INTERAGENCY COMMITTEE FOR

AVIATION POLICY
[image: image1.png]



GUIDE FOR THE CONDUCT

OF

AVIATION RESOURCE

MANAGEMENT SURVEYS

June 2007
GUIDE FOR THE CONDUCT

OF

AVIATION RESOURCE MANAGEMENT SURVEYS (ARMS)

TABLE OF CONTENTS

SUBJECT                                        





PAGE

INTRODUCTION
2

PURPOSE
2

SCOPE
2

ARMS REQUESTING PROCEDURE
3

ARMS TEAM MANNING
4
ARMS DETAIL LETTER
4

ARMS PRE-BRIEFING
5

ARMS SCOPE
6
IN-BRIEF PROCEDURES
7

ARMS DOCUMENTATION
8

OUT-BRIEF REQUIREMENT
8
ARMS REPORT
9

SURVEY CHECKLIST
11
TREND ANALYSIS
12
CONCLUDING REMARKS
12
GUIDE FOR THE CONDUCT 

OF

AVIATION RESOURCE MANAGEMENT SURVEYS (ARMS)

INTRODUCTION

Agencies conduct Aviation Resource Management Surveys (ARMS) of their aviation programs as part of their responsibilities defined within Chapter 102 Federal Management Regulation (FMR) Part 102-33-Management of Government Aircraft.  Specifically, Part 102-33.180 (c) which requires use of, “independent oversight and assessments (i.e., unbiased inspections) to verify compliance with the standards (Part 102-33) called for in this part”.  In addition, agencies should maintain an effective and comprehensive safety and health program as required by Sec. 19. of the Occupational Safety and Health Act of 1970, and Executive Order 12196 (February 26, 1980).  An ARMS is  an integral part of these requirements.  Support to agencies conducting an ARMS is facilitated by the Interagency Committee for Aviation Policy (ICAP) through its Safety Standards and Training Subcommittee, in response to written requests.

PURPOSE

The ARMS program is a crucial aviation safety and accident prevention program.  It is not and shall not be used as an inspection, compliance, or enforcement program. The purpose of the ARMS is to discover, and recommend for correction, weaknesses or deficiencies in the safety, operations, training, maintenance, and facilities of Federal aviation departments and agencies.  The ARMS accomplishes this purpose by conducting an independent and unbiased appraisal of all aspects of the aviation program of those Federal departments and agencies that own, lease, or operate aircraft.   At its conclusion the ARMS Team produces reports of ‘observations and recommendations’ to the requesting department or agency solely for their consideration and action.  

SCOPE

An ARMS does not normally extend to reviewing or evaluating the operations, personnel, facilities, or equipment (including aircraft) of contractors unless that contractor is operating in direct support of a Federal aviation program.  ARMS are conducted solely for the Governmental purposes of the involved Federal organizations, departments, and agencies and not for the sole benefit of any particular non-Governmental organization or individual (including contractors).

ARMS REQUESTING PROCEDURES

The following procedures will be followed to request an ARMS:

(  Initial requests for an ARMS may be verbal and made directly to the chairperson, Safety Standards and Training Subcommittee, or to the subcommittee facilitator.  This initial notification will contain, as a minimum, the desired dates of the ARMS , identification of the organization(s) to be surveyed, point(s) of contact to include name, organization, and phone numbers.

(  Subsequent to the initial request, a formal letter of request will be sent to the ICAP Chairperson, confirming the information of the informal request.  It should also include both manning and survey requirements as well as any restrictions.  The formal letter of request should follow the below example:

SAMPLE AGENCY REQUEST FOR AN ARMS 
Full Name XXXX

Deputy Associate Administrator
Office of Travel, Transportation, and Asset Management (chair of the ICAP)

General Services Administration

1800 F Street, NW, Room 1221B

Washington, DC  20405

Dear Ms. XXXX:

(Agency Name) has requested that the Interagency Committee for Aviation Policy (ICAP), through its Safety Standards and Training Subcommittee, facilitate an Aviation Resource Management Survey (ARMS) of our aviation operations.  

