TINKER ADR PROGRAM UPDATE

Background:  

The Tinker AFB ADR program began with a design process as outlined in the AFMC ADR Program Design Workshop at Wright-Patterson AFB, OH, April 6-8, 1998.  Joe McDade, SAF/GC was the principle presenter at the workshop.  From that workshop the Tinker AFB Chief of Labor Law, Major Telin Ozier, presented the concept of ADR to the Tinker senior staff.   The Tinker ADR program currently uses two types of ADR to promote organizational and mission effectiveness.  Mediation and Facilitation are the chosen ADR methods that fit the Tinker ADR process.

Tinker sent personnel assigned to the Civilian Personnel Office and the Installation Executive Director to the Justice Center of Atlanta for ADR training in 1996.  A group of 53 Tinker Employees volunteered in 1999 to attend the basic mediation course and refresher course taught by the Resolution Group contractors.  The selection process was entirely voluntary.  

Tinker invited the SAF/GC Team (Air Force ADR Program Administrator) to the installation to brief senior level staff and provide training to all levels of supervision.  The team also met with local advocates made up of Legal, EEO, Personnel, and Labor Relations.   The Commander had a special meeting where the SAF/GC Team presented the concept of ADR to the Directors and the AFGE Local 916 President and Chief Steward. 

The ADR Office at Tinker is assigned to the Commander’s Action Office (CCX) organization.  Assignment outside DPC, EEO, Legal, and IG maintains the program neutrality.  This structure also lends Command emphasis on the ADR Program.

The local AFGE President presented the ADR concept to union membership as a strictly voluntary process that supplemented the grievance process.

At Tinker AFB the AFGE local President and Labor Relations Officer met and drafted the local Memorandum of Agreement (MOA).  The MOA was coordinated with the Chief Labor Law Officer at Tinker.

Tinker developed and has a 5-year plan for implementation of the ADR program.  

The Tinker AFB ADR Program Manager and Program Assistant are trained mediators.  The installation ADR Office is responsible for the following:

a. Consolidating ADR reports or requests for information regarding installation ADR activity and requests for ADR resources, e.g., Mediation training, Marketing Assistance, Mediation/Mentor Services;

b. Dissemination of ADR Program information as provided by higher headquarters;

c. Seeks nominations and schedule training of additional mediators as deemed necessary;

d. Maintains a list of ADR resources available at Tinker AFB (e.g. marketing materials, local ADR agreements and instructions, installation mediators, etc.);

e. Advises on the suitability of disputes for resolution through ADR;

f. Markets the ADR Program;

g. Utilizes the “Shared Neutrals” Program when workload requires additional mediators;

h. Insures appropriate officials are aware of the latest ADR Program guidance and information;

i. Periodically reviews the existing approaches to dispute resolution and fosters use of ADR techniques by identifying and removing program barriers to the use of ADR or that make resolution more difficult;

j. Assists in developing activity plans for the installation with projected funding requirements;

k. Continually seeks better ways to resolve disputes by participating in ongoing training, reading and mentoring.

At Tinker, the mediators are collaterals.  There are currently 46 mediators assigned to the base.  The selection process is vigorous, utilizing an application process and panel review. 

Tinker initially trained 53 mediators on base using a contractor funded by SAF/GCQ.  In June 2000 it became necessary for the Tinker ADR program to develop a local 40-hour Basic Mediation course graduating 23 new mediators.   Currently the program also sends mediators for Air Force mediation training through the Air Force program at the Civilian Personnel School, Gunter Annex, AL.

Timeline/Background of the Tinker implementation:

April 1996
- Executive Director and personnel from DPC attend the Justice Center of Atlanta for training on ADR

April 1998
- Chief of Labor Law and the Program Manager attend a workshop on ADR

January 1999

- ADR MOA was signed with AFGE Local 916

January 1999

- Tinker Five-Year ADR Plan was signed

February 1999 
- SAF/GC briefed the Commander, directors, managers, supervisors and AFGE on ADR and its benefits

March 1999
- Mediator and mentor mediation/refresher training took place.

