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ATOE-ZI (1-201c)

Subject:  Eastern Region, U.S. Army Cadet Command, Inspections Guide


Inspections Guide.

PROPONENT.  The proponent of this guide is the Inspector General (ATOE-ZI), Eastern Region, U. S. Army Cadet Command, Fort Knox, Kentucky 40121-0550.

PURPOSE.  The purpose of this guide is to help inspectors - all types - prepare, conduct and complete inspections.  

POLICY AND TERMINOLOGY
1.  AR 1-201, Army Inspection Policy, is the document that defines, assigns responsibility and prescribes policies for planning and conducting inspection in Army organizations.  

2.  The Army definition of an inspection is:  “An evaluation which measures performance against a standard and which should identify the causes of any deviation.  All inspections start with compliance against a standard.  Commanders tailor inspections to meet their needs.”  The Commander’s inspection program is called the Organizational Inspection Program.  There are three different categories of inspections, however, this definition applies equally well to each of them.  The main point to remember is that all inspections have one purpose - to provide feedback to the commander so he can make decisions that will make his unit (and the Army) better.

3.  Categories of inspections.  The organizational inspection program (OIP) consists of three separate inspection categories:  Command Inspection (CI), Staff Inspection (SI), and Inspector General Inspection.


a.  Command Inspection:  Normally a scheduled, formal event.  The Commander of the inspected unit must lead and participate.


b.  Staff Inspection:  An inspection led by a staff member responsible for the functional area being inspected.


c.  IG Inspection:  A misnomer since IG’s don’t “inspect”.  It must be conducted by a detailed IG (school trained commissioned officer) and is oriented towards the identification of problems, determination of causes, development of solutions and assignment of responsibilities for correcting the problems.  IG Inspections focus on issues rather than units.

4.  Types of Inspections.  There are three types of inspections:  general, special and follow-up.


a.  General (organizational):  Broad in scope, it is unit oriented and looks at all aspects of an organization or activity and is concerned with the unit’s overall ability to accomplish its missions.  General Inspections should normally occur one echelon below the initiating headquarters, i.e. brigade inspects battalions, battalions inspect companies.


b.  Special (functional):  The preferred type of inspection for IG’s to conduct.  It looks at a specific functional area, program, problem or issue, or group of related problems or procedures.  Audits are also special inspections.  The scope must be somewhat narrow so that the inspection can go into more depth than time allows in a general inspection.  The special inspection lends itself to using the systemic methodology.  This includes pursuing issues and handing off issues that go beyond the inspection directing authority’s capability or authority to fix.  


c.  Follow-up:  May follow either a general or special.  Looks at effectiveness of corrective action taken as a result of previous inspections.  Often neglected, some type of follow-up is essential to “close the loop” and see if problems were resolved.  This is not done simply to check compliance - if the wrong inspection recommendations were made, they need to be corrected in the follow-up.

5.  Principles of inspections:  AR 1-201 identifies 14 principles that apply to all inspections.  All inspections should:  

· Be tailored to the Commander’s needs

· Support accomplishment of the unit’s mission

· Accomplish a specific purpose (not just fulfill a requirement)

· Avoid duplication and complement other inspection activities

· Have one individual in charge

· Measure performance against a standard

· Determine magnitude of the problem

· Determine cause of the problem

· Teach those inspected

· Lead to corrective action

· Result in verbal or written report

· Identify strengths and recognize excellence as well as shortcoming

· Capture and disseminate lessons learned

· Include follow-up procedures

INSPECTION METHODOLOGY

1.  Before you inspect an organization, you first have to decide how you want to look at it.  There are at least two ways of looking at any organization, whether it’s the Army, the local bank, or the Acme Meat processing plant.  Both ways are important.  One is not better than the other.  One may, however, be more appropriate, depending on why you’re looking at the organization.  The two ways are:  as a structure and as a system.  

2.  As a Structure.  Made up of elements and sub-elements, as shown on an organizational chart (figure 1).  A structural approach helps determine how these elements relate to each other, what their boundaries are and where responsibilities overlap.  It shows who’s the boss and how the formal lines of communication are supposed to run.




Figure 1.  Structural Model

3.  As a system.  An activity that processes raw material (input) and transforms it into something useful (output).  That output may be goods or services.  A self-correcting system has a way (feedback) to adjust the input or process based on changes in conditions or standards (figure 2).




Figure 2.  Systems Model

Comments:  


Sub-Systems and Functional Areas.  The overall system is made-up of sub-systems (sub-processes or functional areas) that interact to create the output.  Each of those sub-systems is made up of sub-systems, each performing a function.  In this sense, functional areas relate to systems.  For example, a battalion (system) takes input (people and things), processes them through sub-systems (functional areas of personnel, training, property accountability, maintenance, etc.) and produces an output (a combat ready unit).  The sub-system of personnel management has several sub-systems (in/out processing, awards, disciplinary, pay, records management, etc.).  Each of these is a function and therefore, any of these can be inspected in a functional inspection.


Feedback.  Most viable organizations have some form of feedback mechanism that notifies the leaders when an adjustment should be made.  This self-adjusting function is important because the situation outside the organization is constantly changing - sometimes slowly, sometimes rapidly.  If the organization is to adapt, it must identify what changes are needed and when they should be implemented.  Otherwise, the organization will fail in its mission. 

4.  Which Approach Should I Take?  It depends.  Remember -- the two approaches can both be used.  It's not an "either-or" situation.  For some purposes, it is useful to consider the Army or any of its subordinate elements structurally.  Inspectors, when they enter an organization, should be familiar with the relationship among the various sub-elements.  Knowing the structure will:


a.  Keep the inspector from making embarrassing mistakes.  For instance, you don't want to brief the boss that P&A Division should update procedures on GSA vehicle usage since it's the Resource Management and Logistics (RML) Divisions responsibility.  Making such a basic mistake could cause the boss to wonder whether you've done any of your homework.  It could call into question everything you do.


b.  Help inspectors understand what a person means when he makes a reference to someone else in the organization.  If I were to say to you "My boss told me to pass that action to the RM folks," would you know who my boss was?  Would you assume RM meant Resource Management, when it was really Reutilization and Marketing?  Have you ever confused DRMO and DRM.  Most posts have both offices, but they are very different.


c.  Help inspectors when they write their findings determine who should be the "stuckee" for fixing a problem.  Just because a finding relates to allocating money does not mean the RM should be fingered as the one responsible for the solution.  They just keep track of money -- they usually don't determine who gets how much and when.

5.  Inspectors might also want to understand the organization in "process" terms, using the "Army Systems Model" (figure 3.)  When inspectors ask for a mission briefing by the inspected unit, they are approaching the unit as a system.  The mission indicates what the output should be.
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Figure 3. The Army as a SYSTEM

6.  What is an ROTC Battalion's Mission?  AR 145-1 defines the overall mission of the Army ROTC Program (and hence the battalions) as:  "Produce commissioned officers in the quality, quantity, and academic disciplines necessary to meet Active Army and Reserve Component requirements."  Sub-missions inherent to the overall mission is recruit, market, train, motivate, evaluate, access and commission Second Lieutenants.  

7.  What is a ROTC Battalion's Output?  Capable Second Lieutenants ready to perform duties to a standard (before Officer Basic Course attendance)


SYMBOL 43 \f "Monotype Sorts" \s 18 \h
  Try visualizing an ROTC Battalion as a system.  Apply the systems model.  It is not too hard to understand is it?

8.  Systemic thinking involves trying to see the big picture.  It means looking at entire systems up and down the chain of command, not just at a given echelon.  The Army and most units, can be viewed as a self-correcting system comprised of many sub-systems, just as the human body is.  The command and control system, the personnel system, the supply system, and the maintenance system are all similar to the nervous system, digestive system, skeletal system and the muscular system of the body.  These systems interact in many complex ways, yet to some degree it is possible to isolate each system into internal and external sub-systems/processes.  

ELEMENTS OF INSPECTIONS

1.  Now that you understand how to look at a battalion, let's look at inspections in general.  Don't forget about the systemic approach.  It's wrong to think of compliance as something separate and unrelated to the systemic approach to inspections.  They go hand in glove with each other.  

2.  Basically there are five elements involved with inspecting.  


a.  Measuring performance against a standard (compliance)


b.  Determining the magnitude of the problem


c.  Identifying the root cause of non-compliance


d.  Determining a solution


e.  Assigning responsibility to the appropriate people to fix  (If a solution is local, fix it locally; if it's systemic, take it to the proponent.)


a.  Element 1:  Start with compliance.  Determine the applicable standards.  Since all inspections measure performance against a standard, the inspector must clearly understand that standard.  These standards are reflected in directives (regulations, laws, technical manuals, pamphlets, and command guidance memoranda).  While there are differences between these standards in terms of the consequences of non-compliance, for our purposes the term "standard" applies to all.



(1)  Prepare ways to determine if standards are being met.  When planning an inspection, or your portion of it, chose the best information-gathering methods (observation, interviewing, or document review)



(2)  Checklists.  Checklists based on standards are a useful tool to ensure consistency between units and over time.  However, they present an almost invisible trap to the inspector and should therefore be used with caution.  

THE TRAP.  Checklists lead to the "checklist syndrome."  Because checklists usually are constructed in a columnar fashion, listing the standard on one side and columns for "GO/NO GO" or "YES/NO" at the other, the inspector will often be tempted to only scratch the surface of non-compliance.  He will be satisfied with identifying whether or not the unit has adhered to standards and will not ask follow-on questions to determine the causes of non-compliance.

THE SOLUTION.  Train inspectors to ask follow-on questions.  In Eastern Region's situation, we must use checklists.  As inspectors, you must leave plenty of room for remarks or find some way to record the results of your follow-on questions.  Is what you are doing right?  Is this the best way to get the job done?  The remarks checklist remains just a checklist if inspectors don't ask follow-on questions.  Using their knowledge of the subject, they should be able to ask questions that will lead to the root cause.  Keep in mind that your superiors and the inspectee expect more than check marks in a column.


b.  Element 2:  Magnitude and Cost Benefit.  We don't want to waste precious resources trying to be perfect.  Go after the major issues and problems.  Focus on the "war-stoppers" before you begin pole-vaulting over molehills.  Everything costs.  See if the benefit of pursuing a particular issue is worth it to the command.  (WARNING:  This is not a license to be lazy!  Do what's right.  The point is don't get lost in the minutia when there are mountains to climb.)


  c.  Element 3:  Seek the Root Cause.  (Root Cause Analysis Model)  The root cause analysis model was developed to help determine WHY something is done the way it is.  It's the underlying reason that something occurs by answering the question why?  It gets to the root of a problem, just as a disease is the root of the symptoms.  The symptoms are real enough and can be treated two ways -- by focusing on relieving the symptoms or by curing the disease.  The Army's focus is now on curing non-compliance as opposed to just identifying it.  The below listed model and instructions should clarify how the model is to be applied:
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Figure 4. Root Cause Analysis Model
Conducting Root Cause Analysis:  Analyzing a situation for root causes can be applied to any

inspection - not just functional ones.  Every problem has a root cause(s).  Some are systemic, some are local.  When a problem is widespread and presents a pattern, it is likely to be systemic.  Often such problems can be traced back to regulations, policies, or other standards that are confusing, overly ambitious, or in conflict with another standard.  These problems need to be taken to the proponent that wrote the standard.  The Region staff or IG can do that for you.  When the problem is local and does not crop up in a number of units, it is likely to be organization peculiar.  That is, the cause and hence the fix lies in the organization itself.  It could be related to a particular person's decisions, demeanor, or statements.  In any case, the organization should fix the problem at their level.

How to use the Model:  As the figure indicates, the first step is to determine compliance or non-compliance.  If compliance, consider determining why -- there may be good news or ideas to share with others who are having a problem with it.  If non-compliance, pursue the issue further, (observing, asking questions, reviewing documents) orienting on covering all the categories: Don't Know, Can't Comply and Won't Comply.


(1)  Don't Know.  Questions here orient on whether the inspectee knew or had a reason to know of the requirement.  This may lead the inspector to ask for copies of standards and guidance, such as regulations, policies, etc.  The three primary reasons inspectees don't comply in this category is because they never knew, they forgot, or the tasks were implied



(a)  Never Knew.  This is often an indicator of failure of the "system" to get guidance down to the level it is needed.



(b)  Forgot.  This is usually a local/personal problem --i.e., not systemic.



(c)  Tasks Implied.  This is often the result of lack of experience and/or lack of specificity in the guidance.  In an organization whose members are highly experienced, identifying and accomplishing implied tasks is second nature.  However, in an organization with a lot of turnover, the "system" should compensate for lack of experience with more explicit guidance.


