAS “TRUSTWORTHY” IN THEIR EYES.
  - ANOTHER CONTRIBUTING FACTOR WAS MANNING SHORTAGES IN THE FLEET.  NOT NECESSARILY NUMBERS, BUT TOO FEW OF QUALIFIED MECHANICS LEFT TO DO THE WORK AND IN THEIR EYES CUTTING CORNERS “IN THE FLEET” IS A NECESSARY EVIL DUE TO THE PRESSURE BEING PUT ON THEM TO GET THE JOB DONE (FOR ADDITIONAL INFORMATION, SEE PARA 7).
  - IT IS WORTH MENTIONING THAT THESE QA SHORTFALLS WERE MOSTLY OBSERVED WITH “QUICK-FIX” OR ROUTINE MAINTENANCE VICE IN-DEPTH/MAJOR OVERHAUL EVOLUTIONS. 

  4) 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.  EFFECTIVE COMMANDS HAVE THE REQUIRED TOOLS IN PLACE AND “OWN” THEIR PEOPLE UPON THEIR ARRIVAL, REGARDLESS OF IMPENDING TAD REQUIRMENTS THAT MAY OR MAY NOT COME.  
  5) FATIGUE IMPINGES ON OPERATIONAL EXCELLENCE: 

    - CREW REST ISSUES FOR SUPPORT PERSONNEL CONTINUE TO PLAGUE COMMANDS.  OFTEN TIMES AIRCREW RECITE A 3710 REQUIREMENT, BUT IT APPLIES TO SUPPORT PERSONNEL AS WELL.  PER OPNAVINST 3710.7T DTD 1 MAR 2004, PG 8-6, PARA 8.3.2.1.1 UNDER FLIGHT CREW AND FLIGHT SUPPORT PERSONNEL "COMMANDERS SHOULD MAKE AVAILABLE EIGHT HOURS SLEEP DURING EVERY 24-HOUR PERIOD.  SCHEDULES WILL BE MADE WITH DUE CONSIDERATION FOR WATCH STANDING, COLLATERAL DUTIES, TRAINING, AND OFF-DUTY ACTIVITIES."  THE DEFINITION FOR “FLIGHT SUPPORT PERSONNEL” PER OPNAVINST IS “PERSONNEL IMMEDIATELY INVOLVED IN MAINTENANCE…OF AICRAFT”, FOUND ON PAGE 32.
  6) OPTEMPO:

  - ALTHOUGH THIS IS CLOSELY TIED TO THE PREVIOUS, FATIGUE HAZARD, IT IS WORTH ELLABORATING ON.  DUE TO THE SHORT AMOUNT OF TIME BETWEEN DEPLOYMENTS, TRAINING, DETACHMENTS AND AT-SEA PERIODS MUST BE FULLY UTILIZED IN ORDER TO PREPARE THE UNIT FOR DEPLOYED OPERATIONS.  THUS, THERE CAN BE A PERCEIVED PRESSURE TO GET THE “X”, FLY THE MISSION, AND OR GET THE MAINTENANCE DONE BY ANY MEANS.  THIS BELIEF CAN ACTUALLY CAUSE SOME OF THE PREFOREMENTIONED HAZARDS SUCH AS CREW REST, ARM CHAIR CDI AND FATIGUE.  
  - THIS PERCEIVED AND/OR ACTUAL PRESSURE COULD BE FROM OUTSIDE THE COMMAND, THE CO OR EVEN DIRECT SUPERVISORS OF OUR BLUE SHIRTS AND OFFICERS.  LEADERSHIP, COMMUNICATION, TRUST AND INTEGRITY ARE THE KEYS TO MITIGATING RISK WITHIN THIS REALM.  BY THE BOOK OPERATIONS INCLUDE BY THE BOOK MAINTENANCE AND OUR SAILOR AND MARINES MUST HAVE THE FREEDOM AND BACKING TO MAKE THE HARD DECISIONS.  SIMPLY PUT, USING ORM TO IDENTIFY AND MAKE RISK DECISIONS AT THE APPROPRIATE LEVEL.
  7) LACK OF EXPERIENCE AT MID-LEVEL ENLISTED POSITIONS:

    - MANY COMMANDS ARE SEEING THEIR MID-LEVEL SUPERVISORS LEAVING THE NAVAL/MARINE SERVICE.  UNACCEPTABLE GAPS AT THESE POSITIONS LEAVE COMMANDS FILLING THEM WITH LESS EXPERIENCED PERSONNEL.

    - ADDITIONALLY, QA HAS BEEN USED AS AN ASSIGNMENT FOR INDIVIDUALS WITH NO COMMUNITY EXPERIENCE OR ARE LACKING IN THE LEADERSHIP SKILLS NECESSARY TO RUN A WORKCENTER.  
    - THOSE INDIVIDUALS WITH THE EXPERIENCE ARE USUALLY EXPECTED TO BE CDI’S AS WELL.  FACILITATORS HAVE 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.

