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Executive Summary

The mission of MSO Memphis is to protect the safety and security of the public, merchant mariners, and maritime industry; the ports, waterways, and the environment; and the economic vitality of the maritime transportation system by preventing, responding, and investigating marine incidents. Our primary aim is to prevent maritime transportation related incidents from occurring.  However when they do occur, we immediately respond to prevent them from getting worse.  Our goal is to reduce the maritime safety, security, environmental, and mobility risks.  This requires a focused emphasis on Readiness, Risk Management, and Results.

Our area of responsibility covers portions of five states in the Mid-South including Tennessee, Arkansas, Oklahoma, Missouri, and Mississippi.  This area contains 1,200 miles of inland rivers, and the three major population centers of Memphis, Little Rock, and Tulsa. More cargo tonnage passes through Memphis' zone on the Mississippi River than most major coastal ports, including New York City.  The principal products moving through the zone include: petroleum, chemicals, raw materials (sand/gravel/rock, ore, wood and woodchips, scrap metal, etc.), food and farm products (grain, vegetable oils, feed, etc.), and manufactured goods (iron, steel, cement, & paper).

Our customer base includes merchant mariners and marine employers, towing, passenger and recreational vessel operators, port and waterfront facility operators, shipyards, and the U.S. Army Corps of Engineers.   Our strategy map illustrates how we turn our capabilities into results for these customers through our risk management activities.  With a staff of 31 active duty members and civilian employees and 36 reserve members, we provide merchant licensing and documentation services, vessel and facility inspection services, port and waterway security services, waterway management and casualty response and investigative services, as well as contingency planning services.  Most importantly, we manage maritime risks through close coordination and cooperation with our maritime customers.

Critical to providing operational excellence to these customers is unit readiness.  We must have a sufficient number of people to perform our activities.  Our people must be trained and qualified to the established standards for each activity.  We must be supplied with properly operating and adequately maintained equipment.  Our infrastructure must be properly functioning and adequately maintained. Our information, intelligence, and knowledge management systems must provide us with policy, guidance, risk information, and intelligence that is appropriate, available, accurate, and up-to-date.  Finally, our support systems must be in place and functioning so as to satisfy our capability needs.

To meet our readiness requirements, we rely on several internal Coast Guard suppliers.  The Coast Guard Personnel Command supplies our resource – people.  Assignment of qualified and experienced personnel is of primary importance.  The Integrated Support Center St. Louis, Electronic Support Unit St. Louis, and Civil Engineering Unit Miami, provide personnel and maintenance support services to keep the unit running.  Timely response to our needs is most important.  Finally, the Eighth Coast Guard District provides policy, guidance, and resources to meet our demand for services.

As a government agency, we are responsible and accountable for achieving results. Maritime casualties continue to increase, especially vessel casualties.  The majority of these casualties include vessel groundings and equipment failures.  Continued efforts are needed to work with vessel operators to prevent future casualties.  Our performance during responses to marine casualties has dramatically improved through focused work in notification, response readiness, and withstander training.  Merchant mariners continue to express high satisfaction with our licensing and documentation services, and we are working to find ways to reduce the time it takes to process license applications and issue mariner credentials.  

Finally, our continued emphasis on readiness has improved our capability.  Staffing and qualification readiness have increased through creative use of Coast Guard Reserves and Auxiliary members.  The workplace environment is steadily improving, and we are well on our way to making MSO Memphis a great place to work!

Strategic Management System

The purpose of this section is to document and communicate the strategic management system used at MSO Memphis.  This instruction established basic expectations and specific approaches leading and managing all operations at MSO Memphis.
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This section systematically outlines how develop, organize, lead, and manage all aspects of operations at MSO Memphis.  Where appropriate, references are provided to Unit Instructions containing more detailed procedures for certain areas.  The strategic management system outlined in this instruction is based on the Commandant’s Criteria for Performance Excellence.  By definition, a system is a series of processes that are followed sequentially to achieve a desired result.  Each of the major components of this system has inputs, processes, outputs of results, and feedback loops.  Figure 1 illustrates the strategic management system.  The inputs include the learning of customers’ wants and needs.  Based on these wants and needs, senior leadership sets the direction and defines the unit priorities, mission, values, and products and services.  Next senior leaders decides the strategies for success, identifies performance metrics and sets objectives and goals for improvement.  With goals and measures in place, department heads lead the unit workforce and manage the processes that deliver products and services to our customers.  All of these systems produce internal results such as high-quality products and services and external results such as customer satisfaction and mission accomplishments.  Finally, these results provide built-in feedback to enable continuous improvement.

Annual Strategic Management Calendar

To ensure a “systems” approach to managing unit operations, the table below establishes the annual strategic management calendar for the unit.  The table outlines the major actions to be conducted, when they are conducted throughout the year, and references within this instruction for details on “how to” accomplish each actions.

	During the month of…
	the actions below are conducted…
	by the…
	using the “( How to”, guidance in section…

	October
	Review unit and validate mission and vision
	QMB
	Leadership

	October
	Review and update unit objectives and goals
	QMB
	Strategic Planning

	October
	Review and validate unit performance measures
	QMB
	Information and Analysis

	November
	Adjust staffing allocation to meet short-term goals
	Department heads
	Human Resource Management

	November
	Develop annual training plan
	Training Coordinator
	Human Resource Management

	December
	Process review and improvement
	Department Heads
	Process Management

	December
	Develop Quarterly Customer Satisfaction Report
	Department Heads
	Customer Focus

	December
	Develop Quarterly Qualification Readiness Report
	Training Coordinator
	Human Resource Management

	March
	Develop Quarterly Customer Satisfaction Report
	Department Heads
	Customer Focus

	March
	Develop Quarterly Qualification Readiness Report
	Training Coordinator
	Human Resource Management

	March
	Conduct mid-year workplace strength survey
	CO/XO
	Human Resource Management

	April
	Develop Mid-year Business Results Report
	QMB
	Business Results

	April
	Review and update unit objectives and goals
	QMB
	Strategic Planning

	May
	Adjust staffing allocation to meet short-term goals
	Department heads
	Human Resource Management

	June
	Develop Quarterly Customer Satisfaction Report
	Department Heads
	Customer Focus

	June
	Develop Quarterly Qualification Readiness Report
	Training Coordinator
	Human Resource Management

	September
	Conduct end of year workplace strength survey
	CO/XO
	Human Resource Management

	September
	Develop Annual Business Results Report
	QMB
	Business Results

	September
	Review and update customer requirements
	Department heads
	Customer Focus


PART I – UNIT LEADERSHIP

1.1  Customer Relationship Management Process

It is vital to the successful accomplishment of this unit’s mission that we clearly identify our customers and segment them by market, geography, or other category.  Further, it is also vital that we identify and continually review customer requirements and research potential future markets and customer needs.   This enclosure describes the customer relationship management processes used at MSO Memphis.

1.1.1  Customer Segments

Our customers are segmented into broad categories based on the type of products and services we provide.  This type of segmentation enables us to better understand the customer’s specific expectations and requirements of our products and services.  The broad customer segments are includes in the table below.

	Maritime Market
	Customers

	Mariners (licensing and course audit services)
	Licensed / documented merchant mariners

	
	Marine employers

	
	License preparation schools

	Vessels (safety, security, environmental protection services)
	Tank barge owners and operators

	
	Passenger vessel owners and operators

	
	Towboat owners and operators

	
	Freight barge owners and operators

	
	Recreational boaters

	Facilities (safety, security, environmental protection services)
	Waterfront facility owners and operators

	
	Non-regulated facility owner

	Government (safety, security, environmental protection services)
	Port operators

	
	Other government agencies

	
	Other law enforcement agencies


1.1.2  Methods to Identify Customer Needs and Requirements

Customer needs and requirements are identified by both formal and informal methods.  These include customer-focus workshops, daily interaction, industry meetings, and customer satisfaction surveys.  The table below lists the methods by which we learn about customer requirements.  

	Method
	Approach

	Formal


	Use District 8(qpc) workbook “Developing Customer Focus” to identify requirements. Verify requirements with a customer focus group meeting.

	
	Analyzing customer satisfaction surveys to learn about requirements and expectations.

	Informal
	Discuss requirements and expectations related to our product and services with customer during daily interaction.  Ask them “What can we do better to meet your needs?” 

	
	Gather information on customer needs through reading things like correspondence, industry trade journals, etc.


( 1.1.3  How to Document and Review Customer Requirements

Each department head is responsible for documenting and reviewing customer requirements for the produces and services in their respective departments.  Customer requirements are listed in the Unit Performance Factor’s Profile.  The table below lists the procedures to be used to conduct this review.  These procedures are detailed in the workbook titled “Developing Customer Focus”, which is published by the District Quality Performance Consultants.

	Step
	Action

	1
	Review the list of customers for your department.  

	2
	Identify and segment any new customers. Add you the customer list.

	3
	Review list of customer needs and requirements using data obtained from the formal and informal methods.  

	
	Is the list accurate and complete?

	
	If yes,
	If no,

	
	Go to Step 4.
	Revise the customer needs / requirements in Unit Performance Factors Profile as needed.  Go to step 4.

	4
	Review list of customer standards.  Add new standards based on mutual agreement between unit and customer.

	5
	Review department Customer Satisfaction measures against standards.  Adjust measures and measurement tool as needed.


( 1.1.4  How to Measure Customer Satisfaction

Measuring customer satisfaction is a central part of the unit’s Customer Relationship Management process.  Each department head is responsible for developing and updating customer satisfaction surveys and for reporting this information in the units Mid-year and Annual Business Results Reports.  

· Distribution of surveys:  Surveys will be distributed to customers after each completed “transaction” (e.g. issued MLD credential, issued Certificate of Inspection, completed casualty investigation).

· Analysis of survey results:  Department heads are responsible for analyzing the customer satisfaction survey results and publishing a quarterly report to the Executive Officer and Commanding Officer.  Department heads shall analyze areas of satisfaction to verify, “what is working” and areas of dissatisfaction to “what needs to be revised”.  The intent of the analysis is NOT to hide areas of customer dissatisfaction but rather to find ways to change operations so as to improve satisfaction.  

· Revision of survey contents:  Annually in October, as part of the Quality Management Board’s strategic planning process, the measures used to determine customer satisfaction will be reviewed and revised as necessary.  The intent behind the annual review is to ensure our measures are focused on the areas most important to our customers about our products and services. 

1.2  Organizational Leadership and Direction 

Senior leaders of this unit include the CO, XO, department heads, detachment supervisors, and the Command Enlisted Advisor.   The senior leadership of this unit is responsible for creating and sustaining values, setting organizational direction, carrying out the mission, ensuring learning, pursuing innovation, establishing performance expectations, and for focusing on the customer and the community at large.  This section discusses how senior leaders meet these responsibilities through the development of guiding documents.  In their simplest terms, guiding documents establish who we are (our mission) and where we want to go (our vision).  These documents establish what will not change and what will be open for change.  

1.2.1  Our Mission

Our mission defines who we are – our products, services, customers, markets, and our overall strengths.  Our mission is enduring, defines the character of our unit, and provides the glue that holds us together.   Our mission consists of two parts; our core values and our core purpose.

	MSO Memphis Mission

	Core Values
	Core Purpose

	Honor 

Absolute integrity is our standard. A Coast Guardsmen demonstrates honor in all things: never lying, cheating or stealing.  We do the right thing because it is the right thing - all the time

Respect 

We value the dignity and worth of people: whether a mariner, a citizen, or a fellow Coast Guardsman.

Devotion to duty 

Coast Guardsman is dedicated to the accomplishment of our missions. We are loyal and accountable to the public trust. We welcome responsibility.
	Mission

We stand “Always Ready” to protect the safety and security of the public, merchant mariners, and maritime industry, protect the ports and waterways environment, and protect the economic vitality of the marine transportation system throughout the western rivers and ports, by

Preventing 
marine casualties and transportation security incidents,

Responding 
to incidents to mitigate the impacts, and

Investigating 
these incidents to determine root causes.


1.2.2  Our Vision

Unlike our mission, which is enduring, our vision describes what will change, what we will be in the future, our envisioned future.  Our vision describes what we aspire to become, to achieve, to create – something that will require significant change and progress to attain.  Our vision consists of two parts:  a 10-30 year audacious goal plus a vivid description of what it will be like to achieve the goal.

	MSO Memphis Vision

	Big Audacious Goal

We will transform the unit into a model for customer service, an efficient steward of public resources, and an effective, results-oriented organization.

	Vivid Description
We will be a diverse team of active duty, reserve, civilian, and auxiliary Coast Guard people always ready to perform our mission.

The best up-and-coming people in the Coast Guard will want to work here.

Our customers will be delighted by our ability to anticipating their needs and continually improve our products and services to serve their needs.

Our stakeholders will reward us for our efficient stewardship of pubic resources, our effectiveness at reducing risks, and our success in achieving measurable results.

When we’re finished, the saying, 

“Hi, we’re from the Government and we’re here to help you” will have true meaning!


( 1.2.3  How to use the Unit Mission and Vision

· The unit mission and vision will be posted throughout the unit to serve as a reminder of the unit direction. (See Appendix 1)

· The unit mission and vision will be provided to new employees when they report aboard.

· The QMB will use the mission and vision as the starting point for annual strategic planning.

· Supervisors will use the unit mission and vision when setting performance expectations and when carrying out department activities.

1.2.4  Operating Missions

The unit operating missions and activities are discussed below.  A strategy map is used to illustrate the broad strategies and activities for accomplishing our goals; that is PREVENTING maritime incidents from occurring, and MINIMIZING THE CONSEQUENCES of maritime incidents when they do occur  (See Appendix 2).  The PREVENTION strategy is aimed at broad outcomes, or “critical success factors” across four sectors of the maritime industry; reducing vessel risks, reducing facility risks, reducing port and waterway risks, and reducing merchant mariner risks.  The MINIMIZE CONSEQUENCE strategy is intended to ensure our readiness to respond to incidents through adequate preparation and capabilities to immediately respond.  To implement the strategies, unit members conduct specific mission activities.  Finally, to ensure our readiness, we focus on specific internal readiness factors and support activities that support the mission activities.  These internal “critical success factors” are organized along the “facets of readiness” used in the Coast Guard’s Readiness Management System.  
Marine Inspection/Investigation.  MSO Memphis conducts initial, periodic, and special inspections of U. S. vessels, principally barges and small passenger vessels, and conducts investigations of marine casualties and acts of negligence, misconduct or incompetence of licensed or certificated merchant mariners.

Merchant Mariner Licensing and Documentation.  MSO Memphis oversees operations in the only Regional Exam Center (REC) between the Great Lakes and the Gulf of Mexico which provides services for licensing and documentation of merchant seamen.  REC personnel are also involved in course approval and oversight.