(2)  Can't Comply.  Orient on what the necessary resources are, where they come from, what it takes to get them, and whether subordinates know what to do with the resources when they have them.  Note:  There are six primary resources recognized by the Army:  



a.  Time



b.  Manpower/personnel




c.  Money



d.  Equipment



e.  Facilities



f.  Knowledge/Information/Technology



(a)  Scarce resources/low priority.  One of the most commonly offered reason for non-compliance is lack of resources -- and it is often true.  You can not build a lake without water.  The reality of life however, is that this most often translates to a decision without priorities -- someone, somewhere, made a conscious decision as to what the priorities would be.  That's a part of the environment in which we live.  An inspector can challenge priorities, but to do so, is obligated to look at the whole picture, from the seat of the commander.  Do not challenge priorities without looking at the big picture.  Often bringing the results of the inspection to the decision-maker will either help him explain the big picture to you or you will help him change his priorities.  Causing the priority maker to reconsider his decisions is a valid function for the inspector even if it yields no change.



(b)  Don't know how.  This focuses on the problem of having all the resources necessary except the "know how" to get the job done.  There are people who could be given all the wrenches, hammers, wood, screws and nails in the world -- they might even have the blueprints -- but they couldn't build a house to save their lives.  They know the house needs to be built, so it's not a matter of "Don't know."  They lack the “how to” resource (knowledge).



(c)  Impossibility.  This involves determining if the requirement is do-able, given all resources, knowledge, willingness, etc.  Remember a man can't fly just by flapping his arms.


(3)  Won't Comply.  Look for conscious decisions not to follow guidance and perform to standard.  People often make decisions that bring them pleasure or that avoid conflict.  Sometimes they also refuse to do something they see as wrong or dumb.  This is called selective disobedience.  Look at what motivates them.  Regardless of their motivation, you are obligated to tell the commander they won’t comply.



(a)  No reward.  Check what incentive there is to do what is right.  Napoleon once said that with enough colored ribbon, he could conquer the world.  See if there's some benefit to complying (public recognition, monetary bonus, time off).



(b)  No penalty.  Some people focus on what keeps them out of trouble.  Sanctions cans force compliance if enforced.



(c)  Disagree.  In a few rare cases, people refuse to comply because they consider it a dumb requirement.  Sometimes they're right.  Sometimes they're not.  A prime example is the requirement to post fire evacuation charts in all buildings, even those that have only one exit.  If a professional military member disagrees with a requirement and fails to take action to correct the situation, he has in essence committed a form of insubordination.  When confronted with such situations, professionals choose from the following options:  Seek an exception to policy; attempt to change the rules; or notify higher headquarters that non-compliance exists and why.  


d.  Element 4:  Determine a Solution.  Using the root cause model to develop a solution.  Having identified the root causes for non-compliance, inspectors should seek solutions that address these problems,  Some solutions are short-term (Band-Aid) fixes that buy time for the long-term fixes to take effect.  In either case, inspectors need to work with the inspectees and develop possible fixes to the problem.  If it's a systemic problem or outside of the unit's realm to fix, it needs to be directed to the appropriate staff section for resolution.  Merely identifying non-compliance solves nothing.


e.  Element 5:  Assign Responsibility to the Appropriate People.   Enough said about that.  However, you still need to consider who is going to get the report?  



(1)  As a general rule, the person who directed the inspection receives a copy, verbal or written.  That makes sense.  



(2)  The inspected commander (unit) should also receive a report.  Remember to include both good and bad news and issues that you feel he needs to know about not covered in the formal report.  One very important aspect of inspecting is using common sense and good judgment about what needs to formally reported and to whom.  Probably one of the most difficult decisions you have to make as an inspector is what to do when a "Won't comply because I disagree" case comes up.  The inspector should analyze whether or not the requirement is valid in the current situation.  (By situation, I mean the circumstances surrounding the unit.  This might include climate, mission, current events etc.)  The best thing to do is seek the advise of the senior inspector in charge of your team.  He'll make a decision and let you know what to do.



(3)  Staff Members.  Often, some staff principal who did not request the inspection is rightfully interested in its results.  this is particularly true of functional inspections or assessments.  In some cases, the inspector should consider going to the staff principal (or his representative) and talk with him about the results of the inspection.  Time can be the deciding factor.

