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Preface

Our military personnel have the right to ride a motorcycle like any citizen of this country.  Unfortunately riding a motorcycle is one of the most dangerous activities our personnel will engage in.  Because of the dangers and high incidents of mishaps, motorcycle riding has a negative impact on operational readiness, and personnel medical and survivors benefit costs.  In order to minimize these costs, the Department of Defense has established minimum risk mitigating requirements for motorcycle operators in Ref A.  The Navy and Marine Corps have further refines the guidelines and established tracking, training and enforcement policies in Ref B and Ref C.  Installations include security force enforcement guidelines for motorcycles operation on base in Ref D.

Section 1: 	Introduction

The Navy Enterprise is regionalized under CNIC (Fig 1).  Those regions control the installations and support the commands within their geographical area.  The regions control the delivery of Navy policy provided by CNSC, and funded by CNIC.
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Figure 1 CNIC Regional Map
NSC QAA visits to those regions would be economical and provide the best opportunity to sample the hub of communications between the Fleet customer and the supporting organizations which include CNSC, CNIC, Region, Installations (Fig 2). 
Those visits would enable NSC personnel to:
· see the value of current policy
· identify problems with policy
· identify facility adequacy
· correct communication shortfalls

 (
Figure 2 Policy Delivery Cycle
)

Section 2: 	Background

2.1	Supporting Policy that necessitates the QAA visit or equivalent includes:

· OPNAVINST 5100.12J pg3.6.a.(8) directs CNSC to “Conduct traffic and motorcycle safety program quality assurance assessments of each Navy regional command biennially.”
· Traffic Safety Contract requires a review by the Contracting Officer Technical Representative (COTR).  The CNSC represents CNIC in that capacity.
· Motorcycle Safety Foundation (MSF) Rider Education Recognition Program (RERP) DOD agreement requires biennial site visits by the Navy Motorcycle Program Management in order to continue using their registered curriculum.

2.2	Stakeholders for current Navy traffic and RODS policy include:

· CNIC: Fund Base Operating Services (BOS) including the delivery of traffic and recreational safety training and requirements
· CNIC Safety Manager: fund the region safety programs and Training Contract
· CNIC Traffic Safety Contract Officer Representative (COR): Manage and oversee the  contractors and delivery of contracted services

· Region Commander: Responsible for providing facilities, personnel and materials to comply with required policy and uniformly delivering the policy throughout the region.
· Region Safety Manager: Establish and maintain programs to support Safety Policy throughout the region. 
· Region Traffic Safety Coordinator: Ensure installations are provided with the necessary Traffic related support. 
· Region ESAMS Coordinator: Support Training record, scheduling by assigning and monitoring fleet /installation ESAMS utilization.
· Motorcycle Safety Foundation: Works with NSC code 42 and Region leadership to establish motorcycle ranges through the RERP agreement.

· Safety Management: Maintains the facilities, delivers the requirements, manages the contractors, utilizes ESAMS, chairs meetings, supports the Fleet, etc
· Traffic Safety Contractor:  Provides deliverables, maintains trained instructors, complies with MSF agreement, manages range safety, interfaces directly with the Fleet, etc.
· Safety personnel: Provide Safety Stand Downs, seat belt checks, chair meeting, manage installation facilities, inspect base Recreational facilities and traffic management tools.
· Tennant Command Leadership: Responsible for the safety and training of assigned personnel.  As the installation residents they have the most familiarity with provided support and training.
· Outlying Command Leadership: Responsible for the safety and training of their assigned personnel. Often it is difficult or not cost effective for the region to provide support.

· Commanding Officer: Responsible safety/ training of assigned personnel.
· Safety Officer: Manage cmd. safety and must coordinate with provider.
· Motorcycle Safety Representative (MSR): Manages the command 
· Sailors: 340,000 plus sailors around the world on installations, in schools, towns, on ships, in third world countries, etc.  Reaching each is the challenge to “close the gap” on training.  
· Echelon Leadership: Each echelon requires support from the policy delivery chain.  
· Tennant Command Leadership: 

· CNSC: Save lives to improve readiness.  Must ensure that successful policies are funded, implemented and complied with.
· Code 42 personnel: Must have feedback, see consequences, understand roadblocks, and communicate with all involved if effective, efficient, affordable policy is to be implemented and successful.  The QAA visit is the best method to assess the entire process for all involved.

