SUBFOR ORM Consolidated Lessons Learned and Best Practices

1. Common Barriers to Effective ORM Programs:
· Lack of specific knowledge of requirements of ORM Instruction (OPNAVINST 3500.39B).

· Lack of graduates of ORM Instructor Course due to unavailability of the required course.

· Unfamiliarity with and access to TRACS (Solely a NIPRNET system, difficult to find, not all units have CAC systems for PKI certifications to use on system, units underway may have connectivity problems).

· Lack of a formal ORM process/guidance to assist in identification of when application should be employed.

· Lack of adequate or effective ORM training as part of individual training and professional development.

· ORM is not included in ship’s orientation or regularly scheduled training.

· In the shipyard environment, the fluctuations in testing schedules, ever-present pressure to get the job done as soon as possible once ready to test, and inability to ensure properly trained people are available to conduct the test once the system is ready, undermine effective ORM application.

2. Best Practices

ON DUTY/OPERATIONAL

· Consistent use of Submarine Readiness and Training Memorandum 03-04 for operational planning to assess risk vs. gain for infrequent and complex evolutions.  Planning worksheets include all the tools of ORM in order to identify the hazards with the associated operation and put risk mitigation strategies in place to effectively accomplish mission.

· Use of Operational Planning Matrix.  The matrix assigns a senior officer whose sole responsibility is to monitor the evolution, which allows him to focus on risks and risk mitigation, and provide unbiased observation and feedback.

· Use of inport work list with supervisor control sheets to prevent unsupervised maintenance.
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· CO’s Standing Order for control of maintenance and evolutions that provides additional guidance on the implementation of JFMM, TUM, and other ship’s instructions for risk management evaluations. 

· Incorporation of hazards, assessments and controls into CO’s Standing Orders.

· Incorporation of lessons learned and previous inspection comments from other units in planning significant evolutions and pre-evolution briefs.

· Reviews of lessons learned and critical procedural stop-points during pre-evolution briefs provide effective ‘alarm bells’ to indicate additional risks for routine evolutions.

· ORM references, training, lessons learned, hazards database and checklists are placed on the ship’s LAN and are readily available for the crew.  Other units have these documents in a binder that is readily accessible to the crew.

· Utilize an access database to access evolutions throughout the ship and document deficiencies and lessons learned, as well as near misses.  Used as a catalyst for required training.

· Daily operations briefs to allow senior personnel the opportunity to thoroughly review each process and manage potential risks for upcoming evolutions.

· Application of ORM is reviewed at critiques.

· Generating a “Safety” training record to be maintained by Ship’s Safety Officer to indicate various levels of training and date received.

· Utilize the Power Point from the CNSF website during the check-in process and conduct annual GMT training using the NKO course CPO-GMT06-011.

· Issue ORM principle cards and risk assessment matrix card to all personnel on check-in.

· Weekly walkthroughs of drydock facility with ship safety council and continuous communication between shipyard and ship’s force personnel.

· Implementation of a System Expert Program while in the shipyard which employs a single person who has ownership of a system or component

· Daily safety meetings during overhaul with approved evolutions listed in plan of the day with risk mitigating factors listed.
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OFF DUTY

· Established a motorcycle mentorship program to assist new riders in safely operating their motorcycle.

· CO personally addresses the crew prior to a weekend, holiday, and liberty port to stress the importance of a liberty plan using lessons learned from previous liberty incidents.

· All hands quarters to discuss drinking and driving, safe travel distances, and dangers of late night travel prior to all major holidays.

· Requirement of pre-weekend brief questions:

· Is your driver’s license current along with your registration?

· What is your plan for the weekend?  How do you plan to get home?

· Do you plan on traveling out of the area?

· Do you have phone numbers in case of emergency?

· Provide key phone numbers in pocket format to all ship’s personnel.

· Screen service records during check in to identify high-risk sailors.

· Assign senior sailor/cop to specifically assist any sailor in resolving issues requiring outside assistance.

· ORM assessment at LPO level prior to granting leave.

· Routine application of ORM for likely liberty issues before each port.  This includes port briefs, buddy program, off limits list, safe recreational opportunities, etc.

· One ship has formed 12-man liberty teams that consist of 2 officers, 1 CPO, and several junior personnel. These teams meet prior to departing on liberty to discuss individual plans and reinforce the standards of conduct expected of them.
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