
July 17, 2000

To: The Flight Standards Leadership Team

Attached are the notes from your work last week. We incorporated the follow-up actions into the section of the Leadership Plan on accountability. The two "products" of the meeting are up-front. The rest of the package contains the notes that will help set the context for your messages to the rest of the organization.

We enjoyed working with the team and wish you well as you embark on the dramatic turnaround!

Cheers,

Cindy Zook and John Riordan
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Flight Standards Roles & Responsibilities

	FAA Administrator/Deputy Administrator 
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	Provide context for your guidance - define rationale, expectations, measures of success
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	Provide advance notice of up-coming meetings to allow for effective preparation and staff-work
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	Understand the time it takes to make fundamental change - balance with the need for sense of urgency
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	Continue to advocate "constructive collaboration" as a way to identify trends that can prevent problems down the road
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	Provide timely, direct feedback on programs, problems, etc.


	AVR/AFS Senior Management (AVR 1&2; AFS 1&2) 
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	Define clear roles and expectations and reinforce on continuing basis
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	Set clear priorities and clear measures of success - no mixed messages
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	Establish effective management and control systems for reporting and tracking progress on critical programs
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	Establish clear performance standards
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	Provide timely, direct program and performance feedback on continuing basis on both successes and failures
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	Solicit input from field on national programs and policies
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	Be accessible to field Division Managers
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	Provide the resources and tools necessary to get the job done
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	Establish effective mechanisms for ongoing teamwork, collaboration and communication among the AFS Management Team
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	Establish AFS Service-level mechanisms for diagnosing what is happening and identifying "lessons learned" (e.g. after-action process)
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	Don't shoot the messenger when you get "bad news" or heads-up information
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	Provide timely response to e-mails, phone calls, information that is sent up
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	Establish effective planning processes to address long-term, systemic issues as well as short-term fixes
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	Ensure continuous flow of "corporate message"


	AFS HQ Division Managers 
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	Provide clear and timely program and policy guidance to the field
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	Solicit input from field on national programs and policies
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	Be accessible to field Division Managers
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	Establish HQ Division-level mechanisms for diagnosing what is happening and identifying "lessons learned" (e.g. after-action process)
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	Support Field on complicated, time-sensitive needs and issues
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	Take leadership on standardization issues


AFS Field Division Managers

OWNERSHIP & ACCOUNTABILITY
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	Be fully responsible and accountable for all aspects of the Flight Standards program in your area
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	Recognize that you represent the FAA to your workforce and external constituencies
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	Take a more "hands-on" role in leading and managing the program
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	Make sure you have mechanisms in place to keep you informed and involved at the right level in the key areas of your program
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	Make sure everyone in your Division at all levels takes ownership for the FS program
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	Establish Field Division-level mechanisms for diagnosing what is happening and identifying "lessons learned" (e.g. after-action process)


FUNDAMENTALS
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	Get back to basics - make sure you know how the FAA is executing its job on a day-to-day basis
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	Maintain focus on organizational priorities – cascade down priorities to all levels
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	Compliance Disposition - stay on top of things so that we know long before we would ever shut them down - major certificate actions should be rare
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	Fair and Equitable Process - treat all operators the same way
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	Vigorously enforce our rules - know when it’s appropriate to collaborate and when to take a harder stand with regulation - don’t back away from safety
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	Focus on scheduled passenger carriers
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	Be on top of emerging safety problems
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	Know the general health of your certificate management units – set up mechanisms to get and stay informed – how are they doing, what are they struggling with, what you should be worried about
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	Use good judgment to balance being a good regulator (our fundamental mission) and doing it in a constructive and collaborative way - help those who work for you understand how and when to take tough stands for safety and when to collaborate


NATIONAL PROGRAMS
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	Actively lead, manage and oversee the implementation of national programs and policies
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	Advocate for safety programs with carriers, employees, etc.
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	Set up mechanisms to know how implementation is going
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	Lead the culture change required for effective program implementation
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	Raise concerns and recommend solutions to improve programs


 

STANDARDIZATION
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	Stop operating in "kingdoms" – pull together as a "nation"
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	Ensure fair and equitable application of our rules
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	Work with others across the organization to identify and eliminate inconsistencies


RESOURCE MANAGEMENT
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	Manage resources effectively
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	Look for creative solutions to resource issues
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	Deploy resources to the highest priority work
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	Actively recruit and fill key vacancies

	[image: image53.png]



	Actively manage the performance of your employees and hold them accountable


EXTERNAL RELATIONSHIPS
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	Know the positions of your constituencies
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	Manage the politics - get informed and communicate key issues
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	Provide guidance to your folks about how to strike the right balance between regulatory role (our fundamental job) and constructive collaboration with industry


TEAMWORK & COMMUNICATION
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	Provide context and substance when passing information upward
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	Get on top of issues – communicate them quickly up the chain and be part of fixing them
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	Actively support one another at all levels


 

 

What does success look like?

 

AVR/AFS Senior Management:
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	We engender the confidence of the public
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	We can ensure regulatory compliance
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	We have fair and equitable application of rules
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	We are operating effectively day-to-day
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	We focus on scheduled passenger service
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	We are sensitive to industry’s commercial interests
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	We are on top of emerging safety problems
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	All of us advocate for safety programs with carriers, employees, etc.
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	We work as a "united" team – not separate entities


Jane and Monte:
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	You commit to deliver 2-3 tangible things in the next 6 months
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	If the field Division Managers help us figure out what to do on major national programs that we have problems on (e.g., ATOS)
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	You raise problems and issues to us as a result of your focus on the day-to-day operation
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	You hold yourselves accountable at all levels of the organization
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	Industry saying, "Wow, I see a difference in terms of standardization"


 

Flight Standards HQ/Field Leadership Plan

July 2000

Surveillance

Goal: Provision of sufficient knowledge to enable effective certificate management

Key Results/Measures of Success:
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	Assured regulatory compliance through review of audit results and safety improvements
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	Increase in public confidence
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	Increase in Administration confidence in our surveillance capabilities

	[image: image77.png]



	Administration becomes advocate for surveillance process
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	Increase in workforce confidence demonstrated by positive feedback from workforce on surveillance program


Short-term Fixes: (60-days – 6 months)
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	Conclude ATOS special project
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	Audit of four special programs
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	Division managers meet with all scheduled 121 CMT’s and their management to discuss resources, issues, etc.
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	Charter dedicated work group to fix geographic program
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	Expand SEP to all 121 non-ATOS carriers


Long-term Strategies:
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	CAD


Action Plan:

	Action
	Lead
	Date

	1. Conclude ATOS special project. 
	AGL 200
	11/00
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Complete audit of special programs.
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AFS-40………………………………………………
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Regions……………………………………………. 


	
	


AFS-40

Regional Div. Mgrs. 

11/15/00

Following AFS audit 

1. Meet with all scheduled 121 CMT’s and their management to discuss resources, issues, etc. 

Field Division Managers 

12/00 
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	Charter dedicated work group to fix geographic inspector program.
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	Assess situation and recommend strategies…… 


AFS 900

Work Group 

8/15/00

10/15/00 

1. Expand SEP to all 121 non-ATOS carriers. 
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	Develop and implement plan…………………….. 


CSET 

10/1/00 

Standardization

Standardization Goal: Consistent and fair application of rules and policies, and Flight Standards to be perceived as fair and consistent.

Key Results/Measures of Success:
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	Problem: Today, not every level is held accountable
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	Outcome: Each level assumes and is held accountable for standardization
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	Measure: Reduce valid complaints by 25% over the next year at all levels
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	Short-term Fixes:
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	Implement accountability team recommendations (ensure these are part of performance management)
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	Communicate results of this meeting with reference to accountability for standardization
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Problem: Inspectors and 1st line supervisors aren’t always qualified 
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	Outcome: Ensure inspectors are qualified for each task

	[image: image99.png]



	Measure: Certification in place for each task
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	Long-term Strategies:
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	Establish a certification process (initial and recurrent) for Inspectors and supervisors
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	Include process to ensure ASI’s see/understand changes
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Problem: We don’t always accept the policies set by OPI’s 
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	Outcome: Ensure OPI’s are identified and recognized, and their policies are accepted
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	Short-term Fixes:
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	Publish list of OPI’s for AC’s, regulations, etc.
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Long-term Strategies: 
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	Implement HQ BPI process
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Problem: Guidance (in it’s broadest context) is not always clear or timely; it’s too voluminous and conflicting 
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	Outcome: Streamlined, clear and timely guidance

	[image: image111.png]



	Measure: Feedback from users
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	Short-term Fixes:
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	Legitimize technical branch PI meetings

	[image: image114.png]



	HQ Divisions develop field issue tracking system
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	ACE-200 establish test process for ensuring guidance receipt, understanding and application
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Long-term Strategies: 
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	Modernize handbooks (already underway)
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	Implement HQ BPI process (already underway)


Standardization (cont.)
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	Problem: Appeal process is not fully understood and there is a fear of retribution
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	Outcome: Appeal process is communicated, understood and utilized
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	Measure: Reduced number of complaints through inappropriate channels (e.g. AOA, Congress)
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	Short-term Fixes:
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	Evaluate, distribute and explain a revised "appeal process" to field employees and industry
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	Emphasize process at industry and public meetings and listening sessions


Action Plan:

	Action
	Lead
	Date

	1. Communicate results of this meeting to subordinate managers/supervisors. 
	Division Managers
	7/31/00
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Legitimize 230 branch & principal inspector meetings.
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Establish charter…………………………………..
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Hold first meeting/teleconference……………….. 


	
	


AFS 200*, 300*, 400, 800, 900 

 

 

 

8/1/00

8/00 

1. Identify standardization issues and recommend resolution strategies/timelines on field approvals and other key areas as identified by technical standards branch meetings. 

AFS 200 

8/00 
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	Revamp appeal process.
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	Evaluate and update existing appeal process and distribute to field………………………………
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	Emphasize appeal process at public meetings and to internal workforce…………………………. 


 

AFS 200 &

Field Offices 

 

8/31/00

Ongoing 

1. Publish list of OPI’s and Principal Inspectors. 

HQ Division Managers 

9/30/00 
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	Prototype the supervisory review/oversight of new guidance material implementation. 


ACE-200 

10/1/00 
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	Establish certification process for inspectors and supervisors.
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	Develop concept paper in conjunction with Unions (including "best practice" review)……….. 


AFS 500 

 

 

10/15/00 

1. Implement accountability recommendations. 

  

TBD 

Accountability

Goal: Effective ownership of every Flight Standards program

Key Results/Measures of Success:
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	Effective leadership and management of Flight Standards program
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	Events result in actions/consequences and system fixes
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	People do what they are expected to do
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	Flight standards is acting pro-actively (in the eyes of AOA, public, NTSB, etc.)


Short-term Fixes:
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	Periodically identify and examine 5-6 detail-level measures to increase accountability at the ground level
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	Communicate accountability message to all levels
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	Use available data to determine compliance to national policy (PTR’s, HB’s, SPAS ack, budget, etc.)
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	One-on-one meetings


Long-term Strategies:
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	Establish links between STI’s, PER’s, organizational plans, etc.
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	Complete union negotiations for core comp/PER’s
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	Develop 3-4 key major measures and tools to increase accountability on a broad level
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	Establish professional standards group for union members
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	Fully implement personnel reform
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	Continue work of accountability team


Action Plan:

	Action
	Lead
	Date

	1. Solicit and track input on HQ Division Managers’ roles and responsibilities. 
	Greg

 
	7/20/00
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Establish after-event "lessons-learned" forum. 


	Nick & Ava
	7/20/00
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Ensure information on Jane’s calendar is accessible to Field Division Managers. 


	Ava
	7/30/00
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Solicit, compile and report on "best practice" information on best way for supervisors to ensure that new guidance is received, understood and implemented. 


	ACE 200

 

 

 
	8/24/00


 

	


	Accountability (cont.) 
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	Initiate internal audit process. 



	
	Nick & Ava
	8/24/00
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Hold follow-up Field Division Managers meeting to track progress and behavior change. 


	AFS 1&2
	8/24/00
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One-on-one meetings with Division Managers. 


	AFS 1&2
	9/1/00
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Check PTRS data for compliance with handbook bulletins. 


	Field Division Managers
	9/1/00
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Personally communicate accountability message to all levels. 


	All AFS Managers
	9/30/00
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Link STI, PER’s and performance standards to AFS performance plan. 


	All AFS Managers
	12/31/00


	


	  


SESSION NOTES

Nick’s Opening Remarks
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	I appreciate you all coming in… We have a very ambitions agenda
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	The purpose of this time is to work field/HQ issues... to hear our various perspectives
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	We want to hear how others view us – "US" meaning all of us, Tom and Peggy, Jane Garvey… how we carry out our responsibilities… how we are viewed by industry, the flying public, the administration… They are the ones who evaluate our performance
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	There have been some recent events that have really brought things to a head… I’d like to go through those later… use those as models
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	I want to clarify what our roles and responsibilities are
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	When we fail it’s a missed perception… We have to get together here and figure out what our roles are… and what success looks like
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	There’s also the issue of accountability… as perceived by industry, Congress and the Administration, and the public
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	We can do a lot better than we’re doing


 

	Meeting Groundrules 
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	Play full out
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	Be open and candid
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	Listen and respect each other
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	Work issues in the room
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	Limit "war stories" to 2 minutes

	[image: image170.png]



	Stay focused
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	Have fun!


 

Participant Expectations

"This meeting will be successful and worthwhile if …"
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	Brad – if we understand the deficiencies as viewed by Nick, Ava, Tom and Peggy… and if they will make me the first to know on feedback issues
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	Marion – if we set clear expectations and priorities… and figure out the direction we need to go in
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	Lou – if we get clarity of roles and responsibilities so we can be good soldiers
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	Dave H. – if we come up with more effective strategies for managing change (e.g. ATOS)
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	Angela – if we come away with a commitment to do some teambuilding… if we begin operating as a corporation rather than separate businesses
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	Tom – if we cover the four items in the purpose and outcomes… develop a clear vision, expectations and desired outcomes
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	Greg – if we clarify how we (HQ) can help you (field) do your job better… clarify HQ’s roles in helping the field
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	John – if we define roles, responsibilities and expectations… and figure out how to help HQ help us in the field
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	Fred – if we can share and hear problems regarding standardization and hear from Ava’s perspective
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	Nick S. – if we all walk out with a clear understanding of roles and responsibilities… and a clear vision/context under which we are operating
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	Dave G. – if we get a clear understanding of the 5 to 10 year picture for AFS… and lay out clear roles
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	Ken – if six months from now we can look back and see that this was the initiation of specific behavior changes
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	Tom – if we gain a real understanding that we are all dependent on everyone else in this room for success
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	Ava – if we reach agreement on our common goals… and make a mutual commitment to one another to achieving them
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	Nick – if we get clear definition of roles, responsibilities and expectations


HQ Perspectives

Nick
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	We’re here because we’re in big trouble… Jane Garvey’s in big trouble… Tom & Peggy, Ava & I, all of you… all of us
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	It’s about the fundamentals of how we execute our job
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	It is a performance issue… a team performance issue
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	Serious questions are being asked by the Congress and the White House -- Is this agency performing its duty on safety?
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	Accountability – are executives being held accountable?
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	Jane, Tome Peggy & I are "outsiders"…
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	I don’t see any reason why this shouldn’t be working… I am extremely frustrated… I’ve never had a boss taken away from above me for lack of support
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	Serious change is needed… I don’t know if heads will roll… but we need to understand what the situation is… what we can do about it… we’re in a box
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	Disconnect between the Washington view and the field view


Serious performance failures:

1. Fundamental to our mission is the enforcement of the rules as passed by Congress and implemented by the Administrator 
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	Example of the Administration enforcing a rule… flight rest rule… not complicated… The Administrator made the commitment that "We will rigorously enforce that rule"… we are the one’s responsible to enforce that rule
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	Found out that a major carrier with the worst record has not even started to implement that rule… that is a failure that calls for heads to roll …We have failed to do our job
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	When the policy was passed down I thought we might have some discussion of what "scheduled" means… or some issues around safety

	[image: image199.png]



	I did not expect a company asking for extra time was then allowed to go beyond deadline


2. Five CEO’s of major modification facilities come up to key members of Congress to tell them that Field level was implementing a change in how they do business… in a way they couldn’t deliver to their customers… it put these companies in a "survival" mode 
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	Congress sent a letter to Jane Garvey… "We are establishing a committee to oversee the consistency of rule application…"
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	Congress said in effect "we’re taking this authority away from executive Branch because you’re not doing it…"


 

Nick (cont.)

3. Alaska Airlines… a major carrier has an accident… prior to accident there were signals… then a fatal accident… on review of that particular operation it was clear the carrier was not in compliance 
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	What does that say to the public?
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	We have been in major damage control… we’re going on to look at other carriers
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	There is clearly an expectation of compliance at the Field level
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	If we’re dropping the ball at compliance level than we are not an effective operation … Our job is to ensure compliance
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	Key positions at the carrier were open for over 2 years… it’s hard to say we’re effectively overseeing carriers when that kind of thing surfaces
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	We have to return to fundamentals.
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	What are the fundamentals? Are we meeting them? We have to take ownership of them.
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	Jane is looking to Ava & I to take ownership… we’re no longer the "new" people… We’re prepared to make changes… or none of us will survive


4. One last anecdote about CSET… 
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	When we went around the table no one had anything negative to say… I was staggered…
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	I have a different picture of CSET… looking at the productivity… processes… people… I have a very different picture… I have days lost in blow ups over CSET
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	I look to you as the experienced people… Are we doing a better job of certifying new carriers?
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	It’s not all bad, but I don’t see that it’s working … can’t say we’ve improved
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	These are lessons we should have learned from Value Jet… the competency of team overseeing carriers has to be solid

	[image: image215.png]



	We can not afford an accident with a new carrier and an unqualified inspection team in place


Critical success factors:
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	Engender public confidence – they want us to succeed… they want us to be tough... there’s no reason for us to fail
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	Assure public & Congress that regulatory compliance is there
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	Fair and equitable process of applying safety standards
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	Focus first on scheduled passenger applications
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	Sensitivity towards industry’s commercial requirements
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	Anticipate and respond to emerging safety issues
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	At field level, to gain support for safety initiatives that are out there


 

Ava
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	Everything Nick has talked about here we’ve been talking about ad nausea
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	My bottom line is the issue of communication
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	We feel viewed as outsiders… I came from AVR complex… when I came into flight standards I didn’t feel like an outsider… until I actually got "inside"… I feel like there’s a lack of communication on the part of key executives
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	Everybody is doing their own thing in their regions… This is not the "unity" I saw from outside
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	If we count up the experience we have in this room, we are top notch

	[image: image228.png]



	For us to not know what’s happening in our carriers… in our regions… is inexcusable
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	Are we being snubbed as outsiders?
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	We bring a lot of experience to this role… Nick and I haven’t changed the mission and the vision of Flight Standards… we expected you would carry on the basic functions… we thought it was working
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	The examples Nick cited indicate that something is broken
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	We are all responsible to fix it… and we have to fix it today.
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	We can’t walk out of this room without the fixes on communication… leadership... integrity… implementation of initiatives
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	We have to take responsibility to communicate
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	Get to the bottom line of certificate management… standardization… understanding the politics in our regions
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	Resource management… we have to be innovative in using what we have
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	There must be accountability on how we deal with financial resources… this has to be fixed today
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	Norms and behaviors… the "status quo" is not acceptable any more… to move toward the future once we decide what that future looks like
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	I am disappointed that Flight Standards is viewed as executives without the competencies needed to move forward


 

Tom
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	Let me tell you what makes me tick… I’m a "today" person… I don’t worry about yesterday… let’s worry about tomorrow… I want to move forward
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	I believe in strong accountability and responsibility… we must accept our responsibility and I will hold us accountable
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	Bottom line: there are no better people than there are in this room to manage Flight Standards… they don’t exist – inside or outside the FAA
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	We can make of whatever we want out of the next two days
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	We are being measured by our failures… it’s unfortunate but that’s the fact of life… we’re measured on a day-to-day basis
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	Alaska Air got all the way to the White House… "How can executives NOT know that that stuff is going on?"
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	Perception of the public is that it took an accident for the FAA to find something out
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	Tough questions… "Why did 230 people have to die for us to figure out that fuel tanks could be improved?"
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	A crew had to die in Fine Air for us to figure out that that carrier was dispatching aircraft overweight… It is very hard for Congress to not label that as "The FAA only acts after there’s an accident"
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	I feel a lot of affinity toward flight standards… In AVR we are a microcosm of lines of business
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	My success is measured by your success... hopefully your success is measured by mine
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	My job is to help you all succeed… If I need to do something differently just say so… If I don’t do my job right you can’t do your job right… and vice versa

	[image: image252.png]



	It has not been fun to walk into the Administrator’s office and say "AVR has screwed up again…" I was the one to tell her about American Airlines… it was not pleasant to look in her eye…
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	Congress is proposing an oversight committee… this committee be formed to oversee the proper application of our policy… We all know that what it will be is industry trying to get their way… it will be chaotic
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	The message is that our Board of Directors -- Congress -- are not confident in our ability to manage. It’s as simple as that. They do not believe that we are aware of what’s going on in our system
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	The Alaska hearing will be our Board telling us that we’re not doing our job. That will be the message on Fine Air, on Emery… it will also be a spin-off on American if that goes public
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	That’s the issue. It’s not one of "This stuff is happening and we have to stop it." They key is that stuff is happening and we’re not aware of it. This stuff gives us the feeling that aviation oversight is not being done
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	There is a lot of good stuff going on… but we’re not measured by our successes… we’re measured by our failures
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	Administrator’s opinion is that ATOS is not going well


Tom (cont.)
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	Everything we do from now on we have to do right. We have to do it squeaky clean… we have to prove that we know what’s going on
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	Perception is that the careerists in this Agency do not understand the positions of their customers… If we understand and know their viewpoints, we can get closer to success… and if "no" is still the answer, we can convey that in a clear way
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	My feeling is that industry doesn’t understand the FAA… they are ineffective in dealing with us… but I’m becoming more and more concerned about our ability to deal with them… We have to deal with difficult situations better… to deliver bad news better…
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	We are in the job of compliance… compliance comes first, enforcement comes second
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	We have to understand our constituents to move forward
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	We are all in this together.
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	The Administrator asked, "Why does Flight Standards have so many issues?"… there are issues… our customer really is the public… I said, "I want issues… Worse than having issues is having NO issues… that would mean information is not flowing"
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	What we have to do is become more aware of what the issues are and run them up the flagpole… get them to us
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	We don’t like surprises… get the information to us… we will not solve the problems for you… but we need the information
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	We sink or swim on the ability to deal with bad news
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	The administrator is good at dealing with bad news. We’ve got to figure it out. The best people in Fight Standards are in this room.

	[image: image270.png]



	If we collectively can’t solve it we’re going to have to think about different jobs.
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	My commitment to the Administrator is, "I’m here at your pleasure. The minute I don’t meet your expectations, I’m gone."
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	She knows that if she doesn’t think I’m doing a good job, than I’m going to have to look for a new job.
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	I have a lot of passion for this organization. I still love what I’m doing. IF I’m the problem tell me… tell me how I can help


 

Q&A:
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	What would help me would be the "mirror"… the Field is only a piece of the equation. What do you feel you’re not doing?


Nick:
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	When you come in to an organization you make some assumptions. I expected that everyone would understand the fundamentals – what’s going on, what to do when there are problems, what to focus on… I missed that there
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	I did not spend enough time defining what the fundamentals are… what my expectations are of you in the field
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	HQ’s function is to provide resources, do policy interface, etc.
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	We get fired for non-compliant operating and uneven application of standards
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	There needs to be more guidance from us
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	I would have expected every Field Manager to be familiar with how ATOS is working
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	I should have picked up earlier that information wasn’t coming through… that you were feeling "cut out" of the process… it took me way too long to pickup on that


Ava:

	[image: image282.png]



	Let me tell you where I hold myself accountable… I am a process person… I didn’t bring that into Flight Standards… I thought processes were in place… I fell short of who I am and how I operate…
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	I did not ensure that I communicated clearly... that we had the right information
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	I should have picked up the phone… I should have kept pushing to ensure we got what we needed… that you got what you needed


 

Summary by Field: What are we hearing from a HQ perspective?
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	We’re in a fight for our lives
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	Success indicators show we are not performing
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	Key deficiencies in critical success certificates and standardization

	[image: image288.png]



	Roles and responsibilities are key
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	Identify what we should be focused on every day
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	Why aren’t we focused on these things?
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HQ is not connected to the field [image: image292.png]


Field is not aware of constituent needs [image: image293.png]


Field is not communicating to HQ the information needed to prevent surprises 

 

 

