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/1.  THIS IS A JOINT NAVAL SAFETY CENTER AND CMC (SAFETY DIVISION)

MESSAGE. IN MAY 2003, SECDEF CHALLENGED THE UNIFORMED SERVICES TO

REDUCE MISHAPS BY 50 PERCENT ACROSS THE BOARD BY THE END OF

FY05. TO DATE WE'VE MADE SOME SOLID PROGRESS IN MANY AREAS

IN REDUCING THE SENSELESS LOSS OF LIVES AND COSTLY

DESTRUCTION OF MATERIAL RESOURCES AND EQUIPMENT. MAKE NO

MISTAKE, HOWEVER--THERE IS STILL MUCH ROOM FOR IMPROVEMENT.

AS ALWAYS, IT WILL TAKE ALL HANDS TO REACH OUR GOAL. WHILE

THE OVERARCHING GOAL IS A 50-PERCENT REDUCTION, WE SHOULD

NEVER ACCEPT THAT ACHIEVEMENT AS THE END STATE. THE REAL

TARGET - THE GOAL WE MUST ALWAYS STRIVE TO ACHIEVE--IS

DEVELOPING THE SAFETY CULTURE MINDSET OF ZERO-TOLERANCE FOR

PREVENTABLE MISHAPS. THAT'S RIGHT: NOT ONE LOST LIFE OR

INJURY AND NOT ONE MISHAP. AGAIN: NO MISHAPS AND NO LOSS OF

LIFE IN OUR NAVY AND MARINE CORPS.

2.  HOW ARE WE DOING TODAY? THE MOST ACCURATE WAY TO ANSWER

THIS QUESTION IS TO TAKE THE BENCHMARK RATES FROM FY02 AND

FIGURE OUT THE GLIDESLOPE WE NEED IN ORDER TO REACH OUR

GOALS BY THE END OF FY05. OF THE 11 INDIVIDUAL NAVY AND

MARINE CORPS GOALS, WE'RE MAKING SOLID PROGRESS AND ARE

BELOW THE GLIDESLOPE FOR FIVE, MOST NOTABLY ON MARINE CORPS

PMV AND NAVY CLASS A AVIATION, TWO EXTREMELY IMPORTANT

AREAS WHERE INNOVATIVE PROGRAMS AND HARD WORK ARE PAYING

OFF. WE'RE CLOSE TO THE LINE ON TWO GOALS AND WE'RE ABOVE

GLIDESLOPE ON THE REMAINING FOUR.  AGAIN, THERE IS MUCH

WORK THAT REMAINS TO BE DONE: BY EVERY MEMEMBER OF OUR NAVY

AND MARINE CORPS TEAM.

3.  TWO QUESTIONS COME TO MIND. FIRST, WHY ARE WE DOING WELL IN

SOME AREAS AND NOT SO WELL IN OTHERS? SECOND, WHAT MUST WE

TO DO ADDRESS THE REAL PROBLEM AREAS? LET'S START WITH SOME

GENERAL OBSERVATIONS FROM OUR SAILORS AND MARINES: TOO

OFTEN WHEN QUERIED ABOUT OUR MISHAP-REDUCTION CHALLENGE AND

OVERALL CAMPAIGN PLAN, JUNIOR PERSONNEL DON'T REALLY KNOW

ALL THAT MUCH ABOUT THE ONGOING EFFORT. SURE, THEY KNOW

SAFETY IS IMPORTANT, AND THEY WORK HARD TO LOOK OUT FOR

THEIR SHIPMATES AND FELLOW MARINES. IN THE END, THOUGH, IN

TOO MANY CASES THEY HAVE HEARD LITTLE ABOUT THE ONGOING,

50-PERCENT MISHAP-REDUCTION CAMPAIGN. IT BEGS THE QUESTION:

HOW CAN WE EXPECT THEM TO IMPROVE ON SAFETY WHEN THE WORD

DOESN'T ALWAYS SEEM TO REACH THEM?