2.3 	Options are listed in the COA Paper updated 9/16/2013 and include:

	COA 1:	 CNSC funds and conducts QAA visits per instruction.
	COA 2:	QAA visits are not conducted and instruction removes the requirement.
	COA 3:	Region Commanders are directed to “self-QAA their program and 					instruction is corrected.
	COA 4:	Region Commanders are given the option to request QAA visit and 				instruction is corrected.
COA5:	Hybrid Solution: Region will complete pre-visit self-assessment.  CNCS will chair a pre-visit teleconference with stakeholders.  CNSC will conduct a QAA one-day visit to each region to assess processes needing improvement and to ensure communications between stakeholders is systemic.


COA 1 is highly recommended but COA 5 is a hybrid that will satisfy the intent of COA 1.  
Details on conducting the QAA visits will be specified in this document.



2.4	Justification for the QAA visits should be obvious.  The NSC cannot effectively develop policy without knowing all of the issues at the delivery sites.  Visits are vital to the consistent application of policy, improved communication benefits, and first hand feedback that should lead to improved the processes and better policy.  Current application is self-monitored and several fatalities per year indicate that communications and implementation is poor or poorly supported.
An average fatality costs the Government over $1.4M (Fig 3).  If a single life is saved, the process will pay for itself.


Active Duty
Fatality Cost
based on average PMV fatality demographic


 (
Figure 3 Cost per average fatality
)The cost of injuries varies dramatically especially when disability or lifetime care becomes necessary.  A single individual of the same demographic, requiring full time hospitalization because of a catastrophic brain or spinal injury can easily cost the government in excess of $5M, which is the cost of the entire annual Traffic Safety Contract.  NSC cannot look at the program from the perspective of the CNIC budget, but must take in the “big picture” cost to the US government.  Everyone benefits from reduced fatalities and mishaps.  The low hanging fruit is to improve the known successful processes that are in place. The QAA visit can be a tremendous help to the regions, by having NSC Subject Matter Experts (SMEs) help the stakeholders identify shortfalls, correct implementation processes, improve communications and share knowledge to improve the entire process.  In some cases NSC is the only entity that can bring issues to the fore that may be constrained because of budget and personnel shortage pressures.



Section 3: 	Objectives

3.1 	Goals of the QAA Visit include:
· Determine the degree of Enforcement of and compliance with policies, rules, and established procedures
· Identify Motor Vehicle (MV) and Recreational Off-Duty (RODS) inefficiencies that need improvement, funding, policy change, or additional resources
· Provide guidance, feedback or recommendations to action stakeholder, or assistance as necessary, to correct or improve processes and programs.
· Provide Technical Assist Visit (TAV) feedback to the COR for the Training Contract
· Identify Lessons Learned to improve programs, policies and to share Best Practices throughout the Enterprise.
· Improve Communication and Cooperation between the Stakeholders
· Assess the material condition of the facilities and training aids
· Assess the Educational/Certification posture of coaches and instructors, adequate numbers and performance concerns 
· Provide update training to the  Rider Coachs and Instructors
· Receive feedback from the local personnel (Town hall mtg)
· Ensure Risk Management practices are part of every routine, are practiced command wide and individually and both on and off duty

Well conducted QAA will provide unique measures of policy, leadership, communications, training status, attitudes, behaviors, stress and cultures that directly affect operations, readiness and safety

3.2	Delivery

1. Personnel

· Motorcycle SME and one other traffic SME are ideal for the first QAA to establish an  Standard Operating Procedures (SOP) 
· Once the QAA SOP is smooth, a single Motorcycle SME will be capable of performing the visit
· Other Traffic safety SME will be capable of performing the QAA with some training from the Motorcycle SME because of the unique requirements associated with motorcycle training


2. Time

· Three working days and one travel day is ideal to perform a thorough QAA per site (Fig 4)  
· Additional days will be required if distant installations are visited
· OCONUS visits will require additional travel time 
· One day per Region is optional with the use of a pre-audit and teleconference with stakeholders before and/or after the visit (depending on pre-audit results)


		             				 Figure 4 QAA Visit routine
3. Beta Test

· Perform the first QAA at either Commander Navy Region Mid-Atlantic (CNRMA) or Commander Navy Region South-East (CNRSE) (the two most organized regions) :
· Smooth COA-5 pre-audit and forms
· Develop the SOP
· Adjust the Check list with regional help
· Determine tools that are needed
· Create an Out-Brief report 
· Streamline the process before starting QAA’s in FY-14 
· Combine several QAA’s during each travel event to reduce travel cost.
· Initial QAA’s should focus on the best methods for finding shortfalls, and improving communications between the stakeholders.