Port Safety.  MSO Memphis personnel inspect facilities, issue facility Letters of Adequacy and hot work permits, board barges, monitor and supervise cargo transfer operations, enforce all regulations for port safety and pollution prevention, investigate unusual incidents, and ensure the general safety of ports and waterways within the MSO zone.

Maritime Homeland Security.  MSO Memphis personnel prevent a transportation security incident by ensuring compliance with vessel and facility security requirements and by conducting patrols, boardings, and escorts of vessels, and by conducting facility security inspections.  Central to this mission is Area Maritime Security planning and exercising, which is conducted in coordination with the Area Maritime Security Committee.

Marine Environmental Protection.  MSO Memphis personnel respond to and investigate discharges of oil, hazardous substances, and refuse; and direct necessary cleanup efforts in accordance with the CG/EPA MOU and National Contingency Plan.

Waterways Management.  The MSO controls vessel traffic as necessary through COTP Orders and establishment of Safety and Security Zones as outlined in 33CFR.

Maritime Law Enforcement.  The MSO has general authority to conduct law enforcement activities as outlined in 14 U.S.C. 89 and 33 CFR 6.

Appendix 3 contains the Unit Performance Factors Profile, which summarizes our missions, workforce, customers, key outcomes, mission and support processes, critical success factors, suppliers, and strategic challenges.  This document is used during Commandant Performance Challenge (CPC) Assessments.
1.2.5  Our Geographic Boundaries

The MSO Memphis zone includes the state of Oklahoma, all of Arkansas (except 4 northern counties), 8 counties in Western Tennessee, 22 counties in Northwest Mississippi, and a small portion of Southeast Missouri.  Specific counties and geographical limits are described in detail in 33 CFR 3.40-60.

Navigable waters within the zone, for the purposes of enforcing the navigation and inspection laws, are defined by court decisions and by Eighth District administrative determinations.  The Eighth District legal office (dl) maintains a complete list.

Navigable waterways include:

a. Lower Mississippi River (LMR) (miles 507 - 882.7)

b. McClellan-Kerr Arkansas River Navigation System (ARR)

c. White River (all 255 miles to the head of commercial navigation at Newport, AR)

d. Wolf River (3 miles up from LMR)

e. Ouachita River (approximately 116 miles within AR)

f. Yazoo River (mile 146 at the south end of Leflore County, MS, to mile 159 at Greenwood, MS)

Port areas along include:  

	Lower Mississippi River Ports
	McClellan-Kerr Navigation System (Arkansas River)
	Ouachita River

	· Greenville, MS
	· Catoosa, OK
	· Camden, AR

	· Rosedale, MS
	· Muskogee, OK
	

	· Helena, AR
	· Fort Smith, AR
	

	· Memphis, TN
	· Little Rock, AR
	

	· Blytheville, AR
	· Pine Bluff, AR
	

	· Caruthersville, MO
	
	


The geographic service area for the Regional Exam Center (for purposes of course approvals) extends beyond the MSO Memphis zone and includes the geographic zones for MSO Pittsburgh, MSO Huntington, MSO Louisville, and that part of MSO Paducah assigned to MSD Nashville.
1.2.6  Command Responsibilities

Commanding Officer (CO). The CO is designated by the Commandant, and reports to the Commander, Eighth Coast Guard District(m).  The CO's authorities and responsibilities are discussed in CGREGS, Chap. 4.  The CO's principle responsibilities include:


· Ensuring the well-being of unit personnel;

· Maintaining good order and discipline in the unit;

· Ensuring the unit is at all times operationally ready to perform its missions;

· Ensuring the unit is operated economically and efficiently;

· Ensuring unit personnel are indoctrinated in the principles of safety and that an effective and continuing safety program is carried out; and

· Maintaining and improving the professional and specialized knowledge of unit personnel.

The Commanding Officer is also designated by the Commandant to perform the duties of:

· Captain of the Port (COTP). The COTP is responsible for the execution and administration of the Coast Guard's Port Safety and Security (PSS) and Marine Environmental Protection (MEP) missions and certain aspects of the Waterways Management program.  A discussion of the COTP's responsibilities is found in Marine Safety Manual (MSM), Vol. I, Chap. 3 and in CGREGS, Chap. 3.

· Officer in Charge, Marine Inspection (OCMI).  The OCMI is responsible for the execution and administration of the Coast Guard's Marine Inspection and Marine Licensing operating programs.  A discussion of the responsibilities of the OCMI is found in MSM, Vol. I, Chap. 3 and in CGREGS, Chap. 4. 

· Federal Maritime Security Coordinator
Executive Officer (XO). The XO is designated by the Commandant, and reports to the Commanding Officer.  The XO is responsible for assisting the CO in the execution of command duties and responsibilities and is accountable to the CO.  The XO assumes the CO's responsibilities and duties during the CO's official absence or incapacitation.  The XO's responsibilities and authorities are discussed in CGREGS, Chap. 6.  

· Supervises MSO Department Heads and the Marine Safety Detachment Supervisor;

· Manages administration, personnel and fiscal matters;

· Administers training programs; and

· Oversees the unit safety programs.

In the official absence or incapacitation of the CO, the Executive Officer is also designated by the Commandant to perform the duties of:

· Alternate Captain of the Port (ACOTP).

· Acting Officer in Charge, Marine Inspection (AOCMI).

Reserve Command Advisor.  The Reserve Command Advisor serves as an official liaison to the command on matters relating to the successful integration of the Reserves and Active Duty with respect to the Team CG concept.  The Reserve Command Advisor's position is subordinate to the XO and CO.

Department Heads.  

1.2.7  Delegation of Authority

The Commanding Officer is designated by the Commandant as Officer in Charge, Marine Inspection (OCMI) and as Captain of the Port (COTP).  The OCMI and COTP have broad authority as defined throughout Titles 33, 46, and 49 of the Code of Federal Regulations.  General responsibilities and delegations of authority are outlined in 33 CFR 1.01.

Per the National Contingency Plan and Memoranda of Understanding with EPA Regions IV, VI, and VII, MSO Memphis has authority as Federal On-Scene Coordinator (FOSC) for spills from a marine transportation related facility (MTRF) or a commercial vessel.  The EPA is the predesignated FOSC for all spills from other sources (including unknown sources).  For spills from other sources, the MSO's response is limited to actions as First Federal Official On-Scene until relieved by the predesignated FOSC.

1.2.8  Succession to Command

In the event of an official absence or incapacitation of the CO, the XO is designated by Commandant to carry out the duties of the Commanding Officer, COTP, and OCMI.  By Law, the XO is the Alternate COTP and Acting OCMI in the Commanding Officer's absence.  The XO succeeds the CO in the capacity of the Commanding Officer as prescribed in Coast Guard Regulations (Art. 5-2-7).

If both the CO and XO are absent or unable to fulfill their duties, the general duties of the Commanding Officer will be assumed by the next most senior commissioned officer or commissioned warrant officer assigned to the command.  In this case, the District Commander acts as the COTP (or will designate another officer under his command to act in that capacity), and will request that Commandant designate an officer as Acting OCMI.  Related references: 33 CFR 1.01-30, 33 CFR 3, COMDTINST M5000.3, COMDTINST M16000.6 (MSM Vol 1 Chap 3).

1.2.9  Command Relationships

Eighth District.  Within the Eighth District, the Chief, Marine Safety Division (m) supervises activities within the marine safety program and manages those programs for the District Commander.

Maintenance & Logistics Command (MLC), Atlantic.  MLC provides guidance and management support for administrative programs, including civilian personnel, safety & occupational health, financial management, medical programs, and legal services.

Integrated Support Command (ISC) St Louis.  ISC serves as the frontline or primary support organization to units within the northern half of the Eighth District on behalf of the MLC Atlantic Command in Portsmouth, VA.  ISC St. Louis provides similar functions as the MLC in light industrial, facilities maintenance, personal and financial services logistics, and health & safety issues.

Group Lower Mississippi River (GLMR).  The MSO Memphis zone is entirely within the boundaries of Group LMR's area of operation.  The Group provides a 24-hour live watch for incoming calls (telephone and VHF-FM radio), and functions as SAR Mission Coordinator (SMC) for search and rescue.  In large-scale operations, such as disaster response or maritime defense, Group and the MSO work to properly incorporate all Coast Guard resources to ensure mission attainment.

Other Coast Guard Units in Memphis.  The CO, MSO Memphis is the Senior Officer Present, Ashore (SOPA) for the U.S. Coast Guard in the Memphis, TN, area.  Other local units include Group Lower Mississippi River, USCGC KANKAKEE, Electronic Support Detachment, and the Memphis Recruiting Office.

CG Auxiliary.  With the exception of Law Enforcement duties, the CG Auxiliary is authorized to support all MSO missions.  Examples of support include conducting fleet surveys, patrols for pollution detection, marine event support, office support, etc.  Orders for Auxiliary resources are obtained through DIRAUX Western Region and Southern Region.

Naval Support Activity (NSA) Mid-South.  The Navy's Bureau of Personnel (BUPERS) Assistant Chief (a U.S. Navy Rear Admiral) is the Senior Officer Present Ashore (SOPA) for all military personnel in the greater Memphis, TN, area.  The Commanding Officer of NSA chairs the Memphis Area Armed Forces Disciplinary Control Board, of which the CO, MSO Memphis is a member.

Army Corps of Engineers (ACOE).  MSO Memphis' zone spans parts of four U.S. Army Corps of Engineers (USACOE) districts: Memphis, Vicksburg, Little Rock, and Tulsa.  Both the Coast Guard COTP and USACE have authority to "regulate" navigation, although the Corps' authority is limited to situations where no other agency has specific regulatory authority.  The Corps regulations for the Lower Mississippi and the McClellan-Kerr Navigation System are published in 33 CFR 207.

a.
The USACOE and MSO work together extensively during high and low water operations and other emergency response situations (e.g., vessel casualties and major spills). 

b.
The USACOE has specialized equipment to evaluate channel conditions and locate sunken objects. 

c.
USACOE personnel man the locks and dams on the McClellan-Kerr Navigation System.  As such, they are a valuable source of information and assistance in this area.  

d.
The MSO inspects Corps dredges under an interagency MOU.

The MSO reviews and comments on permit applications that the USACOE handles.

Environmental Protection Agency (EPA).  The MSO Memphis zone spans parts of EPA regions IV, VI, and VII.  See paragraph 1.D.2. for response authority information.

Federal Emergency Management Agency (FEMA).  FEMA is the lead coordinating agency in federal disaster response as outlined in the Stafford Act (P.L. 93-288, 44 USC 205.10).  In the case of a Presidential declaration of a natural disaster, FEMA coordinates the efforts of all federal forces and resources.  MSO Memphis may assist, but does not chop operational control of any resources.

General Services Administration (GSA).  GSA manages the lease for the MSO spaces and provides government vehicles for the MSO, MSD, and DDO.  GSA may also provide logistics support during a major response operation.  Recent revisions to the Federal Response Plan (FRP) have resulted in the Coast Guard Co-chair the Emergency Support Function 10 (ESF-10) with the EPA.

State/Local Agencies.  MSO Memphis works regularly with state boating safety agencies, state and local law enforcement organizations, fire departments, port commissions, and emergency management agencies.
Industry. Coast Guard regulatory activities are intended to facilitate safe marine transportation.  Concerns for safety, security, and environmental protection are carefully balanced against economic costs.  MSO Memphis personnel work daily with marine industry representatives.  Coordination at management levels is accomplished partly through organized groups, such as the Lower Mississippi River Committee (LOMRC) under the umbrella of the River Industry Executive Task Force (RIETF).  The former is attended by the MSO CO and the latter by the District Commander.  For the McClellan-Kerr Navigation System, the Arkansas/Oklahoma Port Operators Association (AOPOA) represents the interests of industry.
1.3  Strategic Planning

It is necessary for the senior leaders of this unit to have a clear and broadly shared understanding of how the unit and the maritime industry may be different in the future.  The senior leaders must recognize the unit’s strengths and weaknesses and must be continually looking for future opportunities and potential threats.  Finally, senior leaders must strategic thinkers fully skilled and capable of developing strategies, objectives, and goals.  This enclosure describes the strategic planning processes used at MSO Memphis.

1.3.1  Strategic Planning Process

The strategic planning process deployed at this unit includes three simple steps that are considered appropriate for a unit of our size.  The strategic planning process results in a unit business plan that guides and directs unit activity for the fiscal year.  First an assessment is conducted, then existing strategies revised, and objectives and goals updated.  Each step is described in more detail below.

( 1.3.2  How to Develop a Business Plan 

	Step
	Action
	Month

	1
	Conduct an Assessment
	October

	2
	Determine Priorities 
	October

	3
	Develop Strategies
	October

	4
	Develop Unit Objectives and Goals
	October, April


The entire process begins each at the beginning of October with an Assessment and ends in October with the establishment of revised long-term objectives and short-term goals.  Short-term goals are revised, as necessary, in April of each year.   Each step in the action table is further described below. 

Step 1.  Conduct an Assessment

The purpose of an assessment is to determine what is working (strength) and what is not (weakness) within the unit relative to our mission and vision (see Organizational Leadership section).  The assessment also looks outside of the unit for ways to improve what’s not working (opportunities) and to look for obstacles that may get in our way (threats).  

Each October, the Quality Management Board will meet to review the existing unit assessment and make updates as necessary.  Department heads shall prepare for this assessment by examining operations within their respective departments, within their maritime markets, and by regular discussions with their customers.

SWOT Analysis.  The QMB will conduct a SWOT analysis to assess the unit’s position in accomplishing our objectives and goals.  The QMB will brainstorm strengths, weaknesses, opportunities and threats involved with our operations.  Appendix 4 contains the most recent SWOT analysis.  The diagram below will be used to record the results of the SWOT analysis. 

	SWOT ANALYSIS

	Internal to the Unit
	External to the Unit

	STRENGTHS:

The characteristics of the unit that contribute to the success of our mission.

· 
	OPPORTUNITIES:

Areas outside the unit that can be used to help improve mission performance.

· 

	WEAKNESSES:

The areas within the unit that most need to be improve.

· 
	THREATS:

Outside forces that threaten our ability to accomplish our mission.

· 


Step 2. Determine Priorities

The assessment in step 1 provides the information necessary to determine unit priorities for what we do and where we allocate our resources (people and money).  The purpose of developing priorities is to focus everyone on a core-operating concept and to help in decision making.  Unit priorities will be established by the Commanding Officer based on a dialog with the Quality Management Board involving four questions:

1. What can we be the best I the world at doing?

2. What drives our results?

3. What do we have a passion for doing?

4. What should we STOP doing?

Step 3. Strategy Development

Strategy development is part science, part art and is perhaps the most difficult of the overall planning process.  An effective strategy described “how” an organization would approach performance improvements.  A strategy builds on information from the assessment above and describes how the unit will build on internal strengths and/or seize external opportunities in order to overcome weaknesses and defend against threats.  When developing strategies, it is helpful to:

· Take pertinent customer, employee, and other stakeholder input into account

· Use information from the assessment

· Group input into four or five broad categories

· Look for general themes that can be developed into statements of desired end state(s).

