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Standard Navy ORM is focused primarily on discrete evolutions (UNREP, refueling, gun shoots, sea and anchor detail, etc.).  ORM analysis is typically conducted to support these discrete evolutions using a deliberative process and then the analysis is reworked immediately prior to the evolution to take into account current environmental conditions.  The evolution is conducted and then debriefed.  The CO is generally closely involved in the evolution and the better part of the crew is involved in the same evolution.  Any lessons learned are fed back into the ORM analysis to be used the next time that evolution is conducted.  That’s it – the evolution is complete.
Naval Beach Group evolutions however, pose a unique problem for the implementation of ORM.  When the Beach Group (together as a group) conducts an evolution it is always some flavor of Logistics over the Shore (MPF, LOTS, JLOTS).  These are always highly distributed evolutions with many high risk evolutions going on simultaneously many miles from each other, including cargo operations on a beach, afloat crane operations,  roll on roll off discharge facility (RRDF) operations, Offshore Petroleum Discharge System Operations, and many more.  Not only are there a wide variety of evolutions going on simultaneously, but these evolutions go on for days or, more often, weeks or months.  The weather changes, equipment wears down, people get tired, and the operation slowly morphs from one phase to the next without obvious break points.  Once the operation starts, the commander, and even subordinate senior officers are often too far from the action to be able to fully understand how changing conditions are affecting risk.  In order for the commander to maintain a feel for risk across the entire operation, the deck plates leadership needs to become invested in the ORM.  This means making a large number of Craft Masters, Beach Party Team Leaders, Coxswains, and camp maintenance supervisors personally responsible for the ORM of the evolutions they direct. Additionally, to take into account the extended nature of the operations, it is imperative to revisit ORM frequently, but without interrupting a continuous 24/7 operation.
Even in this unique environment however, the five steps of ORM Deliberative Planning must still be conducted.: 

1. Identify hazards 

2. Assess the hazards 

3. Make risk decisions 

4. Implement controls 

5. Supervise and watch for change 

To address these challenges, templates have been developed for the discrete evolutions within the overall operation that range from tent construction, to utility boat operations, to Roll-On-Roll-Off (RRDF) operations.  Figure 1 is an example of the template for LARC operations.  Deliberate ORM analysis is conducted by evolution subject matter experts and the templates are the repository of prior lessons learned and the collective knowledge of subject matter experts in the various evolutions. The deliberate analysis is based on a nominal set of environmental and other operational variables determined by the NBG Commander.  The hazards associated with the evolution are listed on the bottom left hand side of the template.  Deliberate analysis risk values (probability, severity, RAC) for these hazards are printed in the template and are referred to as the “nominal values”.  The controls that need to be in place to mitigate the nominal risk are printed in the template. These are the analyses used to brief the evolutions involved in an operation.  ORM is a part of the operation confirmation brief to the commander and then as a subset of the operations briefs conducted for the troops prior to deployment, the deck plate leadership receives a detailed ORM brief.  At this point, ORM needs to be taken out of the conference room and make more operational.  Once deployed to the operation, immediately prior to the commencement of major evolutions (camp construction, RRDF construction, cargo operations, etc., a more real time deliberate analysis is conducted using the same templates.  In this case, the actual environmental conditions are taken into account as well as other real time conditions to evaluate the current probability, severity and RAC which are written into the template along with any additional control measures deemed necessary (rigging lifelines on causeways, implementing work rest rules, etc).  Each deck plate leader involved in the evolution (e.g. each craft master, coxswain, work party supervisor) fills out a template and reports the results (risk is increased, nominal, decreased and if risk is acceptable) via the chain of command to the JOC.  After receiving all reports the JOC briefs the commander of the results of the analyses and after conducting his own appraisal of risk, the commander grants permission to commence operations.  
The above procedure addresses the first 4 steps listed above, but supervising and watching for change must also be addressed.  To achieve this and to address the issue of changing conditions during 24/7 operations, in preparation for each shift change (usually every 12 hours), deck plate leaders in the oncoming crews use a template to conduct an ORM analysis based on current conditions.  Once all of these analyses are reported to the appropriate command nodes, each command node conducts their own analysis (using an appropriate template), reporting the cumulative result to the Commander.  The result is an operational pause every 12 hours for the chain of command and the commander to consider the risks involved in continuing operations for the next 12 hours. This ORM process is built into the battle rhythm for the operation. An additional function of conducting a reanalysis using the template is for the deck plate leadership to review the risks immediately prior to their watch enhancing their ability to conduct Time Critical or real time ORM.
It is of course then contingent on the entire chain of command to conduct Time Critical ORM and constantly monitor conditions and reevaluate risks based on changing conditions and call a halt to their part of the operation when needed (either when a go-no-go criteria is reached or when a combination of deteriorating changes is assessed to have make risk unacceptable) reporting such to the Commander.
This process was used during a the recent JLOTS 07 exercise in Guatemala that lasted for over a month and involved the in stream offload of 3 cargo ships anchored in open ocean, across a beach, in conditions that often approached the upper limits of sea state 3 and with heat indexes that routinely approached 110.  The only serious operational injury incurred by the entire force of 1000 personnel was a Seabee who put a nail through his thumb with a nail gun and had to be medivaced to Guatemala City.  He returned to the force after several days with no permanent injury.  Perhaps we were lucky or perhaps management of risk allowed us to avoid more serious injury.  All major training objectives were met and all the operational cargo was offloaded in 60% of the allotted time although the conditions were considered to be challenging and often near the design limits of ships, craft and cranes.  The primary purpose of the template system is to get ORM out of the conference room and operationalize it.  Conference room ORM by itself is of limited value.
Risk Change Analysis Template

Mission:  Ship To Shore / Shore to Ship LARC Swims 

Watch Station conducting assessment:  LARC Commander

	Hazard Conditions
	Baseline Conditions for listed RAC
	Current Conditions
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	Weather (wind,SS, vis.)
	<15 knts, SS2, > 2000 yards visibility
	
	

	Surf/MSI
	<3
	
	

	Beach type/gradient
	No bar/beach break
	
	

	Range of tide
	<5 feet
	
	

	Experience level/proficiency
	Experienced
	
	

	Thoroughly briefed 
	Thorough mission brief before operational period
	
	

	Day/night
	Day
	
	

	Material condition of craft
	FMC
	
	

	Condition of crew/fatigue
	Rested/Healthy
	
	

	Swim Distance
	2 NM
	
	

	Number of Larcs
	2 Larcs
	
	

	Other: 


	
	
	

	Hazard
	Severity
	Probability
	RAC
	Control
	Residual 
	Sufficient
	Overall 

	Trigger/Outcome
	Nom/Act
	Nom/Act
	Nom/Act
	Measures
	RAC
	Y/N
	RAC

	Drowning 
	1
	
	D
	
	3
	
	
	
	Y / N
	

	LARC Collision
	II
	
	D
	
	4
	
	
	
	Y / N
	

	LARC CASUALTY / Sinking
	I
	
	D
	
	3
	
	
	
	Y / N
	Risk Acceptable? 

	Damage from Impact to Stern ramp during Launching / Recovering 
	III
	
	C
	
	4
	
	
	
	Y / N
	Y / N


“What’s Different Today ?”

Figure 1