The purpose of the survey is to discover, and recommend for correction, any weaknesses or deficiencies in the safety, operations, training, maintenance, and facilities management of the (agency) aviation program at the (location).  The date(s) of the ARMS is the (time frame).  The (agency) is requesting (number) individuals for a (number) day period to accomplish the survey.  Individuals with the requisite knowledge of safety, operations, training, maintenance, facility operations and operations of (type of aircraft the agency uses) aircraft are required.  All travel, lodging, and associated survey expenses will be paid by (agency).

Thank you for your support of this important ICAP safety initiative.  Please contact 

Mr. XXXX of (agency) who will provide the necessary coordination.

Sincerely,

XXXX

Agency

(  After receipt of the written formal request, the chairperson of the Safety Standards and Training Subcommittee will coordinate a meeting with the requester at the earliest possible date.  During this meeting, survey specifics will be discussed and budgeting procedures (such as the required fund cite for travel reimbursement) will be established.  Identification of ARMS Team members may be accomplished at this time.   

ARMS TEAM MANNING

An ARMS is conducted by a team of three to five Federal agency personnel that have been identified as having the requisite knowledge and experience to participate in such an effort.  Such personnel will be drawn from within ICAP member departments or agencies.  Under no circumstances will personnel from the requesting Federal department or agency be used in other than an agency facilitator or coordinator capacity.  An agency facilitator, if required, should be detailed from within the organization undergoing the survey.  Auditors, Inspectors General, and internal affairs personnel should not be used as agency facilitators or coordinators.

The chairperson of the Safety Standards and Training Subcommittee will provide the requester with team member resumes, parent organizations, and respective areas of expertise.  At this time, the requester will approve each team member's participation on the team.  Any ARMS Team members not acceptable by the requesting agency will be replaced.  ARMS Team member validation must be conducted at least two weeks prior to the survey start date.  Once the ARMS Team has been approved, the requester will send a “Detail Letter” (see sample DETAIL LETTER) to the supervisor of each ARMS Team member requesting that they be “detailed” to the requesting agency for the period of the survey.  A copy of each detail letter must be provided to the chairperson, Safety Standards and Training Subcommittee.  At this time, the team’s logistical requirements will be provided to the requester.  

ARMS DETAIL LETTER 

The Detail Letter defines the survey scope of work to the ARMS Team member and his/her agency.  Being “detailed” to the requesting agency ensures that the final reports are “owned” by the requesting agency and not the General Services Administration or other assisting agency.  The following Detail Letter format is recommended::

SAMPLE DETAIL LETTER 


Address to ARMS Team member’s supervisor


Dear XXX:

The (Requesting Agency Name) has requested that the Interagency Committee for Aviation Policy (ICAP), through its Safety Standards and Training Subcommittee facilitate an Aviation Resources Management Survey (ARMS).  The subcommittee has indicated that (ARMS Team members name), of your agency, is available to serve as a member of the ARMS Team being established to conduct the ARMS.  We request that (ARMS Team member’s name) be detailed to (the requesting agency) during the period (dates) in order to participate in this survey.

The purpose of the survey is to review the (Requesting Agency Name) aviation program as requested.  The survey will require each ARMS Team member to work as part of a team to conduct an independent and unbiased survey of all aspects of our (Requesting Agency Name)) aviation program..  

As a member of the ARMS Team, (ARMS Team member name) will participate in survey related activities which will include, as a minimum: providing a survey in-brief, conducting the actual survey, providing a survey out-brief, and developing and distributing the final ARMS report.  All team members will return to their normal duty locations at the conclusion of this survey.   As the requesting agency, we will pay (ARMS Team member’s name) travel and per diem, as applicable.  We thank you for permitting (ARMS Team member’s name) to participate in this important interagency safety program.  If you have any questions please contact me on (telephone number/email, etc.).
Your agency’s signature block

ARMS PRE-BRIEFING

Once the ARMS team has been established, either the chair of the Safety Standards and Training Subcommittee, a designated representative, or the ARMS Team Leader will provide ARMS Team members with the following information no later than one week prior to the survey start date:

(  Team member introductions;

(  Requesting Agency Name and location;

(  Survey dates;



(  Travel logistics;

(  Assignment of survey areas; 

(  Survey documentation (report format);

(  Final report development information; 
(  Documentation control and
 






distribution instructions and formation.

In addition, ARMS Team members will be provided:

(  A detailed description of the organizational mission, related aviation 

operations, and support activities.


(  Copies of related aviation resource management directives, procedures, 


policies, guidelines, existing waivers, manning lists, and other such documentation.

This information will be in the form of a 3-ring binder or CD as appropriate.  The information will be FedEx’ed to the ARMS Team member’s home or work location prior to departure for the ARMS.  This is to allow the ARMS Team members time to review the material prior to the survey.

ARMS SCOPE

The following areas, if applicable, should be addressed during an ARMS:


(  Management and Administration;

(  Training;

(  Safety Management/Administration;


(  Operating Procedures, Manuals, and Directives

(  Operations Records;


(  Flight Operations;

(  Maintenance Management;

(  Refueling Facilities and Operations;

(  Aviation Life Support Equipment;


(  Physical Security;

(  Aviation Accident Response Plan
(  Gold Standard Verification (if requested)
Additional areas of interest may include, but not be limited to the following:


(  Safety program organization and activity;


(  Aviation resource management philosophy and attitude;


(  Management effectiveness;


(  Personnel workloads;


(  Communication process effectiveness;


(  Trust among organizational members.


(  FAIRS reporting

IN-BRIEF PROCEDURES

In-briefs will be conducted by the survey team leader and also by the organization being surveyed.  The survey team briefing will include, as a minimum, the following areas:


(  Team member introductions;


(  Survey scope;


(  Assignment of survey areas;


(  Survey documentation and survey report development;


(  Documentation control and distribution; and


(  Confirmation of logistical requirements.
The requesting agency should brief, as a minimum, the following areas: 

(  Appropriate personnel introductions with respective duty or job descriptions;

(  Description of the mission, related aviation operations and support activities;

(  Identification of known or perceived problems or concerns
(  Ongoing corrective action(s) or processes in work;

(  Normal Core Duty hours; and

(  Logistical support availability.

The ARMS Team Leader is responsible for contacting and communicating directly with the organization being surveyed.  The ARMS Team Leader will coordinate the survey team's arrival date, time, and any required logistics to or from the survey location(s). The ARMS Team Leader will also coordinate and confirm with the requesting agency, the day, time and location for the required in-brief including all the areas to be surveyed..

ARMS DOCUMENTATION

For the accomplishment of the survey task, ARMS Team members must be given the widest latitude to assess all facets of the organization to be surveyed.  Any observed unsafe acts or conditions shall immediately be brought to the attention of ARMS Team Leader who will inform the organizational management for immediate action and resolution.  A record of such actions may be included in the final Evaluative Report (see ARMS REPORT) as appropriate.

The words "finding" or "unsatisfactory" shall not be used to identify or describe an area considered less than satisfactory or unsafe.  The word "observation" shall be used to identify such areas, which in the opinion of the ARMS Team, should be addressed by the requesting agency.  Positive and beneficial efforts and activities, as well as outstanding personnel efforts, should be specifically cited.  All noteworthy items will also be termed “observations”.

For developing survey related observations for the final report, see "ARMS REPORT".

OUT-BRIEF REQUIREMENT
At the conclusion of the survey, the ARMS Team Leader will provide the surveyed organization with an out-brief which will include, as a minimum, the following areas:

(  Areas surveyed;


(  Statement addressing the general health of the aviation program organization;


(  Observations identified;


(  Observations addressed during the survey; 


(  Noteworthy observations developed;


(  Functional area summaries; and


(  Concluding remarks.