  8) COMPUTER BASED TRAINING:

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

    - SPECIFICALLY: 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/POWERPLANTS).  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.  TOO MANY REQUIREMENTS WITH LITTLE TIME TO COMPLETE THE ACTIONS AT WORK IN WORKCENTERS.
    - SAILORS ROUTINELY SAY THEY ARE BEING INUNDATED WITH SURVEYS AND NKO TRAINING REQUIREMENTS.  THEY WONDER WHO DECIDES HOW MANY SURVEYS ARE ENOUGH?  HOW ARE THEY HELPING THE UNIT, THE NAVY?
  9) INTEGRITY/ DOUBLE STANDARDS:

  - THERE IS A MISPERCEPTION OF FAVORTISM OR DOUBLE STANDARDS WITH REGARDS TO PUNISHMENT AND AWARDS.  WHETHER RESULTS FROM MAST CASES OR OUTCOME OF AN AWARDS BOARD.  ALTHOUGH COMMUNICATION WAS PREVIOUSLY MENTIONED IN PARA 2, IT IS USUALLY POOR COMMUNICATION WHICH CAN PRVENT THIS BARRICADE TO EXCELLENCE.

  - THE PERCEPTION OF UNFAIRNESS, FAVORTISM OR EVEN A GOOD OL’ BOYS CLUB CAN BE MITIGATED BY GOOD COMMUNICATION.  THIS IS ESPECIALLY TRUE WITH FACE TO FACE EXCHANGES WITH THE CHAIN OF COMMAND, BUT ALSO KEEPING WITH STANDARDIZED PUNISHMENTS/AWARDS PUBLICLY AND THROUGH A POSTING OF RESULTS IN A PLAN OF THE WEEK/DAY.  

  - PROFESSIONAL DEVELOPMENT BOARDS AND ON-GOING COUNSELING CREATE OPPORTUNITIES TO DISCUSS THE AWARD/PUNSIHMENT PROCESS TO JUNIOR FOLKS AND MINIMIZE IF NOT PREVENT THE MISPERCEPTIONS THAT COULD BE DEVELOPING.
  - NAVY PROGRAMS MUST BE ADHERED TO AND SITUATIONS DEALT WITH SWIFTLY AND IN A STANDARDIZED MATTER.  SPECIFICALLY, SEXUAL HARRASSMENT IS NOT TOLERATED AND ACTIONS TAKEN AFTER AN INCIDENT ARE WIDELY KNOWN THROUGHOUT THE COMMAND AND ADHERED TO.  ADDITIONALLY, DUI PUNISHMENTS AND/OR ALCOHOL INCIDENTS WILL RECEIVE “LIKE” PUNISHMENTS FOR “LIKE” INFRACTIONS AND ELIMINATE FAVORTISM.

  10) 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 (SEE PARA. 6 ALSO)
    - FAILURE OF THE EXTERNAL CHAIN OF COMMAND TO RESPOND TO AND BE ACCOUNTABLE FOR USING ORM

    - THE SAFETY DEPARTMENT AND SAFETY OFFICERS AREN’T ALWAYS EFFECTIVE AND CONSISTENT.  THE SAFETY OFFICE IS A TEMPORARY STOP OR JUST A HOLDING PEN UNTIL ONE OF THE MAJOR DEPARTMENTS OPENS UP.

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 08 COMPILED LIST:

  1). RESOURCE SHORTFALLS AND FUNDING (TO MEET REQUIREMENTS)
2). PERSONNEL SHORTAGES AND LACK OF QUALIFIED PERSONNEL (INCLUDING IA ASSIGNMENTS)
3). OPTEMPO (FATIGUE) 
4). COMMUNICATIONS 
5). COMPLACENCY (AIRCREW AND MAINTENANCE) 
6). AGING AIRCRAFT 
7). PERSONAL MISCONDUCT (DRUGS AND ALCOHOL) 
8). PMV AND OFF DUTY RECREATIONAL ACCIDENTS (MOTORCYCLES INCLUDED)
9). TRAINING (OPPORTUNITY AND RANGES, PILOT AND MAINTAINER)
10). SHORT NOTICE TASKERS/ OVERTASKING (PARTICULARLY HM/HS/HSL/HSC; NON-TRADITIONAL FRTP)

6. SEVERAL CMO COMMENTS WERE ALSO RECEIVED IN THE P-3 COMMUNITY AS HAZARDS, HOWEVER, THAT PROGRAM AND ISSUES ARE ALREADY BEING ADDRESSED AND NOT MENTIONED IN THIS LIST.  WHAT MAY NEED TO BE CONSIDERED IS THE LONG-RANGE VISION FOR THE HSC EXPEDITIONARY COMMUNITY AND THE PLAN DISSEMINATED TO THE FLEET. THIS MESSAGE CAN ONLY GO SO FAR AS TO ADDRESS WHAT WE THE FACILITATORS HAVE BEEN EXPOSED TO ALONG WITH CO FEEDBACK/COMMENTS AND IS NO WAY FAULTING ANY PARTICULAR COMMUNITY OR SQUADRON.  IF YOUR COMMAND NEEDS A CULTURE WORKSHOP ENTER A REQUEST ONLINE

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