USS Taylor’s approach to ORM

Based on the article in the Ships’ Safety Bulletin January 2005 and the COMNAVSURFOR message concerning ORM, Taylor started to think about ORM and the way we do it – under the overall question: What can we do to improve it?

We looked at other communities such as the air community and other services such as the Coast Guard to look into their approaches to ORM, and to develop a program that would improve our “traditional” approach to ORM. The Coast Guard had a wide range of specifics in their Risk-based Decision-making Guidelines. And the Aviation community provided an insight into relative-ranked ORM management.

Both ways seemed interesting enough to think more about it…

What we came up with is this: (1) the traditional, deliberate step in the ORM process was formalized and structured, and (2) the time-critical step was visualized and provided on a carry-around pocket card. 

(1) Any time an OIC prepares for an evolution or training, he accesses the so-called General Checklist
. This checklist deals with the most common risk factors, divided by general groups (crew factors, equipment, outside factors, etc.). Every risk factor was assigned risk points, based on relative ranking. The whole checklist was designed as form and contains drop-down windows and fields that have to be filled in. At the end, the risk points are added up and compared to certain risk levels. The range of the three risk levels Low, Medium and High again were based on relative ranking.

Now there are two ways: the first is to be followed if a low risk level is associated with the evolution or the training. The checklist can be either printed out or be included in a presentation. The highest risk factors now have to be dealt with by simply comparing and assessing the safeguards that are installed to mitigate/ prevent that risk
.

The second way is to be followed if the risk level is medium or high. A formalized What-if-analysis
 has to be conducted. Taking the high risk factors that add up to the increased risk level now have to be assessed answering the questions “What if this accident (associated with the risk) happens?”, “What consequences can result?” and finally “What safeguards do we have installed? Are they appropriate?” Forcing the OIC to actually put these questions into the checklist makes the whole process, that up to now only took place in the OIC’s head, transparent to the key personnel in the evolution or the training. Moreover, the OIC is forced to step outside the normal boundaries by involving other people who can help out with answering the questions. After finishing the checklist it can be printed out or be also included in a presentation and be discussed among the key personnel due to the transparency of the process
.

The checklists are then saved on the shared drive to form a database that can provide necessary long-time information for reevaluating the process and for discussing certain evolutions among Risk Assessment Teams. These teams can be called in if necessary, comprising the most experienced personnel and the Safety Officer. Their task is to discuss the evolution and the associated hazards in-depth (thus making up the third step in the traditional ORM process – (3) in-depth risk assessment).

(2) In case the time and the resources for a deliberate risk assessment are not available, the OIC can use the Quick-Decision Risk Assessment card. This card visualizes the five-step procedure and the traditional ORM process. It is designed to carry around in the pocket and simply help the OIC in doing the risk assessment process in his head.

Our approach is a continuous process – in being reevaluated and improved while used. Right now it had been tried in several evolutions and training items. It appears to be a quick, easy and above all transparent and thorough approach to ORM. 

Since I first drafted the article, the risk points assigned to the checklist had been changed based on our recent experiences with the process. The whole checklist had been updated after our return from deployment and now includes in-port events and hazards.

Enclosure 1: Checklist Analysis

RISK MANAGEMENT GENERAL CHECKLIST

FOR: __EVOLUTION__ ON: __DATE__ 

SHORT DESCRIPTION OF SCHEDULED EVOLUTION: 

GIVE SHORT DESCRIPTION OF THE ONCOMING EVOLUTION
	
	EVOLUTION/ MISSION
	
	

	1.
	Guidance (check one)
	
	

	 FORMCHECKBOX 

	In-Depth
	0
	

	 FORMCHECKBOX 

	Adequate
	1
	

	 FORMCHECKBOX 

	Minimal/ Vague
	2
	

	
	
	(
	 FORMDROPDOWN 


	
	
	
	

	2.
	Complexity (check as applicable)
	
	

	 FORMCHECKBOX 

	Entering Port
	3
	

	 FORMCHECKBOX 

	Getting u/w
	3
	

	 FORMCHECKBOX 

	UNREP
	5
	

	 FORMCHECKBOX 

	Helo L/L
	2
	

	 FORMCHECKBOX 

	VERTREP
	5
	

	 FORMCHECKBOX 

	HIFR
	3
	

	 FORMCHECKBOX 

	SAR
	2
	

	 FORMCHECKBOX 

	Small Boat
	2
	

	 FORMCHECKBOX 

	Gunnery Exercise
	1
	

	 FORMCHECKBOX 

	Training Team Drill (single)
	1
	

	 FORMCHECKBOX 

	Training Team Drill (integrated)
	2
	

	 FORMCHECKBOX 

	Tactical Evolution
	5
	

	 FORMCHECKBOX 

	Dry Dock/ Availability
	2
	

	
	(please fill in value)
	(
	##

	
	
	
	

	3.
	Special Factors affecting mission (check as applicable)
	
	

	 FORMCHECKBOX 

	Daytime?
	0
	

	 FORMCHECKBOX 

	Nighttime?
	4
	

	 FORMCHECKBOX 

	New Partner/ New port/ New…?
	2
	

	 FORMCHECKBOX 

	Scheduled on short notice?
	2
	

	 FORMCHECKBOX 

	Traffic density expected to be high in AOI?
	4
	

	 FORMCHECKBOX 

	Formation Steaming?
	5
	

	 FORMCHECKBOX 

	Maintenance/ Industrial Work near/ in evolution stage area?
	3
	

	
	
	(
	 FORMDROPDOWN 


	
	
	
	

	
	EQUIPMENT
	
	

	1.
	2nd GTE, 3rd/4th SSDG online, STBY steering gear unit idