CDR Thomas

XO Management Tips

· You are the action officer for nothing, but own everything.

· Everything that leaves your desk should have originated on someone else’s.

· Everything needs to have a DH who owns it

· Ie MWR will belong to a DIVO, but he/she needs to see the DH before they see you

· The only exceptions might be Legal etc…

· Identify a POC for every event, evolution and inspection.

· Pick the right person

· If you pick the wrong person, you’ll end up as the AO
· Spread the wealth

· Advancement

· Examine profile sheets and have a plan to get deserving people advanced next time

· Use special recognition awards (Arleigh Burke, Siren, etc) to help get 1/C CPOs advanced

· Check evals to make sure “eligible” individuals have been recommended for advancement

· Cannot go from “Promotable” to “Progressing”Require POA&Ms

· Early planning is key to XO stuff (inspections, Change-of-Command etc)

· Every inspection/assessment/assist generates a discrepancy list that in turn generates  a POA&M

· Focus on content, not format

· Require updates

· Help your DHs to delegate management of their POA&Ms

· Require Admin early and on time
· If you make your deadline too close to the real deadline, you’ll end up doing thestaffing 

· Deal with the Admin Early

· Leaves time for the staff to restaff after your chop

· Lets you prioritize urgent vs important work

· Manage the internal schedule to be instep with the Command’s priorities.

· Figure out how the CO wants the day to flow and make the POW/POD work

· Don’t over schedule

· Canceling Personnel and Zone inspections wastes the troop’s time and is disrespectful

· Ensure the right people can attend the right meetings.  Don’t make them prioritize.

· Don’t under schedule

· Use the CMC and the CPO Mess

· Don’t let them divorce themselves from Admin

· They own 3M, DC, cleanliness and preservation

· If you’re going to modify the ship’s routine, get their input

· Make them support their DIVOs and DHs

· The CO and your REAL priorities will drive the Command’s priorities

· Make the Routine

· PMS Reports, Evals, Eight O’Clock Report requirements should surprise no one

· Urgency vs. Importance (stolen from Covey)

· Important and Urgent are not synonymous

· Everything must get done on time.
· Spend YOUR time on important items

· Avoid letting Import items become urgent

· Make sure you know what the CO thinks is urgent/important

· Make sure DHs know what is urgent/important

· The Happy XO lives in Quadrant Nr 2

· The Unhappy XO lets poor management push him into Nr1 and 4 
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“Areas upon which you (Ship) can distinguish yourself!”

or

Have these discussions w/DHs very early in your tour!

· EKMS (hey …look what we found in the trash!); 

· Food Service Returns; 

· Postal reports/audits; 

· Ship Store audits/returns/procedures; 

· ID Card accountability (but he/she said they needed two); 

· Disbursing audits/accounting and daily balance; 

· Discharge Form DD 214 accountability (VA benefits); 

· Navy-Wide Test storage, security, destruction procedures (I reviewed my copy of last year’s test (cough) …; 

· MWR storage and funds (or, where’d all the fishing poles go?); 

· High value item accounting (formally controlled equipage); 

· Controlled Medicinal storage/audit and controls (Drugs!!!); 

· Location of Suez Canal Certificate and Certificate of Admeasurement (NAV, why can we go through the Suez?); 

· MRG key management (or … “Hey CAPTAIN, want to see the bull gear … I got the keys,” says SA Scamoots!); 

· Weapons key management (was that 14 or 15 9MMs?); 

· Weapons/ammo daily inventory procedures; 

· TS/SECRET/NWPL storage and procedures; 

· EOSS deviations; 

· Number/reason for DFS; 

· MAMs accountability/number in-place (“Way we always did it SIR/MAAM!”); 

· Test equipment inventory (or CAPTAIN, “you should see my garage”);

· Tool issue procedures (or CAPTAIN, “you should see my garage”); 

· Crane/boat/elevator certifications, Weight tests and SOTs (1st, is that the way the RHIB is supposed to dangle from the davit?); 

· WEAX limits (Wheeeeeeee, this is(n’t) FUN!); 

· GPS Figure of Merit and proper Chart Datum (a.k.a depth beneath the keel?); 

· List of Single Parents; 

· List of Sailors with EFM; 

· DRB vice DA(ward)B (or are the CPOs awarding discipline?); 