The Quality Management Board shall review and revise the unit’s existing strategies taking into consideration the results of the SWOT analysis.  The Commanding Officer will review and approve the strategies and unit assessment as an assembled unit Business Plan. Appendix 5 contains the current unit strategies. 

Step 4. Development of Objectives and Goals

While the strategies describe “how” we will improve, objectives and goals describe “what” we want to accomplish.  Objectives are considered broad in scope in longer term (3-4 years).  Goals are specific, measurable, achievable, results-oriented, and stated with a specific time frame for accomplishing the desired outcome, usually 6-months.

The Quality Management Board will review past performance and review existing strategies, objectives, and goals and make necessary adjustments to objectives and goals.   In April, the Quality Management Board will focus on the short-term goals and make necessary adjustments for the next 6-months.  A unit memo will be distributed containing the updated list of unit objective and goals.  

1.3.3  Action Plans

Each department head is responsible for developing implementation plans that relate to the unit objectives and goals.  The Executive Officer shall be responsible for reviewing and approving the action plans.

Action plans detail the specific things that need to be accomplished to meet unit short-term goals.  The action plans will also be the basis for submission of unit budget requests and development of end-of-year funding fallout lists.  They should include:

· What will be done.

· Who is accountable.

· When the action must be completed.

· What resources are needed. 

1.4  Information and Analysis

Operational excellence can only be determined through a set of carefully developed measures linked to our objectives, goals, strategies and overall mission.  Our measures must be a balance of measures that focus on the past, present, and future and that relate to the needs of our customers and employees.  Moreover, our measures must clearly communicate to our entire workforce both our performance successes as well as our areas for improvement.   As an organization, we must make decisions using data.  This enclosure describes how performance information is measured and analyzed at MSO Memphis.

1.4.1  Performance Measures

Performance measures used by this unit are grouped into three distinct perspectives that that enable us to monitor performance and make necessary changes to ensure continued progress toward our goals.  Taken together, these measures help us determine our overall organizational effectiveness.  Broad measurement categories include:

	Perspective
	Category
	Measures

	Internal Learning and Growth
	Supplier Performance
	· Staffing Readiness

· Qualification Readiness

· Infrastructure Readiness

	
	Human Resource
	· Workplace Strength

	Internal Process
	Product / Service performance
	· Response Performance

· Merchant Licensing and Documentation (MLD) Performance

	Customer
	Mission performance
	· Maritime Risks

	
	Customer satisfaction
	· Customer Satisfaction with;

· MLD services

· Inspection services

· Investigation services

· Casualty response 


1.4.2  Management of Data

Unit data management responsibilities are outlined in the Unit Measurement Plan, which is found in Appendix 6.  This plan contains the following information:

· Unit goal

· Data needs for each measure

· What the data will tell us

· Data owner

· Frequency of data collection

· Frequency of data reporting

( 1.4.3  How Performance Measures are Reviewed and Validated

The QMB will review the unit performance measures annually to ensure we are measuring the right things with the right data to drive the right performance improvements.  The following steps will be followed to review and validate unit performance measures.

	Step
	Action

	1
	Review the customer requirements for unit product and services.

	2
	Review the unit objectives and goals.

	3
	Review the unit measurement plan in Appendix 6.

	4
	Compare measures to the unit goals and customer requirements. Are the measures aligned with the unit goals and customer requirements?

	
	If yes,
	If no,

	
	Go to step 5.
	Recommend revised measures. 

Go to step 5.

	5
	Review data for each goal.  Is the data available and currently being collected?

	
	If yes,
	If no,

	
	Go to step 6.
	Develop action plan to begin gathering necessary data.  Plan must include:

· Data needed

· Data source

· Data owner

· Frequency of collection

· Frequency of reporting

	6
	Update unit measurement plan and distribute to QMB.  Place copy of new measurement plan in Appendix 6 of this instruction.


PART II – UNIT MANAGEMENT AND ORGANIZATION

2.1  Unit Organization 

Marine Safety Office (MSO) Memphis has many statutory responsibilities including Ports & Waterways Management, Marine Inspections and Investigations and Pollution Response and the licensing of mariners.  It is one of 17 MSOs with a Regional Exam Center (REC).  It also has a Marine Safety Team (MST) in Fort Smith, Arkansas, and a Marine Safety Detachment (MSD) in Greenville, Mississippi.  MSO Memphis' Area of Responsibility (AOR) spans all or parts of five states, over 1200 miles of navigable waterways, and includes 3 major commercial ports and 20 smaller ports.  

2.1.1  General Organization

[image: image4.jpg]


The MSO is organized into functional departments with mission responsibilities apportioned to the department level.  Fig. 2 shows the unit organization. 

The Unit’s Personnel Allowance List (PAL) and our Reserve Personnel Allowance List (RPAL) are contained in Appendix 7.  

2.1.2  Department Responsibilities 

Department Heads are responsible for managing all program and field activities for the command; complying with applicable instructions and regulations, and ensuring the professional development of personnel assigned to their department.  MSO Memphis' organizational structure consists of the following departments:
Chief, Future Operations Planning (CFOP) Department: The mission of the Future Operations Planning Department is to assist the Commanding Officer with developing mission and support strategies and to ensure that the unit’s short-term and long-term capability needs (people, equipment, infrastructure, information, and support systems) are available.  In carrying out this mission, the department is responsible for:
a. 
b. 
c. 
d. 
a. Conducting vulnerability assessment of all Maritime Transportation System assets within unit’s area of responsibility to identify critical safety, security, environmental, and economic risks.  
b. Conducting analysis of marine casualties to identify risks and trends.
c. Drafting mission-oriented business strategies to reduce maritime safety, securities, environmental, and economic risks and prevent marine casualties.
d. Developing and maintain plans to ensure unit preparedness to respond to contingencies including; Terrorism response, Continuity of operations, Severe weather including floods, earthquakes. Port, facility and vessel fires 
e. Planning, coordinating, and evaluating drills and exercises related to contingency plans to ensure readiness, develop lessons learned, and improve those plans.
f. Conducting internal assessments of unit readiness (people, training, equipment, infrastructure, information, and support system) and workplace climate to identify critical gaps and areas for improvement.  
g. Drafting internal-oriented support strategies to improve readiness and workplace climate.
h. Drafting Unit Incident Action Plans for the Commanding Officer to use in directing and allocating unit resources for current operations.
i. Scheduling and training reserves and available Coast Guard Auxiliary to support unit augmentation needs and mobilization requirements.
e. 
f. 
g. 
h. 
i. 
j. 
k. 
Chief, Current Operations - Marine Safety/Security Department: The mission of the Current Operations – Marine Safety/Security Department is enforce U.S. laws and Federal Shipping, Navigation, and Transportation regulations to reduce safety, security, environmental, and economic risks within the U.S. Marine Transportation System.  In carrying out this mission, the department is responsible for:

a. Inspecting certain vessels for certification and compliance with U.S. laws, regulations, and Coast Guard policies concerning structure, equipment, manning, and general seaworthiness for the service and route intended.
b. Boarding high consequence vessels to ensure the safety and security of the Marine Transportation System.
c. Inspecting waterfront facilities and fleeting areas to assess security risks and ensure compliance with regulations.
d. Monitoring cargo transfer operations for bulk dangerous cargoes and cargoes of particular hazard to ensure safety, security, and environmental protection. 
e. Establishing and enforcing safety and security zones and Regulated Navigation Areas to protect the public and environment and security zones to preserve national security by preventing harm to a vessel or facility as necessary.  This also includes drafting regulatory documents for establishing safety/security zones and regulated navigation areas.  
f. Conducting water, shore side, and aerial patrols to detect, deterrence and prevent and respond to safety, security, and environmental risks.
g. Tracking vessel movements as needed for port and vessel safety, security, and environmental protection.
h. Drafting notifications (Broadcast Notice to Mariners) involving all port and waterways management situations including high and low water operations, planned waterways closures and restrictions, and in response to emergency marine casualties responses
i. Directing responses to marine casualties and oil spills or hazardous material release from commercial vessels or waterfront facilities to minimize consequences.  

j. Investigating marine casualties to identify the root cause and violations of shipping, navigation, and transportation regulations  
k. Investigating reported violations of shipping, navigation, and transportation regulations  
l. Investigating reports of negligence, misconduct, incompetence, or violation of shipping, navigation, and transportation regulations by licensed, documented, or certificated mariners.  
m. Issuing enforcement actions including civil penalties and suspension and revocation proceedings against license mariners in response to findings from investigations.
n. 
o. 
p. 
q. 
r. 
s. 
t. 
u. 
v. 
w. 
x. 
y. 
Chief, Current Operations - Regional Examination Center:  The mission of the Current Operations – Regional Examination Center is to issue merchant mariner credentials to ensure the safety, security and environmental protection of the Marine Transportation System.  In carrying out this mission, the department is responsible for:
a. Reviewing and evaluating applications for original license or merchant mariner's document (MMD); extension of route, raise in grade or renewal, certificate of registry, and Certificates related to the international Standards for Training, Certification, and Watchkeeping (STWC).

b. Evaluating the eligibility and professional qualifications of applicants.

c.
Administering and scoring examinations for applicants.

d.
Issuing and endorsing licenses, MMDs, certificates of registry, and STCW Certificates to successful applicants.

e.
Collecting fees for applications, testing, and issuance of licenses and documents.

f. Conducting audits on license preparation courses.
g. 
Providing advise to the OCMI on vessel manning issues.


Marine Safety Detachment (MSD), Greenville:  Responsible for marine inspections, investigations, facility inspections and response operations in the southern part of the MSO zone.  Provide primary pollution response coverage for Lower Mississippi River miles 507-600 and the Yazoo River.  Provide primary inspection and investigation coverage for Lower Mississippi River miles 507-660, Arkansas River miles 0-66, the Ouachita and Yazoo Rivers.

Marine Safety Team (MST), Fort Smith:  Responsible for marine inspections, investigations, facility inspections, port safety and security, and emergency response operations in Western Arkansas and all of Oklahoma.  Area of operations include: the Arkansas River from the I-430 bridge in Little Rock to and including the Port of Catoosa in Oklahoma, the Red and Ouachita Rivers, and all other navigable waters in Western Arkansas and Oklahoma.
2.1.3  Watch Organization

Watch organization is contained in unit instruction MSOMEMPHIS M3120 Series.
2.1.4  Boards, Committees, and Councils

The following boards, committees, and councils are established to carryout specific unit functions.

Boat Crew Examining Board.  This board is comprised of the Chief, Port Safety and Security Department, the Assistant Chief, Port Operations Department, the First Class Boatswain Mate, and the Warrant (BOSN).  The Boat Crew Examining Board is responsible for the operational evaluation of candidates for qualification as Boat Coxswain, Boat Engineer, and Boat Crewman.  In addition, they provide subsequent recommendation to the CO for issuance of letters of designation.

Human Relations Council.  This advisory body serves as an active vehicle through which the CO is kept informed of civil rights matters within the command.  The Council supports the chain-of-command by assessing problem areas and identifying potential areas of tension.  Members provide a forum for the surfacing and frank discussion of real and perceived civil rights problems or practices that cut across departmental lines.

Local Examining Board.  Designated by the CO, or jointly by the CO and the Group Commander to serve both commands, to monitor Servicewide and Warrant Officer Examinations in accordance with the Personnel Manual (COMDTINST M1000.6) Art. 5-D-16 and 1-D-9.  Examining Boards are responsible for receipt, administration and disposition of examinations.

Morale Committee.  The ultimate goal is to improve the workplace atmosphere, unit morale, and enhance mission performance.  The Commanding Officer is the primary administrator of the Morale, Welfare & Recreation (MWR) program and has final approval/disapproval authority over all MWR matters within the unit.  The Morale Committee is appointed in writing by the Commanding Officer and serves as the CO's advisors on MWR issues.  The Morale Committee shall consist of no less than three members and represent each department.  Non-voting members are appointed at the discretion of the Commanding Officer as at-large members, or to represent the interests of the civilian employees, reservists, and spouses of active duty members.  The names of the Morale Committee members will be posted on the Morale Bulletin Board for easy reference.  The Ombudsman is a non-voting member on the Morale Committee.  While MWR funding is not provided for reservists, auxiliarists, civilian employees, and spouses, whenever feasible, MWR activities will include all members of Team Coast Guard.

The responsibilities of the Command, Morale Committee, and designated members are as follows:

The Command will:

· budget appropriated funds which are authorized to support the MWR program;

· ensure that corrective action is taken on recommendations made by audit boards, advisory boards, and higher authorities which are in the best interest of the Coast Guard;

· ensure that the morale fund is properly administered and safeguarded; and

approve all Morale Committee activities.

The Morale Committee will:

· be chaired by a member appointed by the Commanding Officer;

· meet on the first Tuesday of each month at 0900.  All-hands are encouraged to attend;

· plan and carry out MWR functions and activities;

· be guided by reference (a) in the performance of their duties;

· originate and coordinate MWR activities that contribute to the physical and mental well-being of Team Coast Guard members.

The MWR Officer will:

· provide Command oversight of the MWR program;

· maintain the morale bulletin board with current MWR-related information;

· serve as Custodian of the Unit Morale Fund;

· coordinate joint morale activities with Group Lower Mississippi River (GRU LMR), CG Recruiting Office Memphis, and CG personnel attached to Memphis MEPS Center, as well as the unit's Auxiliary Liaison, whenever practical;

· post the minutes of the Morale Committee on the morale bulletin board once approved by the CO via the XO; and

· prepare and submit all reports required below:

· Meeting Minutes - due to CO via XO within 2 working days.

· Quarterly:  Morale Fund Financial Statement (CG-2985) with Morale Fund Transaction Account Sheet attached (CG-4517).  Submitted to ISC St. Louis within 10 days of the end of the MWR quarter.  MWR quarters end on 30 April, 31 July, 31 October, and 31 January.

· Semiannual:  Audit of morale funds and activities as per Chap 8 of reference (a), will be submitted to ISC NLT 15 June and 15 December.

· Annually:  MWR Budget shall be submitted to ISC St. Louis NLT 10 November via the Chain of Command.

· Inventory of MWR equipment (CG-5017) as per Chap 8 of reference (a), shall be conducted in conjunction with the 15 June audit.

· Every 3 years: MWR User Survey shall be submitted to the CO as per Chap 8 of reference (a).

MISHAP Board.  A one-member board, responsible for initiating immediate investigative steps and reporting requirements for MISHAPS as outlined in COMDTINST M5100.29, and for maintaining the unit MISHAP file.