August 1999
- Changes were made to the local process (forms, procedures, etc.)

February 2000
- SAF/GC visit to add Acquisitions to the ADR program

June 2000
- Trained 23 additional mediators to replace mediator attrition.  Also provided an advanced mediation trainer for the Air Force Basic Mediation course.

July 2000
- Transitioned EEO ADR to the Tinker ADR program

Additional Information

The Collateral Mediator selection process was revamped in March 2000 from the non-qualification criteria set in the first training session.  Currently volunteers are evaluated through an application and panel review process.  The panel consists of one person from EEO, DPC, AFGE, and the ADR Assistant.

Tinker is a large installation with approximately 15,000 + employees.  The pool of mediators dropped during the period March 1999 to September 1999 from an original number of 53 mediators to 27 mediators. There were various reasons why the mediators were leaving, which included being uncomfortable working with people and transferring outside of the Tinker Air Force Base area.  The mediators left in the program were being utilized 4 to 5 times per month.  This created problems with supervisors and organization officials who felt they were not getting their organization mission accomplished.  To remedy this concern, the ADR office trained 23 additional collateral mediators in June 2000.  

Tinker developed a new settlement agreement form, which only addresses facilitation mediations.  The facilitation process at Tinker is used when there is no bargain for exchange, i.e., the complainant only wants information.

The local union management Memorandum of Agreement has been exported to several other agencies within the federal government who wanted to use the language in the document as a template for their own ADR program.  Those agencies include the U.S. Army at Fort Sam Houston, Texas, Environmental Protection Agency, Washington, D.C., Wright Patterson Air Force Base, Warner Robins Air Force Base, Lackland Air Force Base, Ellsworth Air Force Base, Bolling Air Force Base, Davis-Monthan Air Force Base, Hill Air Force Base, and Los Angeles Air Force Base.

Upper level management made a decision not accept proposed discipline actions into the ADR system.

A clause offering ADR is inserted into the decision of discipline letters when the offense does not violate fraud, waste/abuse or involve criminal activity.

The ADR Office is now training and certifying its own mediators.  As a continuing education process the ADR Office has a quarterly training session and invites other federal agencies to participate in the training efforts.  The EEOC has provided administrative judges to make presentations and assist in the continuing education of Tinker mediators.  Local resources are also used such as the Employee Assistance Program manager who teaches communication skills, verbal and non-verbal.

As of 1 July 2000 EEO ADR transitioned to the Tinker ADR Program.  This transition allows one point of contact for workplace disputes.  A formal agreement was crafted to establish the transfer of the ADR function.

Tinker works with the contractors to enhance our pool of mediators by allowing the co-mediation on some cases.  This allows Tinker’s mediators to gain experience and observe other styles of mediation techniques.  Many of the issues are complex.

Supervisor refresher and new supervisor training are continuous.  Tinker management also allows ADR to brief new supervisors in the process of ADR and how it benefits the agency in the local supervisor-training course called “Superman School”.  In FY 00 the ADR office held training sessions in the following Tinker directorates:  Propulsion Directorate, Contract Logistic Support Directorate and the Airborne Accessories Directorate.  We also present at other briefings such as the Basic Logistic Training course and Employee Enhancement Program training.

The Tinker Installation Commander requires the ADR office to follow-up on each settlement agreement with management officials to monitor compliance.  

Mediators going through the training process must observe three non-EEO and three EEO mediation sessions and be observed by the Program Manager or Assistant before being certified to mediate at Tinker.

New offices have made the ADR office more accessible for employees and the addition of a mediation conference room within the office area provides anonymity and privacy.  The new location is close to the Equal Opportunity Office and Civilian Personnel.

ADR and EEO are now offering ADR to cases that reach the formal stage in the EEO process.  This has reduced the number of OCI ADR solicitations from Tinker AFB.

Future Program Enhancements:

Tinker is in the process of developing a web page for ADR.  Articles, brochures and briefings take place continuously.

Developing a tracking database.

Progressive employee training is in the development stage.
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