Field Perspectives
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	We’re being held accountable for things for which there are not mechanisms for control
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	We’re commended for "nothing going wrong"… we’re not commended for failures… Expectation is that we need to "take care of things"… the sense is that if we give bad news, it’s "I’m telling you because I can’t handle it"… this is a cultural issue… tendency is to try to deal with issues as best we can
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	We have informal "sub-group" networking… we’re not formally, organizationally connected
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	I’ve been spending lots of time on non-aviation things (MWE, EEO, etc.)… Within the last month I’ve redirected my time to basic certificate management
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	Need more day-to-day feedback on how I’m doing… Are my priorities right?
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	Sometimes I’m not getting what we need from HQ policy divisions… What is the current policy?, etc… this would help with standardization

	[image: image300.png]



	Leadership requires involvement… What gets transmitted by hands-on involvement is that "what gets measured is what gets led and managed"
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	There are too many "conduit managers"… they provide very little value-added in either direction… There are not enough leaders… All of the mid-level people are detached from certificates
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	We are establishing a quality assurance program for critical certificates
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	Principals think they own the certificates… but I’m communicating that supervisors have to be involved and be leading
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	Our best people are not detecting problems… our present surveillance method is not working
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	We are extremely vulnerable on the other 140 carriers, especially with less experienced principal teams
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	There is a lack of measures and no process in place to deal with our vulnerabilities in a consistent way
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	To deal with timely answers for our issues with applicants, etc. we work among ourselves… we don’t get much from HQ
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	Communicating with Nick is sometimes hard… emails aren’t read… meetings get cancelled
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	What was valued in the past was not hands-on management… it was being involved with high profile programs… being on the road a lot… managing without being there
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	It feels like Nick is bringing the "cool" national programs into HQ
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	You say it’s good to be touch, but we get in trouble when inspectors are tough
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	There is no quality control on our inspectors
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	We don’t have the resources… our staffs are depleted


 

Field Perspectives (cont.)
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	We are told to be "professional" and "tough"… we are not told what this looks like regularly and consistently from HQ
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	Inspector workforce have not had performance standards for 5 years… there is a lack of effective labor/management… we’re told it’s "too hard to tackle"
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	There is no performance management system for us… we only get feedback when problems come up
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	We don’t have mechanisms for "lessons learned" as a group
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	We need consistent work on long-term solutions


 

Summary by HQ: What are we hearing from a Field perspective?
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	When Field Division Managers get "hands-on", they find the problems and can deal with them
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	We need better processes and administration of programs
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	There are disconnects between the HQ and Field
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	HQ’s expectations and field’s perceptions – management styles, "don’t raise problems", etc.
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Communication is a 2-way street – Field managers want and need feedback [image: image324.png]


Inaccessibility of HQ [image: image325.png]


Need to measure both success and failures [image: image326.png]


There is a strong commitment to do the job, but the folks Field Managers depend on are failing in their job, too [image: image327.png]


Didn’t hear any "cop-out" - everyone is committed to turning it around [image: image328.png]


Don’t have the tools (performance standards, HQ policies, etc.) 

 

Top Leadership’s Perspective

Jane
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	We are in a war to recapture the High Ground
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	You do incredible work
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	How do we keep excellence in government when there’s so much competition for good people? For us it has to do with our mission
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	All of us aspire to make a contribution… we really believe that
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	Whenever we interview a potential candidate, the opening gamut is "I want to make a contribution… to make a difference…"
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	I have never felt the mission in a more compelling way than here… we are about work that is so fundamentally important
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	We are in a battle… if we lose our stand for safety we have lost our mission
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	We’re in the battle because we haven’t been as good as we could be in communicating the good work we do
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	We have to make sure we’re capturing the high ground… that it’s clear we’re about something so fundamentally important
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	The role of Division Manager is so critical… The vast number of people have no idea who the Administrator is… the world they know is you … You define their perceptions… you define their work.. you are IT
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	Thinking of you as part of this management team is critical… we’re in this together
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	How the workforce views all of this is determined by you… what you say and what you do


My expectations:
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	Ownership is really important. I wouldn’t expect you to know all of the elements of all of your major carriers… you have great people under you to know the details… but knowing the general health of your carriers is important. What are you worried about regarding your major carriers? What are you working on? Etc.
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	Occasionally going out with your folks on visits would be a great thing
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	Providing guidance to your folks on the balance between being a regulator and doing it in a collaborative way… that’s a tough issue
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	We are fundamentally a regulatory Agency… yet there’s a lot of discussion about partnerships… I talk about "constructive collaboration"… the airlines do care about safety… there’s a lot to gain from them around safety
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	You have the expertise and judgment to figure that out… When is it appropriate to be in a collaborative role? When to be in a regulatory role?


 

Monte
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	At the end of the day we’re all going to be judged by:
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	How well we enforce the regulations… basic safety and security compliance… When there’s an accident those are the two things we’ll be judged on
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	How well is the day-to-day operation functioning?
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	This is not unique to flight standards… I think you are on track in getting back to basics in regional operations
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	It is tough to find the right balance… My advice would be to come down on the side of putting focus on day-to-day operations


Jane
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	We have to make changes in our lives… no matter what age we are
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	The resource issue is very very real… Some of you have done wonderful jobs of distributing your resources… I do recognize how difficult that has been
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	Our challenge is to get the resources out to you quickly… and make sure it’s being spent in the buckets we said it should be
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	You also need to let us know if there are other things you need
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	If we need to do more things like the Northwest visit, let us know
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	We’ve got to look for ways to be supportive of what you’re doing
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	When we get in trouble it’s when the world perceives us as backing away from safety
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	Is there a way to take advantage of Field experience without dragging everyone in?


