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(NATRACOM) has tried to be more
efficient are by increasing common-
ality among aircraft, decreasing the
cost of maintenance to the different
aircraft, “downloading” training into
earlier and less expensive phases
of training, and making flight opera-
tions safer. The T-6B Texan Il is an
effort to do all of these things.

The Navy has already completed
the transition from the T-34C to the
T-6B at Training Air Wing 5 at NAS
Whiting Field in Milton, Fla. This
past July Training Air Wing (TAW) 4
at NAS Corpus Christi received its
first two T-6B Texan Ils. And due to
the hard work at the NATRACOM
headquarters and at TAW 4, NAS

— Corpus Christi started T-6B flight
Ensign John Berry, a student aviator from Training Squadron (VT) 28, navigates operations in late November.
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an instructor from Fidelity Technologies, simulates the flight conditions in this to change from a legacy aircraft to a
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. Navy has done this before and has
The Texan takes off in Texas done it extemely well. The Navy is
transitioning to just two types of op-
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Growler. But the transition of training aircraft
comes with a certain set of challenges that
fleet aircraft transitions do not typically face.

Perhaps the biggest challenge is to
complete this transition “on the go,” because
the Fleet's demand for trained aviators has not
paused, and neither can the production of avia-
tors. While Fleet squadrons operate within
deployment cycles, providing opportunities for
fleet squadrons to transition to new aircraft, the
fleet provides a constant demand for trained
and qualified pilots and flight officers from the
training squadrons.

This challenge has been overcome by
the diligent cooperation of all the primary train-
ing squadrons and training wings involved with
the transition. The staffs at each organization
shared best practices and resources with each
other to make sure the Fleet continued to re-
ceive the right number of aviators throughout
the transition.

The advantages the T-6B holds over the
T-34C make all this additional effort worth-
while. The T-6B is not simply a younger air-
craft than the T-34C; it is a quantum leap for-
ward. The T-6B has a digital cockpit, making
it easier for students to transfer to the glass-
cockpits that are now commonplace in the
fleet. While much of the training will still take
place in the aircraft where students will experi-
ence vital “seat of the pants” flying, the ad-
vanced simulators make it possible to do more
of the training in the cost-effective, simulated
environment.

In addition to completing more training
in simulators, CNATRA is currently analyzing
training that is now being conducted in more
expensive aircraft in advanced squadrons and
fleet replacement squadrons to determine what
might be “downloaded” to the T-6B aircraft.
Training missions that once required jet aircraft
may be accomplished in the T-6B at a fraction of
the fuel costs.

While these advantages will reduce the cost of flight
training in the future, perhaps the most important improve-
ment of the T-6B cannot be measured in terms of dollars
saved: safety. The ejection seat provides a level of safety
never seen before in Navy primary training. Because the T-
34C lacked an ejection seat, pilots would have to “bail out”
with a parachute in certain emergencies. If those emergen-
cies happen at a low altitude, surviving in a T-34C would be
nearly impossible. The ejection seat of the T-6B will make
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T-6B Texan Il aircraft fill the North Field hangar at Naval Air Station Whiting
Field in this photo dated Aug. 27. (Photo by Jay Cope/Navy.mil)

previously fatal mishaps survivable.

As the transition from the T-34C to the T-6B contin-
ues, the Naval Air Training Command, to include the staff at
headguarters, the training wings and the training squad-
rons, looks for ways to better complete its mission: to safely
produce well-trained aviators to the Fleet at the right time,
in the right numbers, at the right cost and with the right
skills. This transition is an important step in ensuring that
mission continues to be met successfully. =
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Marksmanship Training Company uses CPI to hit its targets

By Jacquelyn Millham, NAE Current Readiness CFT/Enterprise AIRSpeed Public Affairs
Photos courtesy of the Weapons Training Battalion, Marine Corps Base Quantico

tries to qualify on her rifle at her
first duty station in Okinawa, Ja-
pan. Even then, she barely passed.

Today Facey, who has been in the
Marine Corps for three years and is
the barracks manager at the Distribu-
tion Management Office, Weapons
Training Battalion (WTBn) at Marine
Corps Base Quantico, Va., is qualified
as an expert shooter.

Her success can be attributed to
continuous process improvement
(CPI) principles applied to WTBn
Marksmanship Training Company’s
(MTC) training processes.

The WTBnN at Quantico got its first
taste of CPI in November 2010 when
Sgt. Tchaikawsky Samuels, a black
belt previously stationed at Marine
Aviation Logistics Squadron 12 in Iwa-
kuni, Japan, was reassigned there.
With a CPI-trained eye, he immedi-
ately recognized where he could ap-
ply his skill sets in his new job.

His first year was spent improving
throughput of operations in the ar-
mory. “l was then assigned as the

I t took Cpl. Rebecca Facey two

Cpl. Jordan Smith instructs a Marine, previously identified as at risk for not qualifying,
on proper rifle marksmanship techniques during an ART
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headquarters platoon sergeant and
made responsible for the Marines
assigned to operate the ISMT (Indoor
Simulated Marksmanship Trainer)
amongst other responsibilities,” said
the intermediate-level jet engine me-
chanic for the F/A-18 F-404 jet turbine
engine. “With the support of my lead-
ership, we used Lean as our first step
to improve its performance.”

Through trial and error, the team
began by sorting gear to figure out
why they had a high failure rate. “I
also called the contractor to learn why
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the ISMT was so unreliable. It turned
out to be more so due to insufficient
training and lack of understanding by
the users than a bad system. By re-
placing the gear and mapping the
processes for running the system, we
identified wasteful steps, useless
equipment, and necessary proce-
dures that achieved the level of suc-
cess we have now,” he said.

Samuels also tapped into the
ISMT’s capabilities by programming
simulations that complemented the
training styles of MTC coaches.