THE INSPECTION PROCESS

How to Prepare, Execute, and Complete an Inspection.  
To facilitate understanding the entire inspection process, it has been divided into three phases (figure 5):  Preparation; Execution; and Completion.

1.  Preparation.  During the preparation phase, the entire inspection is planned from A to Z.  It's also the stage where inspectors are trained to inspect.  This is the phase we're currently in.  If you're reading this guide or sitting in an IG training session, you, as an inspector, are getting trained, at least in inspection techniques.  


The technical portion of your training comes from within the division/staff element you're assigned.  Remember, if you train well, the inspection will most likely be beneficial not only to Eastern Region, but also to the unit you inspected.  YOU, as an inspector, must be experts in your field.  If not experts, then be highly competent.  Be able to converse, teach, and explain.  There are no "gotcha" inspections any more.  Our aim is to improve the organization being inspected while the inspection is going on as well as afterwards.
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Figure 5.  The Inspection Process


You need to take some time well before the day of departure and develop questions that will lead you to the root cause.  The most effective inspectors are those that ask good questions and listen well to the answers.  Good questions are generally open-ended (require more than "Yes/No" response) and allow the inspected person to talk about the topic at hand.  Developing questions helps prepare you to follow-up on leads and to cope with "surprises". 

2.  Execution.  Now that the preparation is completed and the inspections been coordinated with the unit, it's time to gather the information about the unit.  In other words it's time to Inspect!  Typically, there are several activities that go on during a visit to a unit:


a.  Inbrief.  The unit commander is briefed on the inspection concept so he knows what's going on.  He then might give you a briefing about his unit -- it's mission, peculiarities, strengths, weaknesses, or concerns.


b.   Meet guides/POC's.  After the inbriefing, you'll meet with the unit representatives who you'll be inspecting and who'll provide you additional information as needed about your area.  This could involve two or more individuals depending upon the extent of your area.  


c.  Gather information/inspect.  There are three general methods of inspecting and one combination method:



(1)  Observing.  This includes not only physically looking at OER's (or whatever), watching training and checking records, but also running people through their paces (especially since our inspections are performance-oriented) and noting indicators of morale (appearance, orderliness, courtesies).  Observation runs the gamut from monitoring activities that are on-going (i.e. watching activities at labs or in the classroom) to physically putting your hands on equipment (find the old mimeograph machine that's still on the property book).



(2)  Interviewing.  Interviews can get behind the scenes and give the inspector insight into the reason "why" -- the Root Cause.  The inspector should be ready to follow up on what he has seen or on comments that others have made to him.  Whether one-on-one or in groups, interviewing requires a great deal of preparation, awareness, alertness, and finesse on the part of the inspector.  He must keep focused on what he's after, yet he must keep open to "pearls of wisdom" that someone may drop as an afterthought.  The inspector needs to remain both focused and flexible.



(3)  Reviewing Documents.  Documents can provide insight into what the unit has done in the past.  They can also be doctored.  Look at SOP’s, policy letters, training notes, syllabi, etc., to determine what standards the commander has published for his unit.



(4)  Amalgamation.  Try using one or more methods to inspect.  Since we're relying on checklists, it is essential that we go beyond the surface and really "dig deep".  Use as many of these methods (observing, interviewing, and reviewing documents) as is necessary to get to a true picture of how well (or bad) a unit is doing in a particular area.  Each of the above methods is a tool with advantages and disadvantages, capabilities and limitations.  Know what each tool is good for.  Apply it well.  Don't rely totally on one method - you might not get a clear picture if you do.


d.  Crosswalk.  While you are still at the unit, you might find it necessary to go elsewhere for information.  For instance, a cadet might say that the standard for passing the PT test is higher than the Army standard.   You decide that there may be something to it, so you talk with the Training Officer/NCO to verify it.  This is called a crosswalk.  You're tracking information wherever it leads you.  You could also wait until later - it's your call.  Be careful though, the information you need might not be available once you return to Region Headquarters.


e.  Conduct IPR’s (in progress reviews).  At various times while preparing for and during your visit, the Commander and/or Inspection Team Chief might want to get all of his inspectors together to discuss what they found or are finding.  Share everything you've found.  Remember, the Commander doesn't want surprises either.  This stage might actually come right before you outbrief the unit commander.  It gives the Commander a chance to hear what you've found before the outbrief and he might want to develop what he wants to say during the outbrief based on your findings.  In addition, inspection team chiefs should conduct routine IPR’s to keep everyone informed.