4.  FIRST, WE MUST, I REPEAT, MUST GET THE WORD TO ALL HANDS.

ALL COMMANDERS AND COMMANDING OFFICERS MUST ENSURE OUR

SAILORS, MARINES, AND CIVILIANS KNOW ABOUT OUR ONGOING

EFFORTS AND ARE FULLY ENGAGED. EMPHASIZE TO YOUR PERSONNEL

THE TRAGIC HUMAN TOLL RESULTING FROM MISHAPS: EVERY SAILOR,

MARINE, OR CIVILIAN LOST TO A PREVENTABLE MISHAP IS

IRREPLACEABLE. ADD TO THAT THE DECREASED COMBAT READINESS

AND THE ENORMOUS COSTS OF REPLACING AIRCRAFT, SHIPS, TANKS,

AND OTHER EQUIPMENT LOST TO MISHAPS. IN TODAY'S FINANCIAL

ENVIRONMENT AND WITH OUR ONGOING GLOBAL WAR ON TERRORISM,

EVERY DOLLAR LOST TO A MISHAP DIRECTLY IMPACTS OUR COMBAT

READINESS.

5.  NEXT, TAKE STOCK OF YOUR COMMAND'S MISHAP-REDUCTION

TIMELINE. WHAT IS YOUR COMMAND'S MISHAP-REDUCTION CAMPAIGN

PLAN? DO YOU HAVE ONE?  HOW OFTEN DO YOU DISCUSS IT WITH

YOUR SAILORS, MARINES, AND CIVILIANS? DOES YOUR PLAN OF THE

DAY OR WEEK, OR FLIGHT SCHEDULE LIST YOUR NUMBER OF MISHAP-

FREE DAYS? DOES IT SHOW THE LAST TIME YOU HAD A WORK-

RELATED INJURY? DO YOUR WORK CENTERS HAVE IDENTICAL

INFORMATION POSTED? WHAT ARE THEIR GOALS FOR MISHAP

REDUCTION? WHEN YOU DRIVE ON AND OFF BASE, ARE THERE

REMINDERS FOR SAILORS, MARINES, AND CIVILIANS OF THE LAST

TIME YOUR COMMAND LOST A SHIPMATE IN A PMV OR RECREATIONAL

MISHAP? ARE THERE POSTERS SHOWING THE BEST YEARS YOU HAD IN

RECENT HISTORY, ALONG WITH THE WORST YEARS? WHAT IS THE

LAST THING YOUR SAILORS, MARINES, AND CIVILIANS SEE AS THEY

LEAVE THE SQUADRON, THE SHIP, THE BATTALION, THE SUBMARINE,

OR THE OFFICE TO REMIND THEM THAT SAFETY IS A 24/7

BUSINESS. HOW DO YOU REMIND THEM THAT WE ARE A NAVY AND

MARINE CORPS FAMILY AND CARE ABOUT THEIR WELL-BEING ON AND

OFF DUTY?

6.  NOW IS THE TIME TO GET OUT WITH YOUR SAILORS AND MARINES.

THE NAVY AND MARINE CORPS TEAM MUST EXERCISE INTRUSIVE

LEADERSHIP AND TAKE ALL NECESSARY STEPS TO LOOK OUT FOR ITS

COLLECTIVE WELFARE. LOOK AT THE ITEMS MENTIONED ABOVE. IN

MANY CASES IT IS NOT ALWAYS ABOUT RESOURCES AND FUNDING.

SURE, SOME OF THAT IS REQUIRED AND WE'RE WORKING THAT SIDE

OF THE ISSUE, BUT IN THE END, IT IS ABOUT LEADERSHIP AND

COMMITMENT. MANY COMMANDS DO THE THINGS MENTIONED ABOVE

DAILY AND THEY ARE TO BE COMMENDED, BUT WE MUST HAVE EVERY

COMMAND INITIATE ALL THE REQUIRED STEPS TO ADDRESS MISHAP

PREVENTION. THAT INCLUDES EXPENDING THE EFFORTS AND

RESOURCES TO ADDRESS MISHAP-PREVENTION AND INCREASE SAFETY

AWARENESS.