ARMS REPORT

The final ARMS report consists of two separate reports which are presented to the requesting agency at the conclusion of the ARMS; a Factual Report and an Evaluative Report.


Factual Report.  The function of the Factual Report is to assemble all available facts derived from the ARMS.  This report shall not include opinions, conclusions or recommendations of Government personnel or ARMS Team members concerning any aspect of the ARMS.  This report shall be only a factual narrative summary prepared by the ARMS Team containing the facts derived during the ARMS.  Privileged material such as proprietary material of manufacturers shall be attached in sealed addenda and released only as appropriate.  The Factual Report should contain as a minimum:


1.  Survey location and inclusive dates.


2.  Identification, to include duties of personnel contacted during the survey.

3.  Functional area summaries consisting of short, specific factual comments on the major functional areas surveyed. (See ARMS SOP, Appendix F, for suggested Factual Report format).  

Evaluative Report.  The purpose of the Evaluative Report is to offer functional area specific information to enhance and improve safety, operations, maintenance, and prevent mishaps.  This report shall contain the deliberations, communications, conclusions, opinions, and recommendations of Government personnel and ARMS Team members acquired during the survey.  Only factual information or material presented in the Factual Report shall be referred to or relied upon in the Evaluative Report.  The format for the Evaluative Report should contain as a minimum:


1.  Narrative evaluative description of the general “health” and condition of the aviation program organization surveyed.

2.  Listing of observations and recommendations developed during the survey, aligned by functional area.
3.  Concluding remarks including, but not limited to, lessons learned, management inquiries, recommendations relative to operations, safety, training, etc., and a discussion of positive and beneficial efforts and activities.


4.  Attachments germane to survey observations, corrective actions, and other report specifics.(See ARMS SOP, Appendix G, for suggested Evaluative Report format).

Distribution of the report.  The overall success of the ARMS Report in improving safety and preventing mishaps depends to a great extent on candid statements, observations, conclusions, and recommendations by Government personnel and ARMS Team members.  However, information in the report may be subject to public release under the Freedom of Information Act.  Thus, while the intent of the Report is that it be kept confidential, each agency must asses the potential for release of the information and may elect to provide such information to the ARMS team members prior to the conduct of the survey.  
Distribution of the FINAL ARMS Report by the ARMS Team Leader shall be limited to two copies.  In the event that the surveyed organization requested the ARMS, two copies will be provided to the surveyed organization for distribution as determined by the requesting (surveyed) organization.  In the event that a parent department or organization requested the ARMS, two copies will be provided.  One to the parent organization that requested the ARMS, and one to the surveyed organization.  

At the conclusion of the ARMS, the ARMS Report becomes the property of the requesting agency.  It is then the requesting agency’s responsibility to maintain the confidentiality aspect of the ARMS Report in accordance with the requesting agency’s policies and regulations and the Freedom of Information Act.

Limited use of the Evaluative Report.  The Evaluative Report, attachments, and report endorsements are intended ONLY for safety purposes for the exclusive review and use of the surveyed organization. The ARMS Evaluative Report is NOT intended to be used:

(a)  in making any determination affecting the interest of an individual making a statement;

(b)  as evidence or to obtain evidence in determining the misconduct of Government personnel;

(c)  as evidence to determine the disciplinary responsibilities of Government personnel;

(d)  as evidence to assert affirmative claims on behalf of the Government;

(e)  as evidence to determine the liability of the Government or its present or former employees for property damage, injuries, or death caused by a mishap;

(f)  as evidence before administrative bodies; or

(g)  in any other punitive or administrative action taken by agencies of the United States.