Officer Recruitment Interview Board.  Interviews candidates for OCS or other officer recruitment programs, as outlined in the Personnel Manual (1-B-15), and provides appraisal reports.  Members of the board are not designated in advance, however, the board will consist of three commissioned officers, with the senior member holding the rank of LCDR or above.

Safety Board.  The Safety Board is comprised of the Safety Officer, the Safety & Occupational Health Coordinator, all MSO Department Heads and the Safety Petty Officer.  The Supervisors for MSD Greenville and MST Fort Smith are also members in absentia.  The Board is responsible for:

Identifying workplace hazards and developing safe work procedures for such hazards;

Identifying training requirements for safety & occupational health;

Integrating safety into the command's daily routine; and

Evaluating the effectiveness of the unit's SOH program and making recommendations to the Commanding Officer to ensure a safe work environment.

Training Board.  The MSO Memphis Training Board is comprised of the Training Officer, Training Coordinator, all MSO Department Heads, and the senior Port Ops Petty Officer; the Supervisors for MSD Greenville and MST Fort Smith are also members in absentia.  MSM Vol. I-7.B.6. describes general duties for the Training Board.  The Training Board is responsible for:

· Identifying the command's training needs and requirements;

· Maintaining and administering the unit's Training and Qualification program;

· Forecasting and planning for the loss of experienced personnel due to transfers/separations;

· Developing the Annual FY Training Plan for resident training;

· Integrating training into the command's daily routine; and

· Interviewing and evaluating personnel who have completed qualification requirements, and making recommendations to the CO for issuance of designation letters.

1. Quality Management Board.  Marine Safety Office Memphis Quality Management Board (QMB) is established to assure effective and efficient use of assigned resources.  In carrying out its responsibilities, the QMB shall be guided by the management criteria contained in the Commandant’s Quality Award Criteria (annual series) and the Malcolm Baldrige National Quality Award criteria (annual series).  The intent of using these criteria, however, is to achieve a better running organization, not win an award.  By focusing on these criteria, we can achieve real results including more satisfied customers, happier employees, and measurable reductions in safety, security, environmental, and mobility risks in the maritime environment.

a.  The QMB shall be responsible for:

· Developing, communicating, and deploying unit goals and performance expectations

· Focusing senior leadership on our customers and their requirements

· Ensuring an environment of continuous learning and innovation

· Systematically reviewing unit performance against goals and other comparable units, and

· Identify priorities for improvement and resource allocation.

b. The QMB membership shall include of the following positions:

· Commanding Officer (chairman)

· Executive Officer

· Chief, Regional Examination Center

· Chief, Marine Safety Operations Department

· Supervisor, Marine Safety Detachment, Greenville

· Supervisor, Marine Safety Team, Fort Smith

· Command Enlisted Advisor

c. The QMB shall meet on the second and fourth Thursday of each month and shall use the Strategic Management Calendar at the beginning of this instruction to guide their actions.

2.2  Process Management

Every product and service we provide at MSO Memphis is driven by a customer demand, even if that demand is mandated by regulations.  As such, it is critically important that our key mission and support processes be clearly identified and linked to requirements important to our customers.  Our key processes must be carefully managed to ensure that we are accomplishing our mission outcomes and delighting our customers.  Continuous improvement of our processes must be forefront in our minds.   This enclosure describes how mission and support processes are managed at MSO Memphis.

2.2.1  Key Mission Processes

The key processes listed in the table below are the primary mission activities performed by the unit.  For the purposes of this section the term “process” and “activity” are synonymous.  The department heads assigned responsibility for managing these processes shall ensure that performance measures and standards are developed for each process.  Flow charts for each of the processes below are contained in Appendix 9.

	Mission Process
	Department Responsible
	Customer-focused Performance Measure

	Inspect Vessels
	Marine Safety and Security Operations
	On-time delivery

Professionalism

Consistency

	Inspect Facilities
	
	

	Monitor Cargo Transfers
	
	

	Establish and Enforce Limited Access Areas
	
	

	Conduct Patrols and Escorts
	
	

	Collect, coordinate, and disseminate intelligence
	
	

	Track Vessel Movements
	
	

	Issue Merchant Mariner Licenses and Documents
	Regional Exam Center
	On-time delivery

Professionalism

Consistency

	Audit License Preparation Courses
	
	

	Contingency Planning
	Future Operations Planning
	Professionalism

Consistency

	Contingency Exercising
	
	

	Prepare for Mobilization
	
	

	Casualty Response and Investigation
	Marine Safety and Security Operations
	Professionalism

Consistency

	Personnel Action Investigations
	
	

	Processing Civil / Criminal Penalties
	
	


2.2.2  Key Support Processes

The key support processes performed by the unit are listed below.  For the purposes of this section the term “process” and “activity” are synonymous.  The Administration Department is assigned responsibility for managing these processes shall ensure that performance measures and standards are developed for each process.  Details of these support processes are discussed below.  Support processes associated with Personnel Administration are contained below in the Human Resource Management section of this instruction.  Flow charts for each of the processes below are contained in Appendix 9.

	Support Process
	Department Responsible
	Customer-focused Performance Measure

	Office Administration 

· Correspondence

· MISHAP Reporting

· Leave / Liberty
	Administration Department
	

	Financial Management

· Procurement

· Travel Claim Processing
	
	

	Facility and Equipment Maintenance
	
	

	Personnel Administration

· Training

· Personnel Evaluations 

· Medical
	
	


2.2.3  Daily Routine

Normal office hours are 0730 to 1600 Monday through Friday.  However, the XO via the Department Heads may approve flex hours on an individual basis between the hours of 0700 to 1730.  Each member shall put in eight hours of work per day not including the standard half-hour lunch break.
2.2.4  Correspondence 

Incoming.  Incoming correspondence will be handled using the following procedures. All incoming correspondence must be processed using the MSO Memphis Customer Contact Standards shown in table 8-1 below.

Official U.S. Mail will be picked up between 1030-1130 daily by the command secretary who, as primary mail orderly, will sort, date stamp, and route the mail.  If the Secretary is unavailable, the Unit YN, acting as secondary, will see to it that the mail is collected and distributed in accordance with the timeframes outlined above.  

FedEx and Certified Return Receipt Requested must be given to the command secretary to be date stamped and logged.  The command secretary will keep the Key to the Postal Machine at all times.  The unit YN will act as the secondary contact person.  REC personnel that conduct mail handling will coordinate with the command secretary to ensure they fulfill their responsibilities for mail handling in the REC.  

Packages and shipments of supplies or materials shall be delivered immediately to the Supply Petty Officer for examination, receipt, and distribution.  

Faxes will be monitored hourly by the command secretary and the Admin department.  The faxes will then be given to the intended members.

Email from external customers will be routed through the command secretary if it requires action.

Table 8-1: Customer Contact Standards for Correspondence and Marine Safety Operations

	Department
	Customer Contact
	Responsiveness Standard

	All
	Customer inquiry – written 
	Written response shall be mailed to customer within 5 business days of inquiry receipt.

	
	Customer inquiry – telephone 
	Telephone calls shall be returned by the close of the following business day.

	
	Customer inquiry – walk-in
	Immediate assistance shall be given to walk-ins before answering the phone.  Let answering system receive telephone calls.

	Marine Safety Ops
	Vessel inspections
	Certificate of Inspection shall be mailed to customer within 7 business days after completing the inspection.

	
	Casualty Investigation
	Investigations shall be completed and the case processed within 15 business days.

	
	Violation Case
	Ticket – shall be issued to involved party within 5 days of the incident.

Civil Penalty – violation case shall be processed within 5 business days of completing the casualty investigation.

	
	Personnel Actions
	Mariners shall be charged within 5 business days of completing the casualty investigation.


Table 8-1: Customer Contact Standards for REC Operations (cont)
	Department
	Customer Contact
	Responsiveness Standard

	Regional Exam Center


	Merchant Mariner License

Application
	Original Issue
	License shall be issued within 4 weeks of application.

	
	
	Renewal
	License shall be issued within 3 weeks of application.

	
	
	Raise of Grade
	License shall be issued within 4 weeks of application.

	
	
	Endorsement
	License shall be issued within 2 weeks of application.

	
	Merchant Mariner Document Application
	Original 


	Documents shall be issued within 4 weeks of application.

	
	
	Renewal
	Document shall be issued within 3 weeks of application.

	
	STCW Certificate

Application
	Original
	Certificate shall be issued within 4 weeks of application.

	
	
	Renewal
	Certificate shall be issued within 3 weeks of application.


Outgoing.  Outgoing correspondence shall be prepared and routed in accordance with the Coast Guard Correspondence Manual.  The CO’s secretary must review all outgoing correspondence for the CO’s signature.  A copy of all outgoing correspondence , including “by direction”, faxes, emails to external customers, shall be placed in the secretaries box for filing and review by the CO/XO.  

"From/Signature Line."  The Commanding Officer, Executive Officer, Department Heads, and MSD Greenville and MST Fort Smith Supervisors are authorized to sign official correspondence within the scope of their department or collateral duty responsibilities, as outlined in CG Regulations (Sec. 7-1-9) and the Correspondence Manual (Art. 2.E.).  Assistant Department Heads are authorized to sign when acting in the official absence of the Department Head.  In the event that the signer is delegated authority to sign in the absence of the individual identified in the “From” line, “Acting” must appear below the name.
Files.  Each Department may maintain copies of its own files for mission-specific correspondence and references.  However, copies of all correspondence, original references, publications, and manuals will be maintained by the Unit's Yeoman and the command secretary.  The command secretary maintains all reading files whereas the unit’s Yeoman maintains all general files (SSIC).

MSO Memphis “Upper”/MSO Memphis “Lower” Mail Handling.  The processing of Mail between MSO Upper (200 Jefferson) and MSO Lower (Group Lower) will be processed in the manner shown in table 8-2:

Table 8-2: Mail routing

	Where
	Who
	What/When

	MSO Upper
	CO Sec’y/Admin
	Route all mail destined for MSO Lower personnel – PM

	MSO Upper
	CO Sec’y/Admin
	Pick-up all mail destined for MSO Upper Personnel PM

	MSO Lower
	Ops
	Route all mail destined for MSO Upper personnel – AM

	MSO Lower
	Ops
	Pick-up all mail destined for MSO Lower Personnel AM


Correspondence Routing/Identifier system.  Correspondence shall be routed using a common color folder.  If six part folders are routed place an appropriately colored routing sheet on the folder to flag the folders content.  Table 8-3 indicates how to properly flag unit correspondence.

Table 8-3: Correspondence Identification

	Folder content
	Folder Color/Identifier
	Who

	OER’s
	Red/six part
	Initiating member

	Letters/Correspondence
	Navy Blue
	Initiating member

	General Information
	Light Blue
	Initiating member


Message Communications.  Outgoing message traffic will comply with applicable instructions regarding format and release.  Ordinarily, the XO or Command Duty Officer will release message traffic during the workday.  In their absence or after hours, the Command Duty Officer may release message traffic as directed.  Incoming messages will be posted on the electronic message board for review. All Department Heads shall review the daily message traffic.  

Internal Processing of Reports and Administrative Matters.  All internal performance reports and administrative matters will be processed using the unit internal processing standards found in table 8-4 below.

Table 8-4: Internal Processing of Reports and Administrative Matters.

	Department
	Internal Process
	Performance Standards

	Marine Safety Ops
	Casualty Response hot wash
	Response performance shall be critiqued within 5 business days of the response.

	Regional Exam Center
	Cycle Time measures
	Measures shall be updated by COB Tuesday of each week.

	All Department Heads
	Qualification Readiness report
	Qualification readiness matrix shall be updated within 5 business days of the end of each fiscal quarter.

	
	Customer Satisfaction Reports
	Customer satisfaction results shall be updated and reported to the Executive Officer no later than 5 days after the end of each quarter.

	Department Heads
	Resource allocation report
	Resource allocation matrix updated shall be within 5 business days of the end of each fiscal quarter.

	Executive Officer
	Staffing readiness report
	“MSO Shell” shall be updated annually (November) to reflect changes in demands for services and staffing.

	Supervisors / Marking Officials
	Performance Discussions and

Evaluations


	Beginning of period
	Performance expectations and description of duties shall be discussed within 10 days of the start of new evaluation period (or arrival at the unit for new employees).

	
	
	First mid-period
	Performance discussions shall be held within 5 business days either side of the 90 day mark in the evaluation period.

	
	
	Second mid-period
	Performance discussions shall be held within 5 business days either side of the 120 day mark in the evaluation period.

	
	
	End of period
	Performance expectations discussed shall be held within 10 days of the start of new evaluation period. (Note: Can be same discussion at Beginning of Period.)

	
	
	Evaluation Reports
	Officers – OER shall be completed within 30 days after the end of the period.

	
	
	
	Civilian – EARS reports shall be completed within 30 days after the end of the period.

	
	
	
	Enlisted – Ensure the counseling sheet is signed by the member not later than 21 days after the end of the period.

	Supervisors
	Individual Development Plans
	IDPs shall be completed within 20 days of the start of the new evaluation period (or arrival at the unit for new employee).

	Supervisors
	Awards
	Award recommendations shall be submitted within 15 days following the completion of performance deserving recognition.


2.2.5  Minimum Effective Manning

The MSO must be able to respond to reasonably foreseeable contingencies.  As such, MSO personnel on Liberty or Leave are subject to recall as operations require.

Departments.  Department Heads shall consider operational impacts when endorsing PCS departures, Permissive Orders, TAD, Leave, and Out-of-Bounds requests.  Each Department Head is responsible for ensuring that sufficient personnel are available for recall to handle departmental responsibilities.

Department Heads/Assistants.  Department Head and Assistant absences will be approved on a case-by-case basis.

2.2.6  Leave / Liberty
Leave. Civilian and military leave will be authorized via the chain-of-command, with a copy to Planning, by the Executive Officer or Commanding Officer, subject to needs of the unit and duty schedule.  In consultation with the Executive Officer, each Section Chief is responsible for maintaining the minimum effective manning standard.  See Section G.1. of this chapter for details on this standard.

Leave requests shall be submitted on Special Request/Authorization (NAVPERS 1336/3) Forms for military members and on Form SF 71 for civilians or via email for members assigned to MSD Greenville or DDO Helena.  Requests should be routed through the Section Chief to the XO, and must be submitted at least two weeks prior to the leave period.  If duty is scheduled during the requested period, an eligible standby must sign the request form prior to submittal.

Requests will normally be evaluated in the order received, except that leave requests during holiday seasons will be coordinated in advance with all input evaluated simultaneously.  Leave requests should be submitted as far ahead as possible to assist in long range planning.

Leave will commence at the Time Liberty is Granted (TLG) on workdays, or at 0001 on weekends or holidays.  Leave expires at the Time Liberty Expires (TLE) on weekdays, or 0900 on weekends/holidays.  The day of departure and return do not count as days of Leave.  For example:

· 1 day of Leave mid-week, for Wednesday, would begin TLG Tuesday and end TLE Thursday.

