MSO San Francisco Bay Utilization of Reserve Forces

Leadership

Overall Unit Mission Performance: Reservists are fully integrated into unit operations and are fully entrusted with the entire range of responsibilities assigned to active duty members.  Their critical contributions to unit performance are especially highlighted in the following examples. In 1999, an MSO reserve officer was key to the successful investigation and subsequent federal prosecution of the operator, master and chief engineer of the Panamanian tank ship COMMAND.  This precedent setting case, which garnered worldwide attention, included the first-ever high seas boarding of a vessel for spilling oil and led to fines totaling $9.4 million  and the banishment of the master and chief engineer from U.S. waters for two years. Our reservist was an integral member of the multi-agency team that followed the ship to Panama to conduct the investigation and was recognized with an Achievement Medal for his performance. 

In March 1999, the MSO responded aggressively to the near-sinking of the 479-foot bulk freighter HOLLANDIC CONFIDENCE.  The ship lost its forward hatch cover in a storm and began taking on water. Reservists held key positions in the Unified Command established to manage the response. This event attracted intense media coverage.  At one point, a reservist’s prompt response to a minor oil discharge from the vessel proved to be of major significance when the media highlighted this event as evidence of superb Coast Guard action.

Reserve and active duty serve side-by-side on our innovative Multi-Agency Strike Force Operation (MASFO) Teams, which also include representatives from six other DOT agencies. These teams conduct unannounced, random inspections of hazardous material containers, with over 2,800 containers inspected in 1999 (second only to Activities New York). Seven reservists were part of the MASFO team recognized with a Meritorious Team Commendation.

The MSO established the position of Reserve Command Advisor (RCA) in 1997. This senior reserve officer (currently O-5) provides high level oversight of reserve integration at the MSO. A key member of the chain-of-command, the RCA position is established by unit instruction and is interwoven throughout our SOP. Duties include regular meetings with the command staff, department heads, and drilling reservists; facilitating reserve personnel issues; mentoring reserve and active duty members; directing the annual reserve conference; and implementing reserve policies and projects, such as the PS/MST transition in 1999. The RCA is a highly visible role model for all unit members and represents the MSO at conferences, meetings, and other functions.

Professional Development: Professional development is guided by active duty reserve liaisons, assigned in writing by each department. This is a critical collateral duty assigned to senior active duty members.  Each of these liaisons oversees the reserve qualification program (identical to the active duty program), formal training, on-the-job training, and reserve augmentation. The RCA meets regularly with each liaison to review reserve issues and to reinforce the importance of their work.

In 1999, the MSO set a national standard for implementation of the reserve PS to MST transition. Fully 93% of the 43 affected reservists attained the rating of their choice. Reservists revised the unit’s PS qualification program to ensure effective training for those remaining in the PS rate. The RCA briefed active duty members on their training roles and on the importance of the PS rate to the unit’s readiness. As evidence of our success, the PS rating manager recognized the MSO’s program as one of the two best in the Coast Guard. The MSO also administers the successful Maritime Reserve Training Program (MARTP), with 11 cadets from California Maritime Academy. They drill at the MSO in a program recognized as one of the best in the Coast Guard.

Recognition: The MSO has an active recognition program for both active duty and reserve members. In addition to the awards noted above, 19 reservists (28% of eligible members) were recognized at our Reserve Conference, including a formal retirement, 2 Achievement Medals, 3 Letters of Commendation, 2 Armed Forces Reserve Medals, and 5 Reserve Good Conduct Awards.  In 1999, the MSO initiated a reserve employer recognition program modeled after DOD’s “My Boss is a Patriot” program. Reservists nominate their boss, and the MSO prepares and presents a formal Certificate of Appreciation at the place of business.  Six certificates have been awarded. One of our reserve LT’s was selected as the Northern California Navy League Reserve Junior Officer of the Year for 1999. In July 1999, a reserve officer was one of only three officers to receive the Department of Energy’s Superior Achievement Award for actions to ensure the safe shipment of Spent Nuclear Fuel through San Francisco Bay. 

Partnership

Communications:  The unit has established a Reserve Forces Command Master Chief (RFCMC) and four “Chief of the Drill” positions, and relies heavily on them to ensure open and effective communications in the chain of command. These positions complement the Command Senior Chief and the RCA. The Chiefs of the Drill pass information during drills and address integration issues. The RFCMC provides input to the command regarding policy, mentors junior personnel (active and reserve) and manages the reserve Enlisted Person of the Year program.