f.  Outbrief.  Let the commander know what you found in his unit.  Be honest.  Tell him both good news and bad.  Tell him the standards and where his unit went wrong.  Leave him with issues that he needs to know about and can fix.  Don't make any promises either, especially if you can't fix something for him.  Also don't tell him one thing and then later on write something totally different in your report.  


g.  Analyze the Results.  Once you've gathered all the information you can or intend to, evaluate it to see what it tells you.  What is going well?  Where are the problems (if any)?  What are the root causes of the problems?  (See discussion of root cause analysis model)  What further information do you need?  Who can provide it?  Analysis takes the raw material (information) and turns it into something useful (findings and recommendations).  Raw data is rarely enough for a decision-maker to make a decision.  It needs to weighed, sifted, weighed again, reorganized, and portrayed.  Analysis us an art as much as a science.  There are rules, but experience and insight are invaluable.  Look at the inspection results every conceivable way you can before you declare that you have the answer.  Peel the layers of the onion back and get to the core.


h.  Crosswalk the Final Results.  Simultaneously with analyzing the final results, you will often need to pursue leads vertically (up the chain of command) and horizontally (across the chain of command).  This "dogged pursuit" might take you outside of the command, i.e. to cadet command or elsewhere, since other agencies have the answer you need.  The crosswalk of final results is the same process as the crosswalk conducted while at the unit.  It's simply talking with people who can answer your questions.  (It may be helpfull to use the phrase “who else needs to know” as you cross walk, it may also prompt you to obtain and/or share information during other stages of the inspection process as well.)  Then too, after inspecting several units within the command, you might discover that everyone is doing something outside of the regulation.  This finding could indicate a systemic problem that needs to be filtered up the chain of command for resolution.  The IG is the expert for systemic issues and can usually make things happen quickly.  
3.  Completion.  “It ain't over 'till the paperwork's done."  


a.  Prepare the Written Report/Obtain Commander's Approval/and Publish the Report.  The inspection results are perishable.  This relates to timeliness.  It's important that the written report reach the appropriate commanders within a reasonable period of time.  The emphasis of the OIP is lessened if we send a report to a battalion commander four months after the inspection.  It's also important to write the results for later reference.  The point is to put the results down in a clear, coherent manner so that others can refer to them and act on them.  Try to avoid naming names.  Since we are doing "unit" inspections and their purpose is to report on the status of the organization, to some degree you might have to name names.  There may be no need however, to write that SGT X failed his area.  You may want to name SGT X as an outstanding supply sergeant however, if he's done an exceptional job at it.  Once you've completed your portion of the report, pass it on to the person(s) responsible for collating the report (in our case the IG).  They'll take care of obtaining the Commander's approval and publishing it.  Take the time to do the report correctly the first time, it will be painful to have to redo the report with a very short suspense.  


b.  Send Taskers to Appropriate People/Follow-up/Hand-off.  As a result of the commanders decision regarding your findings, someone will generate a tasker requiring people to respond to the inspection findings.  Follow-up with the unit as needed to ensure your guidance on fixing a problem was understood and to reassure yourself that the problem actually was fixed.  Also, if you discover something that needs to be resolved at an echelon higher than Region, don't wait to take action, do it.  We're all in the same organization and when our battalions are doing well, so is Region.  This is not a "We - Them" program.  Avoid the pitfall and we'll all be successful.

Notes from the IG:  I hope you find this guide useful.  It is intended to give you, the inspector, some ideas on how YOU can do your part to ensure the OIP remains a viable and useful inspection program.  Just as the inspection process is made up of many different parts, so to is the OIP.  As key and integral players, your abilities to inspect properly make or break the OIP.  Inspections are after action reviews - know the standards, observe, provide feedback, TEACH, LEARN, crosswalk findings, and provide a written report.  Teaching and learning with the unit is as important as the inspection itself.  Feel free to copy this guide and pass it on to anyone and everyone you think could benefit from its contents.  Remember:  There are no secrets involved with a good OIP.  If there is magic, it's within the inspectors relationship with the unit personnel and the inspectors ability to implement the program as it's intended. 
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