Section 4	Support	

4.1	The Proposed Schedule is designed to progressively visit more challenging Regions.
It is also recommended that all CONUS regions be visited before traveling overseas.  Figure 5 indicates the initial plan.

	2-year Proposed QAA Visit Plan

	Trip
	Region
	Location
	Priority
	Included Visit

	Trip 1 Yr 1
	CNRMA
	Norfolk, VA
	
	FFC
	CNRF

	
	NDW
	Washington, DC
	
	BUMED
	Naval Academy

	
	CNRMW
	Great Lakes, IL
	
	
	

	
	
	Memphis, TN
	Option
	BUPERS
	CNRC

	Trip 2 Yr 1
	CNRNW
	Bangor, WA
	
	
	

	
	CNRSW
	San Diego, CA
	
	CNAP
	

	
	CNRHI
	Pearl Harbor, HI
	
	PACFLT
	

	Trip 3 Yr 2a
(every 4 years)
	CNREASA
	Naples, IT
	Option
	Bahrain
	

	Trip 3 Yr 2b
(every 4 years)
	CNRJ
	Yokosuka, JA
	
	
	

	
	CNRM
	Guam
	
	
	

	Trip 4 Yr 2
	CNRSE
	Jacksonville, FL
	
	
	

	
	USSOCOM
	Tampa, FL
	Option
	
	

	
	NETC
	Pensacola, FL
	Option
	
	


Figure 5 Proposed QAA Visit Schedule

4.2	Estimated Cost will vary based on the number of visits and days per trip. Costs listed in (Fig 6) are based on travel to-from Norfolk, VA.

	REGION 
	DAYS 
	SME 
	AIRFARE 
	CAR RENT 
	LODGING 
	MI&E 
	EXPENSES 
	TOTAL 

	CNRMA 
	5 
	2 
	0 
	0 
	0 
	0 
	$100 
	0 

	CNRSE 
	3 
	2 
	$900 
	$250 
	$480
	$332
	$250 
	$3112

	CNRNW 
	3
	2 
	$900 
	$350
	$475
	$300
	$325
	$2350

	CNRSW 
	3
	2 
	$900 
	$325 
	$800
	$425
	$200
	$4562

	CNRMW 
	3
	1 
	$900
	$300 
	$500
	$200
	$200
	$6912

	NDW 
	3 
	1 
	0 
	$180 
	$1200 
	$675
	$200
	$2255

	CNREASA 
	5
	1 
	$2500
	$1350 
	$1500
	$1000
	$500
	$6850

	CNRHI/M/J 
	10 
	1 
	$4000 
	$2200 
	$2000
	$2200 
	$500
	$9105


Figure 6 Estimated Costs 

Section 5:	Operations

5.1	Regional Organization includes several installations, some geographically distant.  The goal will be to visit at least one and vary the installations each successive visit.  


Figure 7 Region Structure

5.2	Processes to be reviewed at each location are listed below.  Each process will be “sampled” at one or more of the installations assigned to the region.

1. ESAMS
· Scheduling/Backlog
· MSR Training/Status
· Mishap Reporting 
2. MSF RERP (Navy and Contractor)
· Curriculum materials
· Range Location, condition, adequacy
· Trainer vehicle, condition, adequacy
3. Seatbelt Checks and reporting
4. Traffic conditions, control and signage
5. Traffic Safety Training/delivery/compliance/no-shows
6. Contractor Certifications
7. Safety Stand-down/Indoc support
8. RODS inspection records
9. WESS Reporting/Investigation assistance
10. MSR/TSR/Safety Meetings
11. Distracted/Fatigues Driving Programs
12. Alcohol Awareness Programs
13. EVOC Program
14. GMV Program

5.3	Methodology for the QAA will begin with program reviews utilizing program check lists.
The checklists have elements that should help test entire processes and not just individual programs.  Those elements include:
· Observing personnel operating in their day to day environment
· Reviewing the commands policy compliance using appropriate check lists
· Assessing the communications and team work through drills
· Verifying the material condition of equipment by visual inspections 
· Ensuring compliance through review of safety, inspection and  historical records
· Training personnel during the survey process so they can better manage their own programs

The goal is to improve the region but also to share the lessons with other regions or update policy to improve processes (Fig 8)


Figure 8 QAA Process Diagram


 The three E’s (Fig 9) will be considered when completing the check lists.  Each area may lead to other areas where the processes need to be reviews such as:

· Gate access
· Pass and ID
· Security
· Fleet, Tennant, or outlying commands
· Echelon commands
· Local Authorities
· Etc.