7.  INTRUSIVE LEADERSHIP IS THE ONLY EFFECTIVE WAY TO RESOLVE

MANY OF THESE ISSUES. FROM TYCOMS AND REGIONAL COMMANDERS,

TO COMMANDERS OF INDIVIDUAL UNITS, TO OFFICERS AND NON-

COMMISSIONED OFFICERS IN CHARGE, THOSE IN POSITIONS OF

AUTHORITY MUST MAKE SURE SUBORDINATES ARE FULLY EDUCATED

AND POSSESS THE APPROPRIATE KNOWLEDGE LEVELS TO

SUCCESSFULLY AND SAFELY FULFILL THEIR RESPONSIBILITIES. WE

MUST EMPHASIZE TO OUR SAILORS AND MARINES THAT ANY

DEVIATION FROM 100-PERCENT COMPLIANCE WITH ESTABLISHED

RULES AND PROCEDURES IS UNACCEPTABLE UNDER ANY CONDITIONS.

WE MUST ALSO STRESS TO OUR SUBORDINATES THAT LEGITIMATELY

QUESTIONING PROCEDURES THAT APPEAR WRONG OR IMPROPER IS NOT

JUST ACCEPTABLE, IT IS A MUST. PART OF THAT CULTURAL

MINDSET MUST INCLUDE HAVING THE DISCIPLINE TO NOT JUST WALK

BY SOMETHING THAT DOES NOT APPEAR RIGHT IN THE HOPE THAT

SOMEONE ELSE WILL NOTICE IT. THIS DEMANDS MENTAL

DISCIPLINE--A DISCIPLINE THAT MAKES OPERATIONAL RISK

MANAGEMENT A PART OF OUR DAILY LIVES, ON AND OFF DUTY.

8.  WITH THAT IN MIND, LET'S TAKE A CLOSER LOOK AT HOW WE'RE

CURRENTLY DOING IN A FEW AREAS:

     A. PMV AND OFF-DUTY RECREATIONAL MISHAPS CONTINUE TO EXACT

A HEAVY TOLL. FROM THE BEGINNING OF FY04 TO 8 JUNE, WE HAVE

LOST 132 SAILORS AND MARINES TO MISHAPS (74 SAILORS AND 58

MARINES): 58 PERCENT (47 SAILORS AND 30 MARINES) DIED IN

PMV MISHAPS, WHILE 18 PERCENT (15 SAILORS AND 9 MARINES)

DIED IN OFF-DUTY RECREATION MISHAPS. THESE TWO CATEGORIES

COMBINED, ACCOUNT FOR 77 PERCENT OF MISHAP DEATHS SO FAR

THIS FISCAL YEAR. WE MUST EXHAUST ALL EFFORTS TO STOP THESE

LOSSES. EFFORTS SHOULD INCLUDE USING COMMAND INTERNAL

INFORMATION TOOLS TO PASS THE WORD TO SAILORS AND MARINES:

FAMILYGRAMS, SHIPBOARD CLOSED CIRCUIT RADIO AND TV SYSTEMS,

BASE AND COMMAND NEWSPAPERS, CAPTAIN'S/COMMANDER'S CALLS,

OMBUDSMAN MEETINGS, AND OTHER EFFECTIVE MEANS. WHEN A NEW

SAILOR OR MARINE CHECKS INTO YOUR COMMAND, DO YOU TALK

ABOUT HIS OR HER DRIVING RECORD? DO YOU INSPECT THEIR

VEHICLE? DO YOU ASK ABOUT THEIR OUTSIDE INTERESTS AND

RECREATIONAL ACTIVITIES?

     B. NAVAL AVIATION LEADERSHIP HAS IMPLEMENTED MANY OF THE

RIGHT STEPS IN AVIATION AND WE MUST CONTINUE TO REVIEW OUR

TRAINING AND PROCEDURES IN EVERY AVIATION COMMUNITY.

HISTORICAL ANALYSIS INDICATES HUMAN ERROR AS A FACTOR IN 84

PERCENT OF AVIATION MISHAPS. WHAT DOES THE NUMBER 84

PERCENT REALLY MEAN? TO START WITH: SKILL-BASED AND

DECISION ERRORS ALONE ACCOUNT FOR 46 PERCENT OF AVIATION

MISHAPS. 18 PERCENT RESULT FROM AIRCREW ERRORS AGGRAVATING

MATERIAL FAILURE, SUCH AS A PILOT FAILING TO SHUT DOWN A

RUNAWAY ENGINE. 14 PERCENT INVOLVE PROCEDURAL VIOLATIONS

COMBINED WITH SKILL-BASED AND DECISION ERRORS. HUMAN ERROR

COVERS ALL AREAS: FROM HOW WE LEARN OUR PROFESSION AND

IMPROVE OUR WARFIGHTING SKILLS, TO DOING THINGS WE KNOW ARE

AGAINST STANDING RULES AND REGULATIONS. WE MUST ENSURE OUR

GUIDING INSTRUCTIONS AND POLICIES ARE ALL-INCLUSIVE AND

FULLY DISTRIBUTED AND ENFORCED. WE MUST CONTINUE TO

EMPHASIZE ZERO TOLERANCE FOR VIOLATIONS OF EXISTING RULES.