The MSO has achieved significant success in establishing strong lines of communication with its reservists. In a 1999 survey, fully 84% of our reservists agreed with the statement “Changes in unit policies are communicated to me in a timely manner.” By contrast, in 1997 only 40% of our reservists agreed with this statement — a 110% improvement in just two years, and strong evidence of the success of our efforts.

Identical Mission Objectives: Reserve integration is specifically noted in the unit mission statement and is a key component of our Business Plan. Under the goal of reducing the impacts/vulnerability of the port, we assign the responsibility for conducting Port Readiness Committee Meetings to the reserve officer who leads the Port Security Planning Team. Our Quality Team (recently awarded the Meritorious Team Commendation) is comprised of active and reserve members. They developed innovative “dashboard gauges” that provide a continuous snapshot of MSO performance. The MSO’s quality program was nationally recognized in both 1998 and 1999.  Reservists have direct responsibility for carrying out the MSO mission in high risk, high visibility situations. A reserve boarding team detected and enforced one of the MSO’s four Port State Control vessel detentions in 1999. In August 1999, two reserve officers acted as the Captain of the Port in the Marine Corps exercise Bay Sentinel. Reservists were critical members of our Y2K preparedness watches, filling key roles. In March 1999, a reserve team responded to the grounding of a fishing vessel and coordinated the actions of CG Group assets, California Fish and Game wardens, and the marine salvage contractor; 2 reservists were awarded the Achievement Medal for their actions on this case.

Command Decision-Making: The MSO has developed a model quality improvement cycle for its reserve program, with reservists providing direct input to the decision-making process. For each the past four years, the MSO has held a Reserve Conference Weekend to focus specifically on reserve issues such as training and career development.  Reservists are surveyed to determine areas for improvement (67% of assigned reservists took the 1999 survey) and the makeup of discussion groups and quality teams. In addition, the conference agenda features a CO briefing, high-level speakers, and highly focused training. Each conference results in an action plan that guides the reserve program for the year. Following are results from the 1999 survey, and how they compare with 1997: 

· “I clearly understand my roles and responsibilities at my unit” – 92% agreement, 10% improvement

· “My chain of command is clear to me” – 94% agreement, 12% improvement

· “My job contributes to the successful completion of my unit’s missions and responsibilities” – 92% agreement, 18% improvement

· “I am treated as an integral part of my unit” – 86% agreement, 30% improvement

· “My command understands the balance among civilian occupation, personal, and reserve duty obligations” – 96% agreement, 23% improvement

Non-Operational Events: The MSO’s Sea Partners program, performed mainly by reservists on ADSW-AC,  has been recognized as one of the most active in the nation.  In 1999, Sea Partners took part in 60 events, educating over 10,000 students, boaters, and marina operators about responsible environmental stewardship. In July 1999, a Sea Partners reservist traveled to summer camps in Alaska to teach about oil and garbage pollution. For the 1999 Coastal Cleanup Day, Sea Partners reservists organized clean-ups at a State Park, Coast Guard Island, and the City of Alameda, and represented the Coast Guard at a local museum. 

Administration

Efficiency and Effectiveness: Reserve Management is fully integrated into unit administration. DEERS and TRICARE enrollment are 100%. October 1999 SWE participation was 81%. In 1999, 8 reservists advanced, and 4 reservists attended “A” schools. 35 reservists (40%) are enrolled in the MGIB.  The unit submitted two nominees for the SRDC program. Two reservists were promoted to CWO. In 1999, 3 officers and 2 petty officers obtained MSO reserve billets after leaving active duty.

Logistics:  MSO reservists are issued the same safety equipment and participate in the same occupational health programs as their active duty counterparts.  In just 9 months of 1999, 380 berthing reservations were made for reservists. 90% of MSO reservists agreed that “my unit provides me with the equipment needed to do my job.” 

Conclusions

· The MSO could not meet its operational commitments without reservists.  

· MSO reservists are part of the command decision-making process and have identified with the MSO mission.

· The MSO’s reserve program is a model of continuous improvement.

· Through effective reserve integration, the MSO has earned national and international recognition for the United States Coast Guard.