The designation of the Evaluative Report as ‘confidential’ is intended to encourage Government personnel and ARMS Team members to provide complete, open and forthright information, opinions, conclusions, and recommendations regarding issues that may or may not directly affect the safety and effective management of an aviation program(s) within the organization.  In order to continue the development and submission of valid information, opinions, conclusions, and recommendations in ARMS Evaluative Reports, faith must be kept with the assurances of the confidentiality of this information.  Should the Evaluative Report be used for any purpose other than safety, the credibility of the ARMS program and any future safety initiatives related to such surveys may be lost.  Even though the ARMS process intends that certain information remain confidential, Government personnel and the ARMS team members must understand that the final report containing references to deliberations, communications, conclusions, opinions, and recommendations could be used “outside the scope” of the survey. 
There is no need or intention for any of the survey information or the final report to be retained by any members of the ARMS Team.  Accordingly, at the conclusion of the ARMS, all team member notes, observations, comments, etc., used in developing the final report shall be destroyed.  No ARMS Team member will retain any information related to the survey.  
At the conclusion of the ARMS, the ARMS Report becomes the property of the requesting agency.  It is then the requesting agency’s responsibility to maintain the confidentiality aspect of the ARMS Report in accordance with the requesting agency’s policies and regulations.  

Testimony of ARMS Team Members.  ARMS team members may testify as to the factual information they obtain during the course of their participation in ARMS.  They shall not divulge any opinions, conclusions, or recommendations which they formulated, or to which they become privy, in their capacity as an ARMS team member.  

(a)  Testimony of ARMS team members may be made available for use in litigation, administrative proceedings, and any other proceedings through a deposition or written interrogatories.  Because all factual information is available in the Report and opinion testimony is not authorized, ARMS Team members may appear and testify in court or other proceedings when called for by specific court order where the testimonial limitations of this section will apply.

(b)  An ARMS team member may use a copy of the Factual Report as a testimonial aid, and may refer to the report to refresh his/her memory.  
(c)  Upon completion of the deposition of an ARMS Team member, a copy of the transcript of the testimony may be furnished, at the expense of the party requesting the deposition, to the ARMS Team member for review, correction, and signature.

SURVEY CHECKLIST

The attached checklist (Sections 1.0 through 12.0) is an integral part of an ARMS and will be used and completed by team members during the conduct of a survey.  The checklist serves only as a guide to the evaluation of each functional area.  Section items will be marked either "Y", "N", or "N/A" with appropriate comments relating to the item in question.  If a section does not apply, it should be noted in the Factual Report.  The Checklist, and associated notes obtained during an ARMS will not be attached to the final ARMS Report.  They are considered ‘notes’ to be destroyed by the ARMS Team at the conclusion of the ARMS.   
TREND ANALYSIS

Trend analysis is a valuable management tool and is developed using ARMS checklist data.  At the completion of every survey, the ARMS Team Leader will complete a survey checklist for ICAP Trend Analysis.  The checklist will not include any agency identifying information or written comments.  The checklist will be provided to the chairperson of the Safety Standards and Training Subcommittee to be entered into a data base, from which non-attributable trend analysis information will be developed.  Trend Analysis will be based on the previous 10 ARMS.
CONCLUDING REMARKS

After the survey reports have been compiled, all related working papers, notes, memos, and team member checklists with the exception the survey checklist for ICAP Trend Analysis used in connection with the ARMS shall be destroyed.  Documents loaned to the ARMS Team by the requesting agency will be returned if requested for retention or destruction pursuant to the organization's routine retention policies.  
During the conduct of an ARMS the Team members may become aware of privileged information, both personal and confidential, regarding the surveyed agency and its personnel.  The need to establish and maintain the security of agency documents and information must be maintained not only during the ARMS process but following its conclusion.  ARMS team members must maintain confidentiality of information gained and the security of documents and computer media during and following the ARMS process.  Once the ARMS is concluded, ARMS team members shall not discuss specific observations of an agency’s operations or its personnel that were observed during the ARMS process. 
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