     C. MOVING TO THE SURFACE AND SUBMARINE COMMUNITY THERE ARE

ALSO MANY GOOD THINGS BEING DONE.  THEY ARE FOCUSED HEAVILY

ON PMV AND RECREATIONAL LOSSES AND ENGAGING COMMANDS TO

MAKE A DIFFERENCE THROUGH RISK MANAGAEMENT.  AS WITH EVERY

COMMUNITY, WE SEE TRENDS THAT REQUIRE ATTENTION AND AS,

ALWAYS, THEY CAN BE FOUND ON THE SAFETY CENTER WEBSITE, THE

NSC BI-WEEKLY, AND OUR COMMUNITY LESSONS LEARNED MESSAGES.

9.  THE MARINE CORPS IS AT WORK DEVELOPING AN EFFECTIVE FORCE

PRESERVATION PROGRAM THAT ENHANCES THE LONGSTANDING

HERITAGE, CULTURE AND ETHOS OF THE MARINE CORPS STARTING

WITH THE BASICS OF CONTROLLING OPERATIONAL AND NON-

OPERATIONAL RISKS. IT'S EXPANDING ITS "FORCE PRESERVATION"

CONCEPT BY INVOLVING TOP LEVELS OF LEADERSHIP, IDENTIFYING

FLEET TRAINING REQUIREMENTS TO MEET THE SECDEF'S AND CMC'S

50-PERCENT MISHAP-REDUCTION GOALS. IN ADDITION, THEY ARE

ADDRESSING TABLE OF ORGANIZATION (T/O) CHANGES, FUNDING NEW

SAFETY BILLETS, AND ESTABLISHING SPECIFIC SAFETY PROTOCOLS.

WE MUST CAPTURE PERFORMANCE MEASURES FOR MANAGING SAFETY

PROGRAMS AT THE INSTALLATIONS, AND PROVIDE A METRIC THAT

CAN MEASURE INTERNAL PERFORMANCE OVER TIME AND ENABLE THE

CORPS TO COMPARE INDIVIDUAL UNIT SAFETY PERFORMANCE TO

OVERALL MARINE CORPS SAFETY PERFORMANCE. CURRENT CHALLENGES

INCLUDE PRIORITIZING FORCE PRESERVATION REQUIREMENTS, ALONG

WITH REALISTIC AND SUPPORTABLE SAFETY BUDGETS THAT

COMMANDERS WILL FUND. THE WAY AHEAD WILL REQUIRE SAFETY

PROFESSIONALS TO BECOME MORE ATTUNED TO A TOTAL FORCE IN

READINESS, VICE THE WAY PAST SAFETY SERVICES HAVE BEEN

PROVIDED.