· 5 days of Leave through the week would normally begin at 0001 Sunday and end at 0900 the following Saturday.

· A week of Leave (7 consecutive off-days from Thursday through the following Wednesday) would count as 7 days of Leave.  Leave would begin TLG Wednesday and end TLE the next week Thursday, with the 2 weekend days counting as Leave.

· Members may not take Leave-Liberty-Leave  (i.e., take Wednesday through Friday leave, return for the weekend, and take Monday through Wednesday).

· Members may take Liberty-Leave-Liberty. i.e., Liberty Saturday and Sunday, Leave Monday through Friday, and Liberty Saturday and Sunday.

· Members on leave are reminded that they are subject to recall at all times while on leave. 

Emergency Leave.  Emergency Leave is unplanned.  It enables a member to respond to a family or other emergency as outlined in the Personnel Manual.  It may be requested verbally if time doesn't permit a written request.  The CDO is authorized to grant verbal requests for Emergency Leave after normal working hours, and shall promptly notify the individual's Department Head, XO, or CO in the XO's absence.

Sick Leave.  Department Heads may grant 8 hours (one work day) of sick Leave for military members.  Sick Leave requests extending beyond 8 hours must be accompanied by a "not fit for duty" slip from the Branch Medical Clinic at NSA Millington and must be approved by the XO.  Appointments for Sick Call may be made by calling the Tricare Service Center (TSC) at: 1-800-700-8607.  Sick Leave for civilians must be accompanied by Form SF 71.

Special Liberty.  Department Heads are authorized to grant up to 8 hours (normal work day) of Special Liberty.  Only the Commanding Officer or Executive Officer may grant more than 8 hours of Special Liberty.

Permissive Orders.  Personnel wishing to participate in activities supported by the Coast Guard may submit a chit to request no-cost permissive orders.  Activities appropriate for permissive orders include, but are not limited to:  Scouting events, CG-sponsored sporting events, and official CG functions (such as Change of Commands, special ceremonies, etc.) on a no-cost basis.  Requests for Permissive Orders will be approved by the XO.

Out-of-bounds (OOB).  Unit members shall keep their   Department Heads informed when Liberty plans may make the member unreachable for more than 24 hours, or will place them more than 240 miles (approximately 4 hours driving time) from the office.  Department Heads and supervisors shall ensure that the unit's minimum effective manning (see paragraph "G" of this chapter) is continuously maintained.

2.2.7  Pay Day Meetings

Pay Day meetings are usually held in the Conference room at 0830 as close to the 1st and 15th of each month as possible.  All Hands training as required (See training schedule posted on unit bulletin board) will normally begin immediately following the Pay Day Meeting.  Attendance at each is mandatory.  Members will be excused by the CO/XO only.

2.2.8  Unit Inspections

Personnel Inspections.  The Executive Officer will schedule periodic personnel inspections per District Eight policy.  The inspection uniform will be announced.

Unit Materiel Inspections.  The Command Duty Officer will conduct a Unit Materiel Inspection at 1000 on the last Friday of each month and will invite the Executive Officer to accompany the inspection.  Department Heads are expected to have all office spaces, vehicles, boats, trailers, and the boat shed ready for inspection, and accompany the inspecting officer within departmental spaces.  The CDO will provide a list of discrepancies to the XO.  Each Department Head will ensure correction prior to the next inspection; any safety hazards are to be corrected immediately.

VIP Visits. Inspections of the unit or program areas by COMDT, District, ISC or MLC representatives shall be coordinated through the Executive Officer.  VIPs will be invited to sign the Unit Inspection Record maintained by the CO when the inspection is completed.

2.2.9  Uniforms

As per D8 SOP, the following chart outlines when specific uniforms may be worn at MSO Memphis.
	UNIFORM
	START DATE
	END DATE

	Service Dress Blue B
	1 January
	31 December

	Winter Dress Blue
	1 November
	28 February

	Tropical Blue Long
	1 January
	31 December

	Undress Tropical Blue
	1 January
	31 December

	Undress Blue
	1 January
	31 December

	Working Blue
	1 January
	31 December

	Service Dress White (Officer only)
	1 April
	15 October


a. The uniform of the day for office personnel is Service Dress Blue.  Tropical Blue Long is optional any time.  The Service Dress Blue uniform may be required for certain inspections, public appearances, or other formal occasions where civilian coat/tie is appropriate.

b. Port Operations and Marine Inspection petty officers are authorized to wear Undress Blues.

c. Authorized uniforms for field operations include Undress Blues, Working Blues, or Coast Guard coveralls;  Poplin Jacket (Windbreaker), Float Coats, or Foul Weather Jackets;  and Unit Ballcaps.

d. Personnel Protective Equipment (PPE) shall be worn in accordance with the unit's Safe Work Practices.

e. The uniform for commuting to/from work, and for lunch or other breaks from the office, shall be either the uniform of the day, Undress Blues, or clean appropriate civilian clothes.  Work uniforms may be worn when commuting directly to/from work.  Optional uniform or organizational outergarments are authorized with such uniforms, but may not be worn with civilian clothes at any time.  For lunches obtained while "on the road" in conjunction with field operations, the uniform being worn at the time is considered appropriate.

f. Further uniform guidelines may be found in Chapter 41 of the District Eight SOP and COMDTINST M1020.6(series).

2.2.10  General Regulations and Standing Orders

Alcohol/Narcotics
Possession or use of alcohol or illegal narcotics is prohibited aboard the unit as well as unit vehicles and boats.

Members may not consume alcohol within 8 hours prior to performing scheduled marine safety field duties, including inspections, investigations, or boardings.

Alcohol may not be consumed during the workday or when in a duty status (i.e., CDO, JOOD, POW).

Members under medication (prescription or over-the-counter) which causes drowsiness or similarly affects reaction time or alertness are not allowed to perform marine safety field activities.

Assistance to Other Agencies.  Except in emergency situations, all requests for assistance from other agencies shall be referred to the XO or CO.  In cases where unit  small boats are requested for use as law enforcement platforms (involving the use of weapons) by other agencies, District Eight (ole) shall be notified by the XO or CO or his/her designee.  If permitted to assist, boat crews shall comply with Coast Guard qualification and use-of-force standards.

Classified Material.  Classified material shall always be under direct, personal control when not locked in its designated safe, and shall be protected at all times from unauthorized viewing or disclosure.  Reproduction of classified material without the specific approval of the Commanding Officer is strictly prohibited.  Security violations must be immediately reported to the unit's Security Officer.

Commercial Solicitation.  No outside vendors or any member of this command may solicit any purchase or business aboard the unit, except at the invitation of the XO or CO.
Government Vehicles.
Government vehicles shall be used for official business/use only.  They are not to be taken home without a written request and specific approval from the XO or CO - except in a bona fide emergency.  They are not to be used to run personal errands.  In all cases involving official business (to include TAD, medical appointments, local errands, etc.,), government transportation will be the preferred mode.

Reimbursement for the use of Privately Owned Vehicles (POVs) will be authorized only if a government vehicle is unavailable and only with the express permission of the respective Department Head.

All occupants of a government vehicle are required to wear seat belts while the vehicle is in operation;  responsibility for enforcement rests with the driver as well as the senior Coast Guard member present.  Additionally, all Coast Guard personnel are required to wear seat belts while driving ANY vehicle, including their own while in an off-duty status.  Failure to comply could result in disciplinary action and/or loss of benefits in the event of an accident.

Picking up hitchhikers or giving rides to unauthorized personnel is prohibited.

It is the operator's responsibility to obey ALL traffic laws and he or she will be held personally accountable for any infractions thereof.  Remember, your actions behind the wheel are a direct reflection of the U.S. Coast Guard.
Indebtedness.  All members are responsible for prompt payment of their debts.  Excessive indebtedness and/or failure to pay bills promptly is in violation of the UCMJ and may result in disciplinary or administrative action.

Off-Duty Employment.  Military and civilian personnel are subject to general guidelines for off-duty employment as stated in 49 CFR 99.735-11 and the Personnel Manual.  Further, to avoid an actual or perceived conflict of interest, unit members are prohibited from off-duty employment with, or services for, most marine industry concerns.  (See MSM Vol. I)  All off-duty employment must be approved by the XO in writing via the Dept Heads.  Members are also reminded that they may not use their military titles in connection with any political affiliation or commercial enterprise(s).
Off-Limits Establishments.  No military member may visit or enter any establishment which has been declared off-limits by the CO of MSO Memphis or CO NSA Mid-South.  For a current listing of off-limits establishments, consult the Unit Bulletin Board.

Procurement.  No person may order supplies or services, make any commitment to a supplier to make any purchase, or take delivery of any supplies or services, without the advance approval of the XO or CO.

Property.  Government property shall be maintained, secured, and cared for as well as if it were your own.  No person may use government property for personal use, give away, or dispose of any government property without the consent of the CO or XO.

Release of Information.
Copies of records or similar materials held by the unit shall be released only through the designated FOIA Officer and, in accordance with Coast Guard Directives and specific command policy.

Requests for depositions or production of original records, and any subpoenas received, shall be referred to district legal via the XO or CO, for advice and assistance.  In all cases where legal proceedings are evident, personnel shall consult with the XO/CO before discussing a case at any length outside the command.

Requests for information from the media and general public will be treated in accordance with the Commandant's policy on public affairs.

Smoking and Tobacco Products.

Smoking and use of tobacco related products (i.e., chewing tobacco and snuff) is prohibited in all Coast Guard spaces, government vehicles, and boats, and during the performance of field duties such as boardings and inspections.2.
Department Heads and supervisors shall ensure compliance with the smoking policy.  In accordance with the District Eight SOP, work breaks for the specific purpose of smoking are NOT authorized. 

2.2.11  Medical

NSA Millington’s Branch Medical Clinic will provide routine, non-emergency medical care.  If NSA is unable to provide specialized care, treatment will be outsourced to a capable health care facility.  In such cases a request for Non-Federal Medical services must be submitted through the Command to MLC for approval.  Contact the HSC at Group LMR for assistance.

Emergency treatment may be obtained at any military or nonmilitary health facility - wherever the required care can be obtained expeditiously.  Members should notify the command as soon as possible.  Bills for emergency treatment should be submitted after-the-fact, through the Command.

Sick Call is normally available at NSA Millington from 0800 to 1500 each weekday.  Appointments for Sick Call may be made by calling the Tricare Service Center (TSC) at: 1-800-700-8607.  Members may be seen until 1600 as determined on a case-by-case basis.

2.2.12  MISHAPS

Any accident or injury incurred on or off-duty, which requires medical treatment and results in lost time from work, is to be reported immediately to the Command Duty Officer and the Executive Officer.  
The XO will then direct that necessary reports and/or investigations be undertaken in accordance with the Safety Manual, COMDTINST M5100.29
( 2.2.13  How to Review and Improvement Unit Processes

Each December department heads will review the key mission and support processes listed above.  Revisions to the process flow charts will be placed in Appendix 9.  The goal of this review is to:

· Look for ways to improve the efficiency of the process

· Ensure the process maximizes customer satisfaction

· Ensure that the process is being conducted consistently throughout their department

Note:  Process management training is available at District 8.  This training shall be arranged for new department heads in time for the December review.

2.3  Human Resource Management

Our most valued asset is our workforce.  As such it is most important that every member of this command know what’s expected of them, be provided with adequate resources, and be given opportunities to grow, develop, and do what they do best everyday.  To ensure effective and efficient stewardship of our workforce we will systematically assess our staffing and training needs based on our demands for services and ensure the readiness of our workforce to meet these demands.  This enclosure describes the human resource management processes at MSO Memphis.

2.3.1  Primary and Collateral Duties 

This section provides a brief description of each primary and collateral duty assigned to unit personnel.  It does not address departmental duties or special assignments.  Personnel shall become thoroughly familiar with assigned responsibilities and duties by referring to governing directives and publications.  Personnel shall ensure that they know and understand all aspects of assigned duties and are expected to be the unit's "subject matter expert" in all matters related to those duties.

Those assigned as assistant or alternate to any duty are expected to be sufficiently familiar with the responsibilities of that duty so as to be able to answer routine questions and take appropriate routine actions when the principle assignee is not available.  This includes knowing the location of and means of gaining access to files, forms, and reference materials related to the assignment.  To satisfy these requirements, assistant/alternate assignees must have frequent communication with the principle assignees and should periodically perform the functions of the assignment under the supervision of the principle assignee.

Coast Guard Regulations (CG REGS), COMDTINST M5000.3 (series), includes a general discussion of the duties and responsibilities of most assignments.  All personnel, regardless of specific assignment, are required to know, understand, and adhere to all applicable aspects of the Coast Guard's various safety and occupational health programs.  Department Heads and the Detachment Supervisors are responsible for ensuring that all activities within their purview are conducted in accordance with applicable safety and health guidelines.

To effectively manage the command, various collateral duties are assigned to unit members.  These are typically administrative in nature, providing support or services to unit personnel, or overseeing secondary programs which support the unit's primary missions.

In addition to the listed duty assignments, duties may be assigned to meet contingencies or other mission requirements: Military personnel will be assigned as needed to perform marine safety duties (such as inspections, investigations, etc.) based on professional training and qualifications.  Separate letters of designation will be maintained in unit files and in individual training folders.
All military personnel (except CO and XO) will be assigned duty as either Command Duty Officer (E-7 and above) or Duty Watchstander (E-6 and below).  All personnel may be assigned emergency response duties as needed.  Additional duties may be assigned by the Command or Department Heads as needed to effectively manage the unit/department.
Identification and Description of Primary Duties.
General and Collateral Duties.  The XO is the immediate supervisor for all general and collateral duties except where noted.

1. Administrative Officer.  Responsible for overseeing the unit’s daily administrative/financial practices.

2. Boat Officer.  Manages materiel readiness condition of all assigned boats and trailers, oversees maintenance, and prepares reports for operations, maintenance and materiel condition as outlined in COMDTINST M16114.4 and PMS Manual.  Reports to the Chief, Port Operations.

