XO TTPs

Turnover and Legal.

· One technique to use for turnover of billets is have the off-going Marine and his relief run the IG checklists together.  This served several purposes:  Helped ensure programs remain active and that they were in good shape; gave the oncoming billet holder assurance that the program was in good shape; served to familiarize the oncoming billet holder with the program and what they were responsible for.  Sometimes (DOSS for instance) the off-going billet holder would have the Wing or Group come in and do an Sight Assist Visit as part of the turnover.  Regular Sight Assist Visits are a crucial part of any Unit Inspection Program.

· In the absence of a face to face turnover (happened in the MEU all the time), I reviewed the turnover binders and bounced the information off the checklist items to ensure they addressed key issues.
· I also recommend that the XO attend the Senior Officer's Legal Course.  It kept the CO and I out of trouble on many occasions.  Highly recommended.  I took it on island here last October, but it would be worth sending someone TAD for this course.  

· MAG-12 included:  How about a turnover CD for XOs with applicable policy letters, Wing Os, this base plate briefing on responsibility and functions and all the directives for the issues described.
For Liberty incident reduction: I used to have a monthly/as needed "XO Newcomer's Brief" during which I would cover several items (target audience was Marines arriving at their first duty station).  Examples:

· Barracks Rules.  Emphasize that it was their barracks, and that watching someone trash their house was as bad as trashing it themselves.  No Smoking, keep the music down, etc.

· Buddy Rule for Marines

· Liberty Campaign Plan

· Difference between making a "mistake" and consciously deciding to break a rule that they were very familiar with.

· Stress that rarely does anyone get in trouble for making a "mistake," but that they will get in trouble for making a conscious, bad decision to break the rules and risk getting caught.

· I also emphasized some of the things to do on the island, diving, travel, sailing, etc.  

At the end I had them sign a roster indicating that they understood the English words I said to them.  Rarely did anyone from those in-briefs get in trouble for any of the things I talked to them about.  If they did get in trouble, they expected the hammer.  The SgtMaj would often conduct these meetings in my absence if I was TAD.

Marines Departing

I asked a series of questions of people checking out of the command as a "Parting Shot" opportunity of sorts.   

· "During your tour, have you seen any evidence of racism, sexual harassment, or hazing?"

· "Have you seen any evidence of, or heard any rumors about, one group of people receiving preferential treatment over another?  I.E. Aircrew gets treated less harshly at Office Hours, S-3 Marines get to go on good deal trips more than Maintenance, Loadmasters get more duty than Flight Engineers?"

I have gotten some good feedback from these questions, often not related to Equal Opportunity.  

Unit Inspection Coordinator...The XO should be the UIC.  He is in the best position to provide command visibilty, positively influence and report back to the CO on those programs that are priorities to the commander.  In many case the UIC is delegated down to a 

Capt. in operations and experience has shown that that does not put the proper emphasis on the program.  XOs need to get away from his desk to do this properly and should make it a point to to look at programs no-notice in order to make an accurate assessment.

Barracks:  As an XO I was fully engaged with the SgtMaj in monitoring and maintaining the condition of the barracks.  I inspected, I stopped by on weekends, I met with Barracks NCOs and I worked closely with the station organization to ensure they were doing their part.  The older barracks that some units have at Futenma take an incredible amount of work to maintain and need constant command attention.  Need to make periodic visits to the chow hall, differ the meals.

Final Takeaway:
Create a command climate where a Marine believes that a member of that particular unit doesn't do these types of things (lie, cheat, steal, get in trouble in town, or use drugs).  It may sound corny, but once the unit accepts it, it continues for as long as the command element (CO,XO, Sgt MAJ, and junior officers support it).  When someone intentionally fails, he or she is hammered - and the results of NJP are made known to all, along with how the individual just embarrassed the unit.  Peer pressure is a powerful tool. The key to making this succeed is to reward the unit for their excellent behavior (ie 96 for 90 days without an incident). 
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