Those improvements increased
ISMT’s reliability by 50 percent. Reor-
ganization also doubled the ISMT’s
capacity and reduced its preparation
time from two hours to 15 minutes.

CPI also brought about a change
in culture at WTBnN Quantico. The
ISMT is now regarded as a highly-
effective and reliable resource.
Shooters with previous simulator ex-
periences now count on it to improve
their marksmanship and knowledge.
“The change in expectations and reli-
ance on the simulator was evident
when a pistol went down during train-
ing. Instead of just accepting the
situation and moving on, everyone
saw it as unacceptable and wanted it
fixed. It was fixed on the spot,” he
said.

(Shoot continued on Page 4)
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Facey credits her training on the
ISMT with improving her marksman-
ship. “In September, Sgt. Samuels
asked me to try out the ISMT. The
battalion cadre took the time to ex-
plain to me how to improve my tech-
nique. The ISMT gave me the time to
practice and apply what | learned,”
she said. Not only did she qualify as
expert on her first attempt, she ended

first pass yield (FPY) and save time
and money by reducing the number of
shooters that were in need of requali-
fication drills.”

MTC base lined the performance
of rifle and pistol coaches, and re-
guested shooters’ scores in advance
of their arrival, comparing it to the
score they achieved when they quali-
fied, said Samuels. Using these crite-

up with the second
highest score out of
193 shooters. In No-
vember, she repeated
her performance with-
out first practicing on

Regression analysis:

A statistical technique for estimat-
ing the relationships among inde-
pendent and dependent variables.

ria, 12 percent of
the worst incoming
pistol shooters and
five percent of the
worst incoming rifle
shooters were

the ISMT. e
Samuels also i
drew upon his Six s
Sigma expertise to
improve training. “I
realized that using a
regression analysis
could assist us in pre- o0 1w tean

0

pulled aside and
provided a day of
training on the
ISMT and face-to-
face instruction
with coaches.
Then, shooters
were assigned

dicting a shooters
score in advance,” he said. “This
would enable us to setup our firing
line in a manner to best leverage our
senior coaches against our worst
shooters. Another solution was to
structure the range in a way that
would best allow us to increase our

their target points
based on incoming scores; roughly 70
percent of incoming Marines are ex-
pert on the rifle; 28 percent for pistol.
This helped in two ways. First, MTC
now ensures no one coach has more
than one troubled shooter at a time.
The Marine Corps Order that sets

Second lieutenants from Alpha Company, The Basic School, use the ISMT with the
guidance of MTC coaches to sharpen their marksmanship skills. The shooters on the
right are shooting on the new CPP target. The shooters on the far left are shooting the
rifle known distance range.
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policy for the range allows a maxi-
mum ratio of one coach to four shoot-
ers. Each coach instructs a shooter
that previously scored marksman or
lower, one that qualified as a sharp
shooter, and two that qualified as ex-
perts, he said.

Second, the scores dictate how
coaches and shooters are assigned
positions on the range, improving
safety. “Based on two ARTSs [annual
rifle training], the coaches and staff
decided it best to keep the junior
coaches and shooter with the lowest
incoming score towards the center of
the firing line nearest the highest con-
centration of senior range personnel,”
said Samuels. “Because the range
safety officer has limited visibility of
the edges of the ranges, the senior
coaches are best used at that posi-
tion. The ratio of senior coaches with
shooters also is 1-to-4: one expert,
one sharpshooter, and two marks-
men. Junior coaches would not have
the skills to assist three shooters with
lower qualifications.”

This improvement has resulted in
a 100 percent FPY of all of the worst
incoming shooters on both rifle and
pistol.

In addition, the time to produce
targets has been reduced by 80 per-
cent. “It used to take six hours over
the course of two days to rebuild 165
6-feet-by-6-feet targets,” said
Samuels. “We now rebuild targets as
quick as one to one-and-a-half hours
on average. This was accomplished
by setting up a production line and
prepositioning supplies at the point of
use instead of at a centralized loca-
tion.”

The improvements also increased
the number of experts for ART in the
National Capitol Region from 60 to 70
percent to 70 to 86 percent. Six
Sigma was also used to establish the
scoring criteria for badge ratings
(unqualified, marksman, sharp-
shooter, and expert) for the recently

(Shoot continued on Page 5)
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approved Combat Pistol Program
(CPP). The CPP is replacing the cur-
rent Entry-Level Pistol Program — the
first change to entry-level pistol
marksmanship training in almost 30
years.

Leadership is allocating additional
MTC coaches to the ISMT to support
the improvements realized through
the application of CPI.

Samuels continues to refine
WTBnN’s procedures to ensure the
program is sustained even after the
changes become standard, including
writing standard operating procedures
on the improved process, working on
checklists in Excel that compare and

track students’ performance, and
making modifications to online sur-
veys.

For Samuels, using CPI to im-
prove shooters’ skill sets goes beyond
the WTBN. He spent three months
developing a prediction formula based
on his regression analysis, and spent
another seven months creating a now
commercially-available mobile appli-
cation that allow users to gather real-
time, detailed marksmanship data;
predict a shooter's score; track their
performance; and provide other statis-
tical information.

Samuels said that no matter what
environment a CPI practitioner is as-
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signed to, they have the skill set to
see changes that need to be made
and the tools to make them happen.
“If anyone doubts the value of training
Marines in Lean, Six Sigma, and the
Theory of Constraints,” said Samuels,
“I ask that they strongly consider what
I've done here and what countless of
other well-trained Marines are doing
fleet-wide.”

Facey agrees. “In just a few hours
of practice on the ISMT, | now better
understand the fundamentals,” she
said. “The skills I've learned at WTBn
have stuck with me.” m
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