3. Budget and Procurement Officer.  Responsible for overseeing the unit's budget and procurement process to ensure that applicable procedures are followed and funding targets are not exceeded.  
4. Building Management Liaison.  Primary unit liaison with building management personnel.
5. Cashier.  Handles funds and operates cash register in the Regional Exam Center.  Cashiers are personally responsible to the United States Government for safeguarding, disbursing and accounting for all official funds in custody.
6. Casualty Assistance Calls Officer (CACO).  Responsible for following the procedures outlined in the Decedent Affairs Guide, COMDTINST M1770.1C, in the event of the death of an Active Duty, Reserve, or Retired Coast Guard Member or a dependent thereof.
7. Civilian Personnel Coordinator.  Responsible for completing civilian pay time cards & ensuring that civilian personnel receive information on pay processes.
8. Coast Guard Auxiliary Liaison.  Coordinates MSO augmentation by CGAUX units and prepares plans, procedures, and schedules for CGAUX use.
9. Coast Guard Mutual Assistance Representative.  Educates MSO members on Mutual Assistance benefits.  Coordinates requests for Mutual Assistance support with the Group Lower Mississippi River Executive Officer.
10. CGSWS Systems Manager.  Manages the MSO Standard Workstation system, including configuration management, troubleshooting, security, system backups, and access controls, as outlined in the CG Standard Terminal Management Plan (STMP).
11. CGSWS Systems Operator.  Responsible for basic routine cluster management and software administration.
12. Collateral Duty Addictions Representative (CDAR).  Provides advice to the command and to unit personnel regarding drug and alcohol abuse, treatment programs, and administrative procedures in accordance with the Personnel Manual Art. 4-C-28, and MLC SOP D-1-A-1-1.
13. Collections Clerk.  Receives and records cash receipts, forwards money orders, and prepares monthly reports on all collection activities in the REC.  Reports to CREC.
14. Combined Federal Campaign Coordinator.  Coordinates the annual Combined Federal Campaign fund-raising for the command as directed by annual COMDTNOTE.  Organizes campaign drive, distributes information, collects contributions, and prepares necessary reports and documentation.
15. Command Enlisted Advisor (CEA).  Provides an intermediate communications link between the command and enlisted personnel, as outlined in the Personnel Manual (COMDTINST M1000.6) Art. 4-C-27.  He/She is authorized to communicate directly with any member of the command, including staff and has a direct link to the CO.
16. Command Intelligence Officer.  Collects and analyzes intelligence information gathered by all personnel at this unit.  Forwards this information to CCGD8 (ole) in the form of Field Intelligence Reports (FIR).  Collects intelligence information from other agencies and disseminates to unit members as appropriate.  Maintains Command Intelligence Officer file.  Reference is CCGD8INST 3820.1B.
17. Command Security Officer/CMS Custodian.  Oversees unit physical security and personnel security, including training and assistance with clearances and security access.  Ref: Security Manual (COMDTINST M5500.11A), and Security Awareness, Training and Education Program (COMDTINST M5528).
18. Communications Officer.  Manages message, data, and voice communications, and ensures that proper procedures, filing and security are maintained in accordance with COMDTINST M2000.3.  Reports to the Chief, Port Operations.
19. Congressional Affairs Officer.  Responsible for annual Congressional Outreach tour.  Includes keeping members of Congress up to date on unit operations. 

20. CTVEP Coordinator.  Manages the Cooperative Towing Vessel Examination Program (CTVEP).  Reports to CPOPS.
21. Drug and Alcohol Program Investigator (DAPI) Liaison.  Conducts audits of marine employers' DAPI programs.
22. Drug and Urinalysis Sampling Coordinator (DUSC).  Administers the Drug Urinalysis Sampling Program as outlined in COMDTINST 5355.1.  Responsible for sampling, physical preparation of sample containers, mailing samples, and maintaining necessary records.
23. Drug and Urinalysis Sampling (DUS) Observer.  Assists the DUSC in the execution of the Drug Urinalysis Sampling Program by witnessing collection of drug urinalysis samples, in accordance with COMDTINST 5355.1.
24. Educational Services Officer (ESO).  Provides educational services as outlined in the Coast Guard Training & Education Manual, COMDTINST M1500.10 (series).  The ESO is responsible for assisting unit personnel in applying for commissioning programs, obtaining correspondence courses, tuition assistance for off-duty education, information concerning advancement requirements and servicewide exams, and for resident and non resident training.  Maintains security for all local testing materials.
25. Employee Assistance Program/Family Advocacy Representative (FAR).  Reports actual or suspected incidents of family violence and provides members with assistance in prevention, intervention, and referral services, in accordance with COMDTINST 1750.7.
26. Energy Coordinator.  Advises the commanding officer of conservation and retrofit opportunities at the unit.  Takes an active role in fostering energy consciousness among all unit personnel.

27. Enlisted Career Counselor.  Provides unit members with advice and assistance in career development and planning, including help with the assignment process, reenlistment decisions, advancement in rate, and general training and professional goals.
28. Ethics Officer.  Collateral duty of the XO.  Serves as unit-level ethics advisor for unit personnel.
29. Exam Materials Custodian.  Responsible for maintaining the Regional Exam Center testing materials.  This includes ensuring only current exams are used, replacing outdated exams, and ensuring their security.  Reports to CREC.
30. Facilities Coordinator.  Manages and organizes the facilities inspection program.  Reports to CPOPS.
31. Federal Register Reviewer.  Reviews Federal Register, as they become available, for any announcements applicable to the unit.  Applicable announcements are routed to department heads via the XO.
32. Force Protection Officer.  Ensures that a foreign assignment/travel briefing is presented to unit members who are traveling abroad or are transferred to an overseas duty station.  The briefing is designed to enhance awareness of the threat of terrorism abroad to the military member and his or her family.  The reference publication is OPNAVINST 3300.54 (Protection of DOD Personnel and Activities Against Acts of Terrorism and Political Turbulence).  The holder of this collateral duty should be scheduled to attend Force Protection Officer school at first available opportunity.
33. Freedom of Information Act (FOIA) Officer/Privacy Act Coordinator.  Coordinates receipt of and replies to requests for information under the FOIA and prepares annual reports.  Oversees the release of all information from the command to ensure appropriate Privacy Act protections, as outlined in COMDTINST M5260.2 (Privacy Act Manual) and Eighth District Legal Manual.
34. Hazardous Waste Coordinator.  Responsible for coordinating the unit's compliance with the hazardous communication requirements described in COMDTINST 6260.21 (series).  This includes maintaining the unit's inventory of hazards, Material Safety Data Sheets (MSDS), and coordinating hazards communication training.
35. Health Benefits Advisor (HBA).  Provides current information to command members regarding health benefits and access to the designated Health Benefits Advisor at NSA Millington.  Normally the Health Services Specialists assigned to Group LMR.
36. Investigating Officer.  Responsible for investigating and determining the cause of marine casualties.  Takes appropriate action as may be needed against licensed or documented mariners.  Reports to CMVS who is the Senior Investigating Officer.  The IO serves as the Alternate Unit Security Officer.
37. Key Control Officer.  Responsible for the issuance, maintenance, and procurement of the unit’s entry and head keys.
38. License Examiner.  Responsible for selecting, administering, and marking respective exams for mariners seeking licenses or merchant mariner documents.  Reports to CREC.
39. Local Housing Authority Liaison.  Liaison between unit members, Group Lower Mississippi River, and ISC St. Louis.  Assists members in acquiring government-leased housing and resolves any problems between members and property managers.  Conducts annual inspections of leased quarters.
40. Mail Clerk.  Responsible for receipt, security and proper routing of incoming mail no later than 1200 daily. Ensures prompt and proper handling of all outgoing mail and maintenance of necessary records.  Mail Clerks are specifically designated by the command and must have appropriate security clearances.  Clerks report to the COSP.
41. Marine Event Coordinator.  Processes marine event requests throughout the AOR in accordance with 33CFR100.  Assigns Patrol Commanders, coordinates with state and local agencies to ensure safety on the affected navigable waters during these events.  Assigned to a member of the Port Operations department.
42. Medical Officer.  Collateral duty of the XO.  Responsible for monitoring the physical readiness of the crew, and for overseeing the proper management of the unit’s medical records.  Coordinates with the corpsman at GLMR and/or NSA Midsouth medical and dental staff.
43. Military Civil Rights Counselor/Facilitator (MCRC/F).  Trains and advises superiors, peers, and subordinates on the Coast Guard's EEO program.  Coordinates and conducts human relations training, inquires into informal discrimination complaints, counsels complaintants, and facilitates informal complaint mediation and resolution.  Assists complaintants with formal discrimination complaints and advises individuals on military Civil Rights issues in accordance with COMTINST M5350.11.
44. Military Civil Rights/Equal Employment Opportunity Officer (MCR/EEO).  Administers the unit's human relations program to ensure that the Commandant's Human Relations policies are followed.  Initiates appropriate follow-up actions in response to discrimination, harassment, and EEO complaints.
45. Morale Officer.  Administers the unit's morale program.  Chairs the Morale Committee.  Coordinates morale activities.  Maintains accountability for all morale property and morale funds.  Prepares morale fund reports.
46. Motor Vehicle Manager.  Manages maintenance, operational readiness, and usage control for all assigned government vehicles, as outlined in COMDTINST 11240.9.  Collects and maintains information for the GSA Monthly Vehicle Report, GSA Monthly Form (3478/494), and annual vehicle reports.
47. MWR Funds Custodian.  Accounts for all receipts (expenditures and income) and validates propriety of expenditures.  Custodian shall also receive, safeguard, deposit, disburse, and account for all morale funds.  Prepare reports in accordance with Chapter 8 of the Coast Guard Morale, Well-Being and Recreation Manual outlined in COMDINST M1710.13A.  Also acts as MWR property custodian.
48. Navy League Liaison.  The Commanding Officer is the Coast  Guard point of contact for the Chamber of Commerce Military Affairs Council.  Assists and advises the Navy League on items of general Coast Guard concern.
49. Occupational Medical Surveillance and Evaluation Program (OMSEP) Coordinator.  In conjunction with the Group LMR Corpsman, administers the Occupational Medical Surveillance and Evaluation program for unit personnel.  Reports to the Safety Officer via the SOHC.  Responsible for tracking OMSEP physicals for all unit personnel.
50. Parking Coordinator.  Manages the Parking Pool.  Responsible for managing parking spaces and parking passes.
51. Personnel Officer.  Manages schedule, work routine, and unit personnel.  Oversees all military and civilian personnel matters for the command.
52. Partnership in Education Program Coordinator.  Administers the unit's Partnership in Education program.  Coordinates and schedules school activities such as Career on Wheels and Drug Free presentations.
53. Pollution Contingency Planner.  Responsible for the development and maintenance of the unit's Pollution Contingency Plans.  Normally a shared responsibility of CPOPS and COSP.
54. Property Custodian.  Assists unit Property Officer by controlling and accounting for specific subdivisions of property list.  Subdivisions include EIR, MST, MSD (GRN), PSS, ADM, EPA and MER, and REC.
55. Property Officer.  Manages receipt, custody, maintenance, accountability, and disposal of unit property, in accordance with COMPTMAN Vol. III (COMDTINST M5000.3) and COMDTINST M4400.13 VIII Ch. 1.  Maintains property list and unit inventory, assisted by designated property custodians.
56. Public Affairs Officer (PAO).  Coordinates all public affairs for the command as outlined in the Public Affairs Manual, COMDTINST M5728.2 (series) and MSM I-9.D.
57. REC Test Proctor.  Administer tests in the REC to maritime industry personnel.  Also ensuring applicants use appropriate materials (regulations, charts, publications, pencils, scratch paper, etc.) while testing.  Proctors must also ensure exams are stowed in a secure file after completion.  
58. Recall Card Coordinator.  Updates and distributes unit recall cards as information changes and new members report aboard.
59. Recycling Coordinator.  Ensures all recyclable waste produced by the unit is identified and transported to appropriate recycling centers via GLMR.
60. Reserve Morale Command Liaison.  Acts as representative for unit's reserves at morale committee meetings.  Also responsible for keeping reserves informed on MWR issues.
61. Safety & Occupational Health Coordinator (SOHC).  The SOHC develops, maintains, and administers Unit's Safety and Occupational Health program, as outlined in the Safety & Occupational Health Manual (COMDTINST M5100.29), MSM I-10., and MSO Instruction M6260.4 (series).
62. Safety Officer.  The XO is designated by title as the Unit Safety Officer, with specific responsibility for oversight of all safety issues and funding for unit safety equipment.  The Safety Officer ensures that the Safety Program is administered effectively, and chairs the Safety Board.
63. Safety Petty Officer (SPO). Assists the SOHC in the execution of the unit's Safety program.  Maintains and issues unit safety equipment and maintains an inventory of this equipment.  The SPO is also the unit's Respiratory Protection Program Coordinator, Hazardous Materials Coordinator, Safety Training Coordinator, and OMMP Administrator as outlined in MSO Instruction M6260.4 (series).  Reports to the SOHC.
64. Savings Bond Coordinator.  Assists Savings Bond Officer with annual Saving Bond drive in accordance with COMDTINST 5120.2.
65. Savings Bond Officer.  Assists members with obtaining savings bonds through the Savings Bond program, and coordinates the program in accordance with COMDTINST 5120.2.
66. Sea Partner Coordinator.  Oversees the Coast Guard reserves Sea Partners program.  Sea Partners goals include increasing compliance with laws and regulations, raising community awareness, and increasing civilian reporting of pollution violations.
67. Senior Command Duty Officer.  Coordinates scheduling and recall list, prepares and disseminates guidance, provides liaison with Group LMR, and maintains the CDO Response kit and related resource materials for all duty personnel.  Maintains and keeps current the Standing Orders.
68. Small Boat Maintenance Manager.  Oversees and manages the maintenance of the unit’s small boats.
69. Sponsor Program Coordinator.  Ensures newly assigned personnel are contacted by their sponsor and receive needed PCS assistance.  Sponsors are responsible for assisting new members and providing information about housing, medical facilities, transportation, educational facilities, and spousal employment as outlined in the Personnel Manual (COMDTINST M1000.6) Art. 4-A-4.  Sponsors are assigned by Department Heads upon consultation with the XO.  Normally the COSP.
70. Survival Equipment Manager.  Oversees and manages the issuance and upkeep of the unit’s survival equipment (i.e., float coats, PFDs, mustang suits).
71. Team CG Liaison Officer.  Coordinates training and qualification for augmentation by local CG Reserve units, schedules and oversees augmentation activities, and provides general liaison between MSO and CGR commands including host/tenant agreement issues.  (MSM Vol.I)  Reports to the XO.  Normally CPOPS.
72. Time and Attendance Clerk.  Prepares civilian Time and Attendance Reports for approval by the Personnel Officer, and transmits reports to the payroll office in accordance with COMDTINST 12550.14.
73. Total Quality Management Coordinator (TQMC).  Oversees the development and implementation of the unit's Total Quality Management program.
74. TQM Facilitator.  Assists the TQM Coordinator in the execution of the unit's Total Quality Management program.  Facilitates Quality Action Teams (QATs) and Natural Work Groups (NWGs) as necessary.
75. Training Coordinator.  Develops, maintains, and administers the MSO Memphis Training Plan and generally oversees the training program as outlined in MSM-I 7.B.7.
76. Training Officer (TO).  The XO is designated by title as the Training Officer, with specific responsibility for oversight of all training and for interoffice assignment of all unit personnel.
77. Unit Historian.  Keeper of past photographs, newspaper articles, and any other artifacts pertaining to the unit.
78. Unit Librarian/Files Custodian.  Responsible for ordering and maintaining the unit's publications and instructions.
79. Unit LUFS Custodian.  Maintains the unit's LUFS program.  Reports to the COSP.
80. Unit Photographer.  The unit's designated still and video photographer.
81. Unit Webmaster.  Maintains unit's website located at www.uscg.mil/d8/mso/memphis.  