10. ONE INITIATIVE THE NAVAL SAFETY CENTER AND CMC SAFETY

DIVISION ARE UNDERTAKING INVOLVES REACHING OUT TO PRIVATE

INDUSTRY TO LEARN THEIR BEST PRACTICES. HOW DO THEY

APPROACH SAFETY AND GET RESULTS? ONE COMPANY THAT GETS

RESULTS IS DUPONT--A MULTI-BILLION DOLLAR COMPANY WITH OVER

81,000 EMPLOYEES WORLDWIDE AND A WORLD LEADER IN

MANUFACTURING, AGRICULTURE, RESEARCH AND TECHNOLOGY AND

OTHER INDUSTRIES. DESPITE BEING A PROFIT-ORIENTED COMPANY,

DUPONT'S TOP PRIORITY IS SAFETY. FROM THE NEWEST EMPLOYEE

TO DUPONT'S CEO, A CULTURE OF SAFETY PERMEATES THE

ORGANIZATION. TWO EXAMPLES MAKE THIS POINT. FIRST, A SENIOR

PLANT MANAGER HAD BEEN A MEMBER OF THE DUPONT TEAM FOR 30

YEARS. WHEN HE FIRST CAME ON BOARD, HIS SUPERVISOR ASKED

HIM ABOUT SEAT BELTS IN HIS CAR (THE EMPLOYEE HAD AN OLDER

CAR WITHOUT SEAT BELTS). THAT NIGHT HIS SUPERVISOR CAME TO

HIS HOME WITH A SEAT BELT KIT AND HELPED INSTALL THEM.

HOW'S THAT FOR INTRUSIVE LEADERSHIP? SECOND, ANOTHER

EMPLOYEE WHO HAD BEEN WITH THE COMPANY FOR ABOUT TWO YEARS

DESCRIBED HOW THE FIRST LECTURES SHE EVER HEARD ADDRESSED

SAFETY IN THE WORK PLACE AND AT HOME. THESE WERE NOT ONE-

TIME LECTURES, BUT INCLUDED MONTHLY UPDATES ABOUT SAFETY

ISSUES. BEFORE LONG SHE FOUND THAT WHEN SHE WAS AT HOME,

SHE PRACTICED THE SAME SAFETY SKILLS SHE DEVELOPED AT WORK.

THIS IS THE SAME "24/7" SAFETY CULTURE WE MUST STRIVE TO

INSTILL IN EVERY SAILOR, MARINE, AND CIVILIAN EMPLOYEE IN

OUR INSTITUTION.

11. THE CHALLENGE FOR ALL OF US TODAY? GET THE WORD OUT AND

DEVELOP A SAFETY CULTURE IN ALL WE DO: AT HOME, AT WORK AND

AT PLAY. THE LEADERSHIP TOOLS, EDUCATIONAL PROCESSES AND

TALENT ARE ALL IN PLACE TO MAKE IT HAPPEN. OUR COMBAT

READINESS AND NATIONAL SECURITY DEPEND ON IT.

12. IN CLOSING, THINK ABOUT THE WATCHWORDS WE ADOPTED IN 1993

TO SET OUR COURSE FOR THE FUTURE AND TO ENHANCE THE

POTENTIAL OF EVERY MEMBER OF OUR SERVICE: HONOR, COURAGE

AND COMMITMENT. THINK ABOUT THEM AS THEY APPLY TO OUR

SAFETY CULTURE. HONOR INCLUDES ABIDING BY AN UNCOMPROMISING

CODE OF INTEGRITY, TAKING RESPONSIBILITY FOR OUR ACTIONS

AND KEEPING OUR WORD. DEALING HONESTLY AND TRUTHFULLY WITH

OTHERS. THAT SOUNDS LIKE LOOKING OUT FOR THE SAFETY AND

WELL-BEING OF OUR SHIPMATES AND FELLOW MARINES. COURAGE

INCLUDES LOYALTY TO OUR NATION AND ENSURING RESOURCES

ENTRUSTED TO US ARE USED IN AN HONEST, CAREFUL, AND

EFFICIENT WAY. ONCE LOST, THE LIVES OF OUR SHIPMATES AND

MARINES--THE LIVES ENTRUSTED TO US AS LEADERS--CAN NEVER BE

REPLACED. COMMITMENT INCLUDES CARING FOR THE SAFETY,

PROFESSIONAL, PERSONAL, AND SPIRITUAL WELL-BEING OF OUR

PEOPLE. AS EVERY MEMBER OF OUR GREAT INSTITUTION KNOWS,

THESE ARE ALL FINE-SOUNDING WORDS, BUT MEMORIZING THEM

ISN'T ENOUGH. WE NOW MUST DEVELOP THE CULTURE WHERE THEY

BECOME THE FOCUS OF OUR LIVES. LET'S CONTINUE TO BE SAFE

OUT THERE AND TAKE CARE OF OUR SAILORS, MARINES, AND

CIVILIANS. WE'RE GETTING THERE, BUT AGAIN THERE IS MUCH

WORK LEFT TO BE DONE BY ALL HANDS.  RADM DICK BROOKS AND

COL FRED WENGER SEND.//