· Extra Military Inst (EMI) procedures/QA and limitations; 

· VWAP; FAB cases; 

· COMET and urinalysis procedures/testing and numbers! (Golden flow is still golden!)
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Clarify CO/XO Expectation of Roles

· Internal/external

· Division /duplication

· “via” or “backbrief”

· navigation and shiphandling

· don’t guess or assume

· your “model” of CO/XO relationship may be very different than CO’s

Check your Personal Support Structure

· Family, Friends, Health

Think through how to deal with difficult boss, perhaps one with whom you disagree strongly

“BLISS”: Balance, Loyalty, Integrity, Strength, Stamina

Executive Department Team

· Needs more XO attention than “line” Depts/Dept Heads

· Supply Officer/Department: understand the gory details…make Suppo explain…can get ship in big trouble

· Ship’s Office…similar to above…”trust but verify”

· MAA, 3MC, HMC, Career Counselor…You are the officer advocate, “Dept Head” for these areas

· CMC

Relationship with DESRON Staff

· Figure out early how Chief Staff Officer operates…friend or foe?

· Don’t assume “enemy” attitude

· Stay in touch…be aware of their staff schedule and what other ships in squadron are doing…will help you understand how to get what your ship needs, leverage off others

· Can help prevent flailing if you develop good rapport…can share insight from similar events that may have occurred on other ships in squadron

· Have DHs stay in touch with staff counterparts…be aware of how much your ship reputation can be harmed (or helped) by attitude and responsiveness of Ops and Admin, especially

· Take the initiative on coordinating DESRON embarkation…don’t wait for DESRON to give you the plan

Legal/Investigations

· XO get involved…needs your experience, insight, and judgment

· JAGMANS:  Won’t go away…might as well do correctly right away

· Two separate questions: WHAT HAPPENED? And WHAT ARE YOU GOING TO DO ABOUT IT?

· Focus on first question before wasting time agonizing over the second.

· Recommend assign Dept Head to do it, read the fine print of JAGMAN, consult a lawyer early. Use the Group staff lawyer/LN1 for standards of preparation since they have to get Flag to sign.

· It’s not a personal attack on you as XO or on CO…find the facts, deal with consequences.

Congressional Inquiries and IG Inquiries

· Again, won’t go away.

· Respond with thorough facts.\Keep the emotion out of it…chain of command can tell difference between a real problem and one that requires just “answering the mail”.

· XO must make this a priority because those outside command will be tracking closely.

· Strive to develop a reputation of responsiveness and thoroughness.

NJP

· You (as XO) are the expert.

· Don’t abdicate to Legal Officer alone.

· Keep CO and command reputation good by executing your military justice duties well.

· Urinalysis program…check the fine print and monitor program execution.  MA1 or MAA might not have it all in order.  Don’t “assume” all is well. Check it out.

Other topics

· Public Relations

· Hospitality

· Role with CPO Mess

· Training

· Your Command Qual

· Collect XO stories starting now to help “imagine the range of possibilities” you may deal with

· Remember big experience difference: XO has about 12-13 years; 1st tour DH about 7 years; CO about 20 years.  CPOS anywhere from 9 to 20 years.  Keep this in mind and also how many things have changed since “you were OPS” or when “CO was CHENG”.
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Ticklers 
· Don't expect to find one when you get there, or when you arrive at SWOS for PXO.  Make your own in whatever format you are most comfortable, but start soon.

· I recommend ACCESS data base so you can build queries, "by dept", "by periodicity, Quarerly, Annual, monthy, etc".

· Some of the items you'll want in there:

· 
Required recurring reports

· 
Annual and Qtrly award inputs

· 
Fitrep and counseling due dates

·     Most of your qtrly, monthly and annuals will be Suppos.  Have him get into these with you.  If he screws these up, all     your other hard work will be for not as you will not get the battle E because of supply.

· 
One-time big items you can't afford to let slip, like some of the key pre-deployment tasks

You can print these out for each dept head at the end of the month, qtr etc, on Monday and require updates by Friday.  

Helps prevent the "ad takes" and other irratating message traffic and grief from the ISIC

Everytime you come across an instruction or message that has a due date and/or a recurring report, dump it into your data base with reference info/phone # or inst #s so you'll be able to stay ontop of recurring admin.  I found my tickler so useful and necessary, it was usually "reduced" at the bottom of my computer screen.