82. Voting Information Officer.  Assists unit personnel and their dependents with voting registration and obtaining ballots, as outlined in the Personnel Manual, Art. 16-B-6.
83. Weight Program Coordinator.  Responsible for administrating the unit’s weight program.  Usually the unit yeoman.
84. Wellness Representative.  Responsible for educating unit members about health issues and wellness opportunities. Reports to his/her Department Head.
A list of primary and collateral duty assignments is contained in unit instruction MSOMEMPHIS 5402 Series.

2.3.2  Evaluation Rating Chain

Officers will be evaluated under the Officer Evaluation System (OES) based on the following rating chain.  Specific procedures for processing OERs are contained in MSOMEMINST 1611.

	REPORTED-ON
	SUPERVISOR
	REPORTING
	REVIEWING
	ADMIN REVIEW

	CO
	D8m
	CGD8(d)
	CGD8(d)
	CGD8(a)

	XO
	CO
	CO
	D8m
	CGD8(a)

	Dept Heads/ MSD/MST Supvr
	XO
	CO
	D8m
	CGD8(a)

	PPS Duty
	CPPS
	XO
	CO
	CGD8(a)

	MSO Duty
	CMSO
	XO
	CO
	CGD8(a)

	REC Duty
	CREC
	XO
	CO
	CGD8(a)

	MSD/T Duty
	MSD/T Supvr
	XO
	CO
	CGD8(a)

	Reserve Cmd Advr (RCA)
	XO
	CO
	D8m
	CGD8(a)

	Reserve (ARCA)
	XO
	CO
	D8m
	CGD8(a)

	Reserve SDO
	CPPS
	XO
	CO
	CGD8(a)


Enlisted personnel will be evaluated under the Enlisted Performance Evaluation System based on the following rating chain:

	MEMBER
	SUPERVISOR
	MARKING OFFICIAL
	APPROVING OFFICIAL

	ADMIN Staff
	Admin Officer
	XO
	CO

	APPS 
	CPPS
	XO
	CO

	PSS Supervisor
	APPS
	CPPS
	CO

	PSS/MER PO
	PSS/MER Sup or APPS
	CPPS
	CO

	Reserve Section CPO or LPO
	SDO
	CPPS
	CO

	Section Team Member
	CPO or LPO
	SDO
	CO

	MSO PO
	AMVS
	CMSO
	CO

	REC PO
	SIP
	CREC
	CO

	MSD/T PO
	MSD/T Supervisor
	XO
	CO


Civilian personnel will be evaluated under the Civilian Performance Appraisal System based on the following rating chain:

	EMPLOYEE/ REPORTED-ON
	SUPERVISOR/ RATING OFFICIAL
	APPROVING OFFICIAL

	Cmd Secretary
	XO
	CO

	SIP
	CREC
	XO

	REC Staff Member
	SIP
	CREC

	Planning Chief
	XO
	CO

	Planning Staff member
	Planning Chief
	XO


2.3.3  Training and Qualification

The unit training and qualification program is contained in MSOMEMINST 1500.

( 2.3.4  How to Develop Annual Training and Qualification Plan

Procedures for developing an Annual Training and Qualification Plan are detailed in MSOMEMINST 1500 Series.

2.3.5 Discipline

The Commanding Officer is responsible for the good order and discipline of the command.  The Commanding Officer is empowered to conduct UCMJ Article 15 (Mast) proceedings and convene Summary Courts Martial.  Any person may submit reports of misconduct or negligence on the part of a military member of the command to the CO via the XO.  The XO will direct any necessary investigations and recommend action(s) to the CO.

( 2.3.6  How to Adjust Staffing and Resource Allocation

Each November, the Quality Management Board reviews the total mission and support demands placed on the unit by laws, regulations, and Coast Guard policy and then reallocates personnel based on these demands and unit priorities.   A summary of the  steps used to adjust staffing and resource allocation are found below.  Details of these steps are included in MSOMEMINST 3501. 

	Step
	Action

	1
	Define the system boundary

	2
	Identify the missions

	3
	Quantify mission activities and requirements

	4
	Quantify demand for services and resource requirements

	5
	Determine resources available

	6
	Allocating resources across mission activities

	7
	Calculate resource shortfalls


( 2.3.7  How to Measure Employee Well-Being and Satisfaction

Each March and September unit members are surveyed to determine their level of satisfaction with 12 areas of workplace strength.  The “12-Question” survey, which was developed by the Gallop Organization, contains the few questions that truly measure the core of a strong workplace.  Most importantly, they measure the core elements needed to attract, focus, and keep the most talented employees.  The “12-Question” survey is contained in Appendix 8 of this instruction. The table below outlines the procedures for conducting the survey.

	Step
	Action

	1
	Print the 12-question survey and distribute to all unit members, (Active duty, reserve, civilian, and contract.)  

	2
	Allow 2-weeks for members to complete and return the survey to the Executive Officer.

	3
	The Executive Officer analyzes the results and prepares a report for the Commanding Officer to distribute back to unit members.

	4
	The Executive Officer updates workplace strength results. See Business Results section for details on updating results.


2.4  Business Results 

Two reports will be developed throughout the year to report business results. An annual report will be developed in September to report on business results for the previous 3rd and 4th quarters of the fiscal year.  A mid term report will be developed in March to report on performance in the 1st and 2nd quarters.

( 2.4.1  How to develop Annual and Mid-Year Business Results Reports

APPENDIX TO MSOMEMINST M5400.1D

Appendix 1 – Unit Mission and Vision Statement

Appendix 2 - MSO Memphis Mission Strategy Map



	Appendix 3 – Unit Performance Factors Profile – MSO Memphis


A.  Unit Mission(s):  What is this unit tasked to do by the Coast Guard?

	Current Operations 

Marine Safety and Security Operations Department

Missions
Missions Commercial Vessel Safety (inspection & investigation)

Port Safety & Security (Homeland Security)

Marine Environmental Protection (prevention, preparedness & response)
	Current Operations  

Regional Examination Center 

Mission

Merchant licensing and documentation
 
	Future Operations

Planning Department

Mission

Contingency planning

	Maritime Market
Vessels & Facilities
	Maritime Market
Mariners
	Maritime Market

Vessels and Facilities


	Work Force:
	Active Duty
	Reserve
	Civilians: 9

	How many people are
assigned to the unit?
	Enlisted: 10
	Officer: 12
	Officer: 8
	Enlisted: 28
	Auxiliarists: 0


	C.  Subordinate Commands:
	List any other units for which this unit has a mission-related chain-of-command
responsibility, e.g., cutters and/or stations subordinate to a group. 

	Marine Safety Detachment Greenville, Mississippi
	Marine Safety Team Fort Smith, Arkansas

	Regional Exam Center Monitoring Unit St. Louis


	D.  Total Budget:
	$234,143
	AFC-30 Operating: $110,143
	Other: $123,000 supplemental non-recurring funding 

	How much funding does the unit control?
	AFC-57 Medical: $0.00
	Annual payroll equivalent:

$2,793.257
	AFC-56 Training: $0.00 

AFC-4X Maintenance: $0.00


	E.  Key Customers (individuals, groups, units, or categories of customers):

	Key Customer
	Key Services/Products Provided
	Customer’s Requirement(s)

	Who are the persons/groups that depend on your products/services?
	What do you produce for each customer?
	What about this service or product is important to each customer?

	Tank barge owner/operators

Passenger vessel owners/operators
	Vessel Inspection Services

Certificate of Inspection

CG-835s 

Permits to Proceed
	Timeliness of inspections.

Fair, consistent enforcement of regulations.

Professionalism, competence of inspector.



	Tank barge owner/operators

Marine Transportation Related Facility owners/operators
	Facility Inspection services

Cargo Monitor services
	Timeliness of inspections 

Fair, consistent enforcement of regulations.

Professionalism, competence of inspector.



	Licensed/documented merchant mariners

Marine employers
	Merchant Mariner Licenses

Merchant Mariner Documents

STCW Certificates
	Fair, consistent enforcement of regulations.

Timeliness of processing.

Ability to track application through the process.

	License Preparation Schools
	Course approval services

License processing 
	Fair, consistent enforcement of regulations.

Timeliness of processing

Quality audit

Professionalism, competence of the auditor.

	Tank barge owner/operators

Towboat owners/operators

Barge fleeting owners/operators

Shipyards 

Passenger vessel owners/operators

Marine Transportation Related Facility owners/operators

Army Corps of Engineers Lock operators

Highway/Rail Bridge owners/operators
	Port Safety and Security patrol and enforcement services
	Timely response

Presence when they need our services.

Cooperation with other agencies.

Technical expertise.

Flexible schedule.

	Tank barge owner/operators

Towboat owners/operators

Passenger vessel owners/operators

Marine Transportation Related Facility owners/operators

Army Corps of Engineers Lock operators

Highway/Rail Bridge owners/operators
	Contingency Planning and Preparedness services (Homeland security, pollution, natural disaster)
	Professionalism, competence of planner.

Coast Guard take the lead, initiate planning, provide guidance.

	Tank barge owner/operators

Towboat owners/operators

Passenger vessel owners/operators

Army Corps of Engineers 

Licensed/documented merchant mariners

Recreational Boaters
	Waterway / Event Permitting services

Regulated Navigation Areas

Safety/Security Zones

Broadcast Notice to Mariners

Marine Event Permits
	Professionalism, competence.

Responsiveness.

Guidance in understanding process / regulations.

Services provided when need.

Communicate issuance in a timely manner to facilitate scheduling.

	Tank barge owner/operators

Towboat owners/operators

Passenger vessel owners/operators

Marine Transportation Related Facility owners/operators

Licensed/documented merchant mariners
	Casualty Investigation services (Marine casualties, pollution)
	Timely investigation. Professionalism, competence of investigator.

Fair, consistent enforcement of regulations.

Thorough investigation

Timely closure of investigation and notification of action.

	Tank barge owner/operators

Towboat owners/operators

Passenger vessel owners/operators

Marine Transportation Related Facility owners/operators

Environmental Protection Agency

State/Local agencies
	Casualty response (Marine casualties, pollution)
	Timely response.

Professionalism, competence of responder.

Fair, consistent enforcement of regulations.

Minimize consequence.

	Tank barge owner/operators

Towboat owners/operators

Passenger vessel owners/operators

Marine Transportation Related Facility owners/operators

Licensed/documented merchant mariners 

Recreational Boaters

Environmental Protection Agency

US Attorney 
	Notices of Violation stemming from casualty investigations (vessel/pollution response)
	Professionalism, competence of investigator.

Fair, consistent enforcement of regulations.

	Tank barge owner/operators

Towboat owners/operators

Passenger vessel owners/operators

Licensed/documented merchant mariners
	Merchant Mariner License/MMD Suspension and revocation services
	Professionalism, competence of investigator.

Fair, consistent enforcement of regulations. 

Timely processing of services and prompt notification of action.


	F.  Key Outcomes:  What are the ultimate results of successfully completing your mission(s)?

	Reduction in maritime related deaths and injuries.
	Reduction in vessel casualties stemming from equipment failures.

	Reduction in maritime related oil spills.
	Reduction in risks to ports and waterways to subversive acts impacting security.

	Reduction in vessel collisions, allisions, and groundings.
	Customers value our products / services.

	G.  Key Mission Processes:  What are the main things your unit must do to accomplish its missions or to be successful?

	Prevention-related Processes
	Response-related Processes

	Inspect vessels and facilities
	Plan for contingencies (all)

	Monitor cargo transfer operations
	Exercise contingency plans

	Assess waterfront facility security
	Prepare for mobilization

	Establish and enforce Limited Access Areas (Safety/Security zones, Regulated Navigation areas, Restricted Waterfront Areas)
	Stand the communications watch 

	Patrol harbors – Escort vessels
	Respond to marine casualties (accidents and pollution)

	Disseminate and coordinate intelligence
	Investigate marine casualties

	Track vessel movements
	Investigate licensed personnel actions

	Issue licenses to qualified merchant mariners
	Issue civil penalties

	Audit license preparation courses
	


	H.  Key Support Processes:
	What are the main internal things your unit must do to be successful? (i.e., admin, supply, medical, training/qualifying, etc.).

	Train / qualify our people
	Maintain equipment 

	Manage personnel administration (records, personnel actions, medical)
	Maintain office infrastructure (utilities, maintenance, repairs, files/publications)

	Prepare / manage correspondence
	Buy stuff, pay bills (supply, bill payment)

	Process travel claims
	


	I.  Critical Success Factors:
	Considering your unit’s mission(s) and strategies, what performance areas or things are of greatest importance? (e.g., retention, on-time delivery, response, etc.).

	We must have a sufficient number of people to perform our missions.
	Our people must be trained and qualified to the established standards for each mission area

	We must be supplied with properly operating and adequately maintained equipment.
	Our infrastructure must be properly functioning and adequately maintained.

	Our support systems must be in place and functioning so as to satisfy our capability needs.
	Our information / knowledge management systems must provide us with policy, guidance, and risk information that is appropriate, available, accurate, and up-to-date.

	Our operations must reduce the maritime safety, security, environmental, and mobility risks to vessels, facilities, ports, and waterways.
	Finally we must be ready to respond to marine incidents when they do occur.


J.  Key Suppliers:  What does this unit need to complete its missions and who supplies it?
	Key Service/Product Required
	Your Unit’s Requirement(s)
	Key Supplier (Provider)

	What help/support/object do you need in order to complete your missions?
	What about this service or product is most important to your unit?
	Who are the persons/groups on which you depend for each product/service?

	Military Personnel assignments
	Assignment of qualified people to meet unit standards

Arrival of people at unit when needed
	USCG Personnel Command



	Civilian Personnel administration
	Timely announcement of job openings.

Timely assistance on civilian administrative matters
	ISC St Louis



	Reserve Personnel administration
	Assignment of reserves to meet RPAL

Timely assistance on reserve administrative matters
	ISC St. Louis

	Training support
	Sufficient quota allocation to meet units training needs

Current Qualification standards
	G-MRP / TQC

	Electronic equipment maintenance support
	Timely response to CASREPS
	ESU St. Louis

	Boat equipment maintenance support
	Timely response to CASREPS
	ISC St. Louis

	GSA Vehicle equipment maintenance support
	Timely response to CASREPS
	GSA

	Infrastructure support (office spaces / building maintenance)
	Timely response to CASREPS

Quality of maintenance / janitorial services

Adequate office space
	ISC St. Louis

	Office support services (utilities, telephone)
	Continuous utility services

Timely response to CASREPS 
	ISC St. Louis

	Information (guidance, policy, direction) support
	Timely guidance

Quality guidance

Accurate (up-to-date) guidance
	Eighth District 

Atlantic Area

Commandant


	K.  Other Strategic Challenges:
	What are your key strategic challenges? Include mission, human resource, operating environment, regulatory requirements, special equipment, partners, etc.

