06SEP2005
MEMORANDUM

From:

MIDN 1/C Navy & MIDN 1/C Marine, Orientation Coordinators

To:

MIDN 1/C Sailor, Battalion Commander

Subject:
FRESHMAN ORIENTATION 2005 AFTER-ACTION REVIEW COMMENTS

1. The purpose of this document is to provide after action review comments after Freshman Orientation 2005 conducted by the CMUNROTCU orientation and unit staff.

2. All comments will be broken down into the following format: item, discussion, and recommendation. 

3. Orientation Logistics 

Item: Current chain of command structure, including two coordinators, did not support efficient decision making for this orientation staff. 

Discussion: Throughout the orientation week, lead personnel for an event had procedural questions before, during, or after an evolution. They would be confused as to whose orders to follow and to whom to direct questions. In particular, the lead instructor, the senior troop handler, the PT coordinator, and the senior drill instructor were taking three different orders from three different leaders, all of whom had their own solutions or answers to situations.

Additionally, the three leaders (the two coordinators and the Battalion Commander, or BATCOM) were not discussing or even informing each other prior to giving the orders. This resulted in several breakdowns in communication that hampered the efficient running of orientation operations.
Recommendation: The current coordinators suggest only one coordinator who makes the decisions and one assistant coordinator to ensure the proper execution of the coordinator’s orders.  The BATCOM will interact with the coordinator as a point of contact between the orientation staff and the unit chain of command.  The BATCOM’s only interaction with the orientation staff will be through the coordinator and assistant coordinator in order to maintain a consistent chain of command.
Item: The Letter of Intent (LOI) needed to be corrected over the summer when contacts were often unavailable for consultation and planning for orientation details.
Discussion: Since the LOI was not finalized until 25 JUN, certain evolutions during orientation were not fully planned until the week of orientation. In particular, the picnic on the last day of orientation did not have a venue until the week before orientation due to a typo on the LOI, which could have been corrected had the finalized LOI been completed in May. 
Recommendation: LOI should be finalized before the spring semester ends in order to make sure all locations, venues, dates and times, and personnel are all in order and confirmed prior to the start of orientation.
Item: Throughout orientation, staff members felt obligated to spend the night at the unit because time did not allow them to transit between their residence and the unit in between orientation evolutions. 
Discussion: Since many staff members had collateral duties at the unit during orientation, such as fire watches and uniform washing, these members chose to sleep at the unit rather than walking or driving back to their residences. Due to the wasted time it would take transit back to their rooms and the fear of not waking up or being late to an event, many of these staff personnel felt it would be more time efficient to stay at the unit. This resulted in poor quality of sleep for staff who were already getting less than 7 hours of sleep.
Recommendation: An area at the unit should be strictly reserved for the orientation staff to spend the night in order for them to get the most effective and restful sleep possible.  For health reasons, cots could be bought and made available for use by both staff members and freshmen to further guarantee a satisfactory level of sleep.
Item: There was not 100% positive accountability during the ability group run.

Discussion: During the ability group run on Thursday of orientation, several freshmen separated from their ability groups, causing a situation were there was not 100% positive accountability. Because of this separation, the coordinators did not know at all times where the freshmen were, and which staff members accompanied them.
To ensure constant accountability during ability group runs in the future, a new policy should be established that requires any person changing ability groups during the run to get the entire group to slow down and wait for the next slowest group to catch up to them. Once the two groups are together, the individual will switch to the desired group, and the faster group will then resume pace speed. The staff in both groups should note the change in numbers for their groups.
Recommendation:  It should be stressed to the orientation staff that there should be 100% positive accountability at all times.  New policies should always be followed that will ensure every individual is accounted for and accompanied at all times of the evolution.  The lead personnel for each event is responsible for the whereabouts and safety for all individuals involved in the evolution.