Detachment/relief for cause of Officers/Dept Heads.  

· Unfortunately an issue you may have to deal with.  As XO, you will be the one that has to prepare the package for the CO.  One tool we have today that will help a great deal is unclass emails from you and the CO to the subj officer.  Keep them unemotional, clean and something you would not mind reading again in a formal package.

· You'll hear this time and again, but document poor behavior with fitreps and LOIs.  I had one DFC case that went through without any problems because my XO did a great job of keeping records of his and my emails, and we did LOI's at the correct periodicity.  Another ship in our squadron tried the quick DFC and the CO got called into see the Flag, didn't get the DFC approved, but did have to keep the disgruntled and embarrassed officer aboard...bad situation.

Ceremonies.  

· Based on your past assignments, you may not have had much experience here.  You need to get horsed up before reporting.  From small ceremonies like "on the spot" NAMs and "all hands" award ceremonies, to changes of command for the CO or the Commodore, you need to be the one who researches and understands the protocol and thinks through the entire time line to prevent your CO or Commodore from being embarrased...that is what protocol is all about, not embarrassing the principals.

· Sources:  Navy Regs (chapt 12 if I recall), Boat officers guide, Navy Officer's guide, some SWOS handouts, Marine Corps Drill and ceremony guide....Look into it early and rehearse the big ones and walk through the small ones with your "team" YNC, Admin Officer etc.  Contact Fleet protocol officers, but use your common sense with their responses, half of them have no buisness being in the job, they got it because of other circumstances.  If you find a good protocol officer, keep their number.

· During my CO tour I attended all Changes of Command while inport.  I always brought my YN1 and a different JO with me.  Following the ceremony, we would (privately of course) de-brief it and identify what went well and what didn't.  Many were fine, some were awful and could have been prevented, but it was obvious there was no planning above the seaman level.

· We are the service that is best known for our ceremonies, as leaders we shouldn't allow our JOs to "learn the wrong way".

JAGs

· This was mentioned in our meeting.  But just want to add some emphasis.  Usually there is no rush on legal documents.  Seek out a JAG that you can trust, hopefully the one on the first flag staff in your chain of command.  I sent just about all legal documents through the Jag before I sent them off the ship.  Also, I emailed her on many issues to get her cut before the XO and I proceeded with certain tricky mast cases.  XO did much of this work with the Jag, and that was fine with me.  As long as he told me he had "run it by the Jag", I was ok.   Remember your "legal officer" had a short course and two "JAG DVDs" to watch over the weekend,  he just isn't going to have the experience you need, but he can learn and get better by working with the staff Jag.

Turnover Plan

· I have attached my CO plan, it grew out of my XO plan.  I started building this during my pipeline too and was shocked to find out when I arrived for XO turnover that there really wasn't a good plan, so we fell back to what I had brought with me.

· As you go through the pipeline and someone mentions something that catches your interest, jot it down and add it to the list.  Update it during your tour and use it to prepare for your relief, and then for your commander command later on.

Messing and berthing

· My personal philosophy is that if the ship is immaculate...most of the time, and the food is way above average, everything else will fall into place.   We kind of glossed over messing and berthing in our meeting...and that is what happened at SWOS.  Guess what..most of you don't know how to do a good Messing and Berthing...how would you know?  Did you go with your XO, did your dept head teach you?   And yet you can be sure you CO, like most, will want an immaculate ship, and you are the one to make that happen.   Only you.  If you don't do M/B every day (except weekends inport, more on this later), then expect the standard to begin to drop.  Not the CMAA, not the CMC, but you.  They probably still don't tell you how to do it at SWOS, you need to learn from a successful Post XO, on your initiative.  It's not just the officers heads, but all the heads and beds, the laundry, the galley, behind the scullery, the plastic waste processor room, the CHT room, the back of the post office....the XO's cabin!

· Figure out how you're going to do this and execute your plan relentlessly, the crew will rise to the occasion.

· Weekends.  Sometimes you will be onboard on a weekend for paper work.  Take a walk into the berthing compartments and mess decks.  If you find the weekend Sh--t House mentality and don't react, you have condened that behavior and now have a double standard.  Take your CDOs with you on M/B (during the work week) and tell them you expect the same on the weekends.  Check it out once in a while.
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