	D8 plan to form Activities Lower Mississippi River (MSO Memphis – Group LMR merger)
	Future mission requirements stemming from increase emphasis on Homeland Security.

	Ensuring flow of qualified and experienced military personnel from Personnel Command.
	Prioritizing increased mission demands in a resource constrained environment.

	Overcoming key readiness weaknesses in a resource constrained environment.
	Overcoming CG-wide systemic problems that affect our ability to improve performance.


Appendix 4 – 2003 Strategic Assessment

Strengths – top strengths internal to Memphis Area Coast Guard Units

Mission-related priorities and expectations have been established and communicated to crew.

Reserve IDT / ADT resources serve as ready and capable surge resource.

Integrated MSO/Group Command Center established at Group LRM with 7X24 hour live watch standers.

Quick Response Cards and Standard Operating Procedures are used for port contingencies.

Formalized planning and implementation processes are used to direct unit activity.

Unit knows customer requirements and expectation and has strong relations with customer groups.

Unit has strong working relations and regular contact with our local, state, and federal agency partners.

Systematic method of measuring readiness, process performance, and customer satisfaction is in place.

Unit has established goals for continuous performance improvement.

Workplace strength is strong, crew highly motivated and dedicated.
Weaknesses – top weaknesses internal to Memphis Area Coast Guard Units

We are NOT ready in terms of staffing – Unit is staffed with only 60% of the staffing required to successfully meet the demands for continuing legacy missions and new HLS-related missions.

We are NOT ready in terms of qualifications – Unit personnel hold only 55% of the qualifications needed to meet demand for services. (Example: Lack of boat crew and Boarding Officer qualifications significantly degrades our ability to conduct maritime homeland security field operations

We are NOT ready in terms of infrastructure – Unit’s infrastructure readiness (unit spaces) is insufficient (only 71% of what is needed) for the number of people assigned and type of operations conducted. 

Intelligence information and analysis is lacking/insufficient to adequately identify threats to the MTS.

Opportunities – top opportunities external to Memphis Area Coast Guard Units 

Partnerships / MOA/MOUs with other agencies can be formed to leverage resources.

Developing plans and operating procedures with other MSOs in the Western Rivers can save resource and ensure consistency.

We can take advantage of casualty responses to conduct regulatory enforcement activities to reduce risks, particularly for uninspected towing vessels.

Partnering with Group Lower Mississippi River to combine activities, particularly administrative and Watchstanding activities, can free up resources to focus on higher priority activities such as MHLS.

USCG policies and planning guidance provide unit with flexibility to reallocate resources among mission activities based on risks.  We can stop doing certain activities.

Huge opportunities to increase efficiencies and productivity through use of technology. 

USCG Auxiliary can provide resources (personnel and equipment) to conduct activity.
Threats – top threat external to Memphis Area Coast Guard Units

The increasing demand for services from industry and from internal Coast Guard regulations and policy (HQ and LANTAREA) is not met with an equivalent increase in resources to meet demand.

Continued outflow of trained and experienced personnel due to PCS transfers and retirements, as well as the continued practice of assigning untrained and inexperienced personnel to the unit by the USCG Personnel Command, significantly reduces qualification readiness and degrades mission effectiveness.

Information regarding what is not being done due to readiness shortfalls and its impact on mission outcomes is not transparent to the entire chain of command – lack of alignment from top to bottom, from bottom to top.

Program stovepipes at D8 / LANTAREA / HQ continue to limit ability of Sector Commanders to reallocate resources to priority mission areas.

The continued mobilization of reserves for non-contingency issues (e.g. MTSA implementation) threatens reserve retention and morale.  MTSA implementation should be resourced with active, civilian or contractor resources – not mobilized reserves.

Continued economic weaknesses in the inland towing industry impacts efforts to fully achieve the intent of MTSA and increases safety and security risks.

Appendix 5 – Business Strategies

Customer Perspective – build relationships with customer groups to identify their latent needs and requirements.

Internal Process Perspective – explore and adopt innovative risk-based approaches to improving process management to meet customer requirements, achieve unit objectives and goals, and reduce resource costs.

Learning and Growth Perspective – engage the workforce by emphasizing unit training and qualification and addressing workplace climate issues, particularly clarifying expectations and providing adequate resources.

Financial Perspective – ensure resources are focused on the mission activities in the highest risk maritime segments (vessels, facilities, ports & waterways, mariners).  Reallocate resources currently operating in low risk maritime segments to the high-risk sectors.  Develop partnerships with other agencies, units, and industry, as well as the USCG Auxiliary, to leverage resources.  

	Appendix 6 – Unit Measurement Plan

	Goal
	Data needs
	What the data will tell us
	Data Owner
	Frequency of data collection
	Frequency of data reporting

	Improve workplace strength
	Employee satisfaction data from the 12-question survey.
	Enable us to determine area of satisfaction and dissatisfaction among employees
	Commanding Officer
	Twice annually (October and June)
	Twice annually (October and June)

	Improve staffing readiness
	STAFFING READINESS Demand for service (in FTE) and billet strength from the MSO Shell.

Resource allocation among our key mission processes from the MSO Shell
	The degree to which our billet strength meets our demands for services.

How our resources are allocated across our mission processes and against unit priorities.
	Executive Officer
	Twice annually (October and June)
	Twice annually (October and June)

	Improve qualification readiness
	QUALIFICATION READINESS – unit qualification needs vs. qualifications held – from Unit Qualification Matrix
	The degree to which our unit personnel have the qualifications needed to perform the mission.
	Training Officer
	Qualification needs updated twice annually (Oct and Jun).

Qualification held updated as qualifications are earned.
	Twice annually (October and June)

	Improve incident response performance
	MISSION EFFECTIVENESS – RESPONSE PERFORMANCE Percentage of response standards achieved during incident responses – from the Response Hotwash matrix.
	If our unit standards are being met and where we need to focus improvement efforts
	Chief, Current Operations
	Within 5 days of responding to an incident
	Twice annually (October and June)

	Reduce maritime risks
	MISSION EFFECTIVENESS MARITIME RISK REDUCTION Number and type of marine casualties from MISLE / MAP.
	When, when, and where, and what type of marine casualties are occurring in our zone.  
	Chief, Current Operations
	Within 5 days of a casualty.
	Annually in June

	Reduce merchant licensing / document process activity cycle time.
	Cycle time through specific process activity
	Enable us to establish processing time standards for each activity.  Enables us to determine the capacity of the specific process activity. Enable us to identify where bottlenecks exist in our process.
	Chief, Regional Examination Center
	Continuously as applications are being processed.
	Weekly – as an average

	Reduce merchant licensing / document processing lead time.
	LEAD TIME for each credential and transaction type.
	Capacity of each process.
	Chief, Regional Examination Center
	Continuously as credentials are issued.
	Weekly – as an average

	Increase REC productivity to ensure outflow rate stays above inflow rate and that inventory backlog is reduced.
	IN FLOW RATE of applications received each week for each credential and transaction type.
	Amount of work (input), from which we can calculate demand.
	Chief, Regional Examination Center
	Continuously as applications are received.
	Weekly

	
	OUT FLOW RATE of credentials issued each week for each credential and transaction type.
	Capacity of each process. 

Throughput rate – number of applications that flow through REC each week.
	Chief, Regional Examination Center
	Continuously as credentials are issued.
	Weekly

	
	INVENTORY of applications (work in process) being worked on at each specific process activity and for each credential and transaction type.
	Workload at each activity.

Productivity at each activity.
	Chief, Regional Examination Center
	Weekly inventory at each process activity.
	Weekly

	Reduce time work spends in waiting between REC process activities.
	WORK IN PROGRESS TIME between specific process activities.  
	How long applications sit and wait before next activity.
	Chief, Regional Examination Center
	Continuously at applications are being processed.
	Weekly – as an average

	Reduce the time we spend waiting on  REC customers and suppliers to send information necessary to process license and document applicatiofs.
	WAIT TIME – How long it takes to get missing information from mariners for items for each credential type.
	The impact of the wait time to receive missing information on our overall throughput time and our process capacity.
	Chief, Regional Examination Center
	Weekly inventory
	Weekly as a percentage

	
	WAIT TIME – How long it takes to get medical waiver from NMC for each credential type.
	The impacts of medical waiver wait time on our overall throughput time and our process capacity.
	Chief, Regional Examination Center
	Weekly inventory
	Weekly as a percentage

	
	WAIT TIME – How long it takes for mariners to schedule an exam for each credential type.
	The impact of the wait time for mariner to schedule exams on our overall throughput time and our process capacity.
	Chief, Regional Examination Center
	Weekly inventory
	Weekly as a percentage

	Improve customer satisfaction
	Number, duration, and purpose of customer contacts (telephone, walk-in)
	What customers are calling about, from which we can calculate demand and problem areas.
	Chief, Regional Examination Center
	Continuously as customers contact the REC
	Weekly – as an average.

	
	CUSTOMER SATISFACTION with our products and services
	If we are meeting the customer’s requirements
	Each department head
	Measured as each product / services are delivered.
	Monthly


Appendix 8 – Unit Workplace Strength Survey

To help improve the workplace environment at our unit, please provide your input to the following questions.  Check the box that best fits your feelings (5 = Strongly agree – 1=Strongly Disagree)

1.
Do I know what is expected of me at work?


 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


5
4
3
2
1

2.
Do I have the materials and equipment I need to do my work right? 



 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


5
4
3
2
1

3.
At work, do I have the opportunity to do what I do best every day?


 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


5
4
3
2
1

4.
In the last seven days, have I received recognition or praise for doing good work?


 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


5
4
3
2
1

5.
Does my supervisor, or someone at work, seem to care about me as a person?


 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


5
4
3
2
1

6.
Is there someone at work who encourages my development?


 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


5
4
3
2
1

7.
At work, do my opinions seem to count?


 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


5
4
3
2
1

8.
Does the mission/purpose of the Coast Guard make me feel my job is important?


 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


5
4
3
2
1

9.
Are my co-workers committed to doing quality work?


 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


5
4
3
2
1

10.
Do I have a best friend at work?


 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


5
4
3
2
1

11.
In the last six months, has someone at work talked to me about my progress?


 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


5
4
3
2
1

12.
This last year, have I had opportunities at work to learn and grow?

 
 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


5
4
3
2
1

Please indicate:
I am (check your employment status):  

	Active Duty
	Civilian
	Reserve

	
	
	


I work in (check your department):  

	Marine Safety Operations
	Regional Exam Center
	Planning
	Command Staff
	MSD Greenville
	MST Ft. Smith

	
	
	
	
	
	


Unit Workplace Strength Survey

	Question
	What does it mean?

	I know what is expected of me at work?
	I know how my performance is measures.

I know the specific performance objectives my supervisor has set for me.

I have 3 kinds of goals: current role, future growth, personal growth

	Do I have the materials and equipment to do my work right
	What do I need?

Why do I need it?

Operational reasons, relational reasons

	At work, do I have the opportunity to do what I do best everyday?
	Do you know your own strengths and weaknesses?

Does your supervisor know?

Lack of current skills or knowledge?

Can’t use your natural talents?

	In the last seven days, have I received recognition or praise for doing good work?
	How often do you like to be praised?

What type of recognition do you enjoy most?

Does your supervisor know…?

	Does my supervisor, or someone at work, seems to care about me as a person?
	Is there a caring environment?

How do you like people so show they care?

	Is there someone at work who encourages my development?
	I have a plan for my current and future development.

Have I actively discussed this with my supervisor?

	At work, do my opinions seem to count?
	Everyone should have a change to be heard.

Decisions that effect the team should not be made without getting everyone’s input first.

	The mission or purpose of the Coast Guard makes me feel my job is important?
	Everyone wants to find meaning in their work to feel like they belong.

Everyone needs to find the link between their own values and those of the unit.

	Are my co-workers committed to doing quality work?
	We are all in this together.

What is quality work?

Is everyone playing the right roles

Do all departments support each other?

	Do I have a best friend at work?
	Will someone be there when I need them?

Best work environments are those where there are real genuine friendships.

Friendship is the gateway to trust.

	In the last six months, has someone at work talked to me about my progress?
	How far have I come?

How much feedback to you need/want?

Is your supervisor actively providing you feedback?

	This last year, have I had the opportunity at work to learn and grow?
	Who finds opportunities for you to learn / grow?

Are these opportunities tied to unit goals?

Is there an environment for learning?

Are you seeking opportunities and tracking progress?

Opportunities? Training, promotions, increased responsibilities, special projects, etc.
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RESULTS


Our activities must produce results.





RISK MANAGEMENT


We must manage risks in our daily activity.





READINESS


We must be ready to conduct mission activity.
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Financial Management





Office Administration





Facility & Equipment Support





Training Administration





Personnel Administration





Business Planning





We must have sufficient number of PEOPLE working in a safe and healthy environment.

















Our people must be adequately TRAINED and QUALIFIED to perform their job.











We must be supplied with properly operating and maintained EQUIPMENT.














Our INFRASTRUCTURE must be adequately sized, properly functioning, and adequately maintained.








We must have INFORMATION including policy, guidance, and intelligence that is appropriate, available, accurate, and up-to-date.











Our SUPPORT SYSTEMS must be in place and functioning so as to satisfy our capability needs.





Issue Civil Penalty Violations





Personnel Action Investigations





Search and Rescue (Group LMR)





Watchstanding, Casualty Response





Prepare for Mobilization





Contingency Exercising





Contingency Planning





Audit License Prep Courses





Issue Merchant Mariner Licenses





Aids to Navigation (Group LMR)





Track Vessel Movements





Coordinate / disseminate intel











Enforce Safety / Security Zones





Facility Security Assessments 





Monitor Cargo Transfer - Regulatory





Inspect Facilities - Regulatory





Inspect Vessels - Regulatory





STRATEGIC APPROACH





We must immediately REPOND to maritime incidents.





We must be PREPARED to respond to maritime incidents.





MERCHANT MARINER RISKS


must be reduced.





PORT AND WATERWAY RISKS


must be reduced.





FACILITY RISKS


must be reduced.





VESSEL RISKS must be reduced.





MINIMIZE THE CONSEQUENCES of maritime incidents when they do occur.





PREVENT


maritime incidents from occurring.





REDUCE 


deaths, injuries, terrorist incidents, port risks, volume of oil spilled, collisions, allisions, groundings.





SUPPORT ACTIVITIES





MISSION ACTIVITIES





CRITICAL SUCCESS FACTORS - INTERNAL





CRITICAL SUCCESS FACTORS - EXTERNAL





MISSION GOALS
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