Item:  The meal payments for the troop handlers were not resolved prior to the first meal at Highlander.
Discussion: In previous orientations, the troop handlers have always eaten for free at the expense of the unit. It was assumed that this policy would remain in effect this year. After eating the first meal at Highlander, the troop handlers were then informed that they would be expected to pay the same food costs as the freshmen. If the troop handlers had known beforehand that they would be expected to pay for this food, some of them would have made alternative eating arrangements.
Recommendation:  The troop handlers should be informed before the start of orientation that they will have to pay for each of their meals at Highlander or they will have to provide their own food.
4. Pre-Orientation Procedures
Item: The freshmen arrived for orientation unprepared with improper gear.  They had no consistent communication with the ROTC unit. Also, the welcome packet did not thoroughly emphasize the importance of PT, swimming, nutrition and hydration prior to the freshmen arriving at orientation.
Discussion: Many of the freshmen came to orientation with an outdated gear list. This list was not adequately updated over the summer by the coordinators, and many of the freshmen brought their own civilian gear because they did not realize that they would be spending all 4 days at the unit. The welcome packet also did not explicitly state that the freshmen would be spending the night at the unit, which caused some concern amongst the parents, who could not get in contact with their children.
Also, many freshmen arrived at orientation physically unfit, poorly hydrated, and insufficiently nourished. While suggested PT plans were included in the orientation packet, the Good Low and Outstanding High requirements were never listed in the packet. While the minimum Satisfactory Marginal was included, emphasizing this level of performance did not adequately prepare the freshmen for the PT evolutions during orientation. The rigorousness of the PT and swim sessions should be more clearly stated, so that freshmen will arrive to orientation able and expecting to complete the PT sessions. Swimming lessons should be advised so that freshmen are at least comfortable in the water and able to pass the 3/C swim qualification.
Because some freshmen arrived at orientation with poor hydration, eating, and sleeping habits, there were several medical situations that could have been avoided if the freshmen were better informed. They should be well aware of the importance of hydration, proper nutrition, and adequate sleep while preparing for orientation.
Recommendation: 
A. The freshmen should be given a midshipman sponsor.  This will provide them with an experienced contact at the unit who can pass necessary information and answer any questions the freshman may have.  This will alleviate any confusion and miscommunication that the freshmen have about their orientation packet and what items are required for orientation. The sponsor will also go over the gear list and important PT, hydration, and nutrition issues to make sure the freshman comes properly prepared.
B. The welcome packet should include a low and a high standard for the PFA, list the requirements for the third and second class swim qualifications, stress the importance of constant hydration and a well-balanced diet in the weeks leading up to orientation. 
Item:  The orientation and unit staff were uninformed and unprepared for special circumstances that the freshmen had, including dietary and religious restrictions. 
Discussion: Two freshmen had very specific dietary restrictions that were not made sufficiently clear to the orientation coordinators prior to the start of orientation. Highlander did not have the necessary food to properly nourish these two freshmen at the first meal. Kosher meals had to be specially announced and prepared by the Highlander staff, and additional food had to be purchased by the orientation staff for both individuals. Better preparations for vegan freshmen should be made in the future.
Additional religious restrictions had to be taken into account for the Orthodox Jewish individual, such as accommodating his religious service, shaving restrictions, head covering, and Sabbath restrictions.
Recommendation:  In the welcome packet there should be an additional enclosure that has the freshmen list any special needs that they may have due to dietary and religious restrictions, i.e. vegetarian or vegan meals, Orthodox Judaism restrictions.
5.  Orientation Evolutions 

Item: The way the briefs were structured was not effective because the instructors’ time was not optimized and the content of the briefs was inadequate.
Discussion: Every brief was given to a different instructor and this required all instructors to be present for every briefing.  It was not necessary for all of these staff members to present just to give a short brief, which kept instructors from doing their collateral duties.  One instructor could do several briefs, allowing other instructors to be exclusively PT, drill or watch personnel.
Several hydration situations arose during orientation meaning that proper hydration should be stressed more fully.  Additionally, since any type of brief discussing discipline or academics has been removed from the last two year, the coordinators feel that this is important information that should be included in the future.  
Recommendation:
A.  The briefs should be doubled up and presented by less instructors in order to allow the other instructors more time to complete other duties and sleep.

B. There should be a thorough brief on the importance of hydration, which will illustrate the signs and symptoms of dehydration.    This brief could be included in the nutrition brief which should be separated from the physical fitness brief.  There should also be a brief on battalion policies regarding academics, MRB, PRB and discipline.
Item: The use of the locker rooms in the University Center resulted in public relation problems with CMU staff and the campus community.
Discussion: While conducted evolutions in the UC locker room, the freshman as well as the troop handlers disturbed the patrons trying to get in and out of the lockers and take showers.  There were complaints made to the CMU staff at the equipment desk about this matter.  Skibo gym offers a less frequented space for the same accessibility and a larger area.  
Recommendation:  Skibo Gym should be used for all showers and head calls with the exception of pre and post swim evolutions.  
Item: The continental breakfast provided by Highlander café on Saturday morning provided insufficient nutrition for the freshmen and troop handlers.
Discussion: Starting this year, Highlander café will only serve a continental breakfast on Saturday and Sunday mornings during orientation.  The coordinators did not know about this until their arrival at Highlander on Saturday morning.  The staff at the café did not have the time or the food to prepare an adequate meal for the freshman in order to give them enough energy for the rest of the day.
Recommendation: It should be made explicit to the staff at Highlander café that a full breakfast will need to be provided on Saturday morning and we would pay the difference in the cost for this accommodation.
Item:  The picnic at the end of orientation was awkward. 

Discussion:  Orientation and unit staff members did not get to interact extensively with the freshmen and their families.  In previous years, the end of orientation picnic was a time for the orientation staff to get to know the freshmen and vice versa and the parents were not present.  However, at this picnic, the presence of the parents made the freshmen less approachable so the upperclassmen were less inclined to socialize with them.

Parents could not participate in the post-meal activities and stood scattered around seemingly out of place. The unit staff stayed amongst themselves and did not introduce or interact with any of the parents.
Recommendation:  The unit staff should be made aware that they are to mingle with the families of freshmen while the orientation staff should be encouraged to interact and better acquaint themselves with the freshman.
Item:  The motivational send off was a success.
Discussion:  All of the orientation staff stood at the doorway to the wardroom and cheered and congratulated the freshmen on making it through a successful orientation.
Recommendation:  This boosted the morale of both the staff and freshmen and should be done again next year.
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