Question: Do you really want to hear about the problems in the system?
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	We don’t have a choice… alternative is that we never hear anything
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	Use someone in HQ as a sounding board… or use each other as a sounding board..
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	I want to know. I am willing.
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	We ought to go out on a real high. I really do think this is important.

	[image: image363.png]



	I want to know. It’s better to know the bad news than not to know
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	ATOS program is a place to test this out… IG audit… NTSB investigation… take a look at this and solve that…
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	We’ve got to pick some people outside our Agency to help us deliver the message… We have to get up to the Hill… "let us tell you about what we’re doing…" So it’s not just us…


Question: What are the perceptions of FAA "out there"?
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	Congress: Oberstar – pretty positive; others are less positive

	[image: image367.png]



	General public thinks we're too close to industry; accountability is a problem - people screw up and there are no consequences which results in a level of mediocrity
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	Press is a mixed bag; the press thinks we are not forthright about information
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	White House - it's a mixed bag; Slater is supportive


Summary: Senior Leadership’s Expectations of Field Division Managers
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	Take ownership
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	Know the general health of your major carriers
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	What are you thinking about with regard to them?
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	What are you worried about with regard to them?
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	Over all they are….
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	What they’re struggling with…
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	Spend time with your carriers
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Provide guidance to your folks about how to strike the right balance between regulatory role (our fundamental job) and constructive collaboration with industry [image: image378.png]


Collaboration – know when it’s appropriate and when to take a harder stand with regulation [image: image379.png]


Don’t back away from safety [image: image380.png]


We are judged by 2 things: 
	[image: image381.png]



	How well we enforce regulations (basic compliance)
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	How well day-to-day operation is running
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Need to focus on day-to-day operation 
What would you define as success measures in 60-Days:
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	Substantive changes made in the way we do ATOS
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	Problems raised to Jane and Monty that wouldn’t have happened without real focus on day-to-day operation
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	Someone in industry mentions something about standardization – that it’s really happening!
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	3-4 specific things we can do in the next 6 months identified
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	Team comes together to raise and resolve issues at the national level… get the benefit of field experience without coming in


 

Expectations of Jane
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	Provide context for your guidance (why, measures of success, etc.)
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	Advance notice of up-coming meetings, etc.
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	Use the need to work together to identify trends up front to justify collaboration (talking points)
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	Understand the time it takes to make fundamental change


 

 

De-brief of Top Leadership Visit

Peggy:
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	What will keep the Administrator up at night is wondering if we "got it" -- She didn’t see a "rallying around" on the critical issues
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	Key things she said that we should all understand how serious she was:
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	"We are at war" – this is a very difficult situation for her … the other times she refers to war is about reducing delays… she takes this very personally
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	"Accountability" – every time I have heard her this week she has referred back to this… it is very important to her
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	"Failures" – Are there links between industry’s failures? What are they?
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	"Losing sleep" – she does lose sleep every night… she wants us to feel the same sense of responsibility
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Don’t let her "gentleness" give you the wrong impression… Don’t leave here thinking that she thinks AVR is doing OK… that’s NOT what she thinks… 
Nick:
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	We show her some dramatic and positive changes… that’s where we need to go tomorrow
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	We’ve done a good job of airing the need for expectations

	[image: image402.png]



	For those that are still unclear we can have one-on-one conversations… Within the next thirty days we will sit down with each of you… to give you feedback and fill in the gaps around expectations
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	Tomorrow – what are the "dramatic" and positive things we’re going to do?


Ava:
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	When we talk about "dramatic," we should put everything on the table… we should even ask, "Are we in the right job?"
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	We need to do this work today and tomorrow
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	I will be having one-on-one’s with all of you to pursue these things individually


 

 

Brainstorm List: General Information on Key Issues

Standardization:
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	Must be addressed at every level
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	Must start at the inspector level (background; skills; specific training; recentcy/currency; periodic demonstration of competency; continual education)
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	Need clear roles and responsibilities throughout the Agency, within LOB’s, and in AVR
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	Need clarity of guidance
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	Need to be clear on the reason behind the rules
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	Fix it!!
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	Need resources and process to keep handbooks current
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	Need an up-to-date appeals process
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	Culture and organizational structure don’t support standardization ("don’t lose face"; "don’t ask for help"; etc.)
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	Need single point of contact in HQ for enforcement issues
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	Qualification of first line supervisors has been inadequate
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	Ratio of first line supervisors to inspectors has been to great


 

Accountability
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	Accept full responsibility
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	No "finger pointing"
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	Get our own house in order
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	What does "accountability" look like?
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	Fully implement work done by the accountability team
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	Clarify expectations
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	Need measurement tools
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	There have to be consequences
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	Take message to the field
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	Use measurement tools already in place (PTRS, SPA’s, budget, etc.)
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	Link to personnel management
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	Involve union
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	Establish professional standards group for union members

	[image: image432.png]



	Tie PER’s to business plan
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	Do peer reviews prior to significant adverse action – or any other significant action


 

 

General Information on Key Issues (cont.)