 (
Figure 9 3-E’s for Safety
)



Section 6:	Constraints

1. Funding limitations will determine number of QAA’s per year and the number of installations that can be observed during a visit.  It is proven that command surveys make a difference to individual commands.  QAA’s have a multiplying affect because corrections within a region can affect hundreds of commands at once.

2. The NSC Motorcycle SME will limit the number and effectiveness of the QAA visits.  Although motorcycle programs are only a part of the overall “look”, they are an important and more complicated part because of the certifications, facilities, agreements and policies involved.

3. Weather and geographic area will also determine “best times” for visits to some regions.  Ideally the best time to visit is during the peak operating times of the region

Section 7:	Conclusion

Well conducted QAA visits provide unique measures of policy, leadership, communications, training status, attitudes, behaviors, stress and cultures that directly affect operations, readiness and safety.  To reduce preventable mishaps, each program should be working at peak efficiency across the enterprise.  The current method of self-review is ineffective.  An outside agency “looking in” will provide an objective and experienced look.  With pressure to reduce spending and cut personnel, the QAA will help all of the stakeholders make the right decision when it comes to compliance with traffic life saving policies.



Section 8:	Appendix

7.1	Reports

	Annual Seatbelt Report

	Annual Self Assessment

	ESAMS Dashboard

	ESAMS Motorcycle Data Report

	ESAMS Training Deficiency Report

	Industrial Hygiene Report

	Mishap SIREP Messages

	MSF RERP Application

	MSF RERP Range Approval Letter

	RODS Inspection Records

	Traffic Survey Records

	Training Reports

	WESS Mishap Reports




7.2	Terms and Acronyms

	Term/Acronym
	Description/Definition

	
	

	BAH
	Basic Allowance for Housing

	Biennially
	Every two years

	BOS
	Base Operating Services

	CNIC
	Commander Naval Installations Command

	CNSC
	Commander Naval Safety Center

	CNSC Code 42
	Motor vehicle and Recreational Safety Division

	COA
	Course of Action

	CONOPS
	Concept of Operations

	CONUS
	Continental United States

	COR
	Contracting Officer  Representative

	COTR
	Contracting Officer Technical Representative

	DOD
	Department of Defense

	EMS
	Emergency Medical Services

	ESAMS
	Enterprise Safety Application Management System

	EVOC
	Emergency Vehicle Operators Course

	MSF
	Motorcycle Safety Foundation

	MSR
	Motorcycle Safety Representative

	Navy Enterprise
	USN Organizational Structure of supporting activities delivering to the fleet

	NSC
	Naval Safety Center

	OCONUS
	Outside Continental United States

	Outlying-    Commands
	Commands not on the installation but within the region boundaries of responsibility

	PMV
	Personal Motor Vehicle

	QAA
	Quality Assurance Assessment

	RERP
	Rider Education Recognition Program

	RODS
	Recreational Off-Duty Safety

	SGLI
	Serviceman's Group Life Insurance

	SME
	Subject Matter Expert

	SOP
	Standard Operating Procedures

	TAV
	Technical Assist Visit (contracting)

	TSC
	Traffic Safety Coordinator

	WESS
	Web Enables Safety System




7.3	References

	Instruction
	Title

	
	

	COMNAVSAFEINST 5100.12J
	Motorcycle Mentorship Program

	DODI 6055.04
	DOD Traffic Safety Program

	MCO 5100.19F
	USMC Traffic Safety Program

	NAVFAC P-300
	Management of Civil Engineering Support Equipment

	OPNAVINST 11200.5D
	Motor Vehicle Traffic Supervision

	OPNAVINST 5100.12J 
	Navy Traffic Safety Program

	OPNAVINST 5100.25B
	Navy Recreational Off-Duty Program

	OPNAVINST 5102.1D
	Navy Mishap Investigation and Reporting Program
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