 

Surveillance:
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	This is eating our lunch
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	It’s the key to resource solutions
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	What is each action looking for?
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	Process needs to build confidence
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	Need to define our fundamental expectation and process
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	"How do we know?" – we need good, solid, analyzed data
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	Are our people doing the right job in the right way?
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	People:
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	Are they properly trained and qualified?
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	Are the right people coming in?
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	Are we keeping them current?
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ATOS – this is OUR tool; balance between constructive collaboration and regulation [image: image446.png]


Consider on-going re-certification of carrier [image: image447.png]


Surveillance people should be separate from certificate managers [image: image448.png]


Surveillance should be done after training and methodology are in place that assure results [image: image449.png]


Define "adequate staffing" [image: image450.png]


What about surveillance of non-ATOS carriers? [image: image451.png]


Geographic inspectors: 
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	Physical location vs. need
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	What is their relationship to surveillance people?
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	Do we have processes in place to ensure they’re heard?
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	What about control and oversight?
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There is no quality assurance [image: image457.png]


How do we organize and structure ourselves to lead and supervise? [image: image458.png]


Data analysis – what is the product? Who does it? [image: image459.png]


Should augmented surveillance plans be an option to all ATOS offices? 
 

 

 

Communication

Why don’t we communicate?
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	We don’t want to ding "sacred cows"
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	"We’ll tough it out" culture
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	Telecon is of limited usefulness
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	1-way passing of information from HQ to Field
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	Limited time
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	Not a good time to air "dirty laundry"


[image: image466.png]


Need to clarify expected information [image: image467.png]


Need to set the right context, right people, etc. 
 

Modes for communication

	[image: image468.png]



	Telecon
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	Via Mike Daniel
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	One-to-one to Nick & Ava (email, phone)


 

Need "Special Forums"

	[image: image471.png]



	Targeted agenda/topic
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	Clarify what information will be expected
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	Right people
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	Right context/process (telecon, face-to-face, task-team, etc.)
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	Right timing
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	Initiated by HQ or Field Division Managers


 

Parking Lot

1. Quantify and tell the story about what is the impact of what drops off the plate ("un-met demand") 

2. Re-think office audit evaluations 

 

 

 

Key Messages
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	We got a face-to-face message from Jane, Monte, Tom, Peggy, Nick and AVA – and the message was clear
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	We have a problem and we’ve got to step up
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	We have to become a lot more accountable
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	We got real clear on what my job is… (review key expectations)
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	Now let me be real clear on what your job is … (review how expectations cascade down to the next level and so on)
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	I expect that if I pick up the phone you can tell me "X"
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	I am on the hook for this same thing

	[image: image484.png]



	This is what the "basic fundamentals" are…
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	These are the national programs we are responsible for implementing…
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	There is an implication of every point that came out of this meeting
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	This is not really anything new – what’s new is we’re going to DO this!
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	We will make sure they hear it AND GET IT!
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	We HAVE to succeed in these critical success certificates
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	We are all ON NOTICE
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	No more "surprises" – we’re going to go out and find the problems before they surprise us

	[image: image492.png]



	We’re going to hold ourselves to the same high standards we hold industry to


 

 

Close Out
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	Nick L. – Thank you all very much… I hope we’re clear on our roles and responsibilities… To the Administrator, accountability means heads need to roll… Our jobs are on the line… We are a capable group… there’s no reason why this group can’t do it… It’s about getting back to basics… This was a worthwhile session…. We’ll talk to you one-on-one

	[image: image494.png]



	Ken – I’d be more comfortable with a three-month look-back… We can’t expect to be given 6 months to change our behavior
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	Dave H. – I’d say we need to do this more often
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	John – Me too… You’ve got my attention!… we need to use this format more often
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	Lou – This was long overdue
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	Greg – If we’re going to stay focused, we need to do this once a month… the telecon is not effective for this kind of thing… Ava and Nick were here the entire time… that made a big point
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	Dave G. – I’m happy to have some "here and now" things to work on… I hope not at the expense of doing the longer-term reforms in order to get the tools needed to fix these problems
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	Tom – We need to do this more often… until Tom & Peggy say "you’ve really got it…" Over ten years ago someone explained the roles and responsibilities of a Division Manager… I hadn’t heard anything since then… this has been very valuable
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	Nick S. – I get it. I spend my waking moments thinking of how to do it better
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	Marion – This was my first Division Managers meeting… it’s been intense… I wondered what their expectations were – well now I know
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	Fred – I’m ready to roll my sleeves up and get focused
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	Brad – we need to sustain the sense of urgency we have right now… A staff person once told me, "After a bad accident, we’re told that all the resource restraints we had before the accident are ‘not a problem’"… that’s the way we should be operating all the time… When it comes to our priorities, we don’t have resource problems… it’s a problem of prioritizing the right things
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	Ava – you can expect that I expect that you understand what’s expected of you… you can pick up the phone and call me any time… and I’ll be picking up the phone to call you
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	Peggy – I have been a part of this organization for 5 years.. I have an abiding commitment… what I've seen is a renewal of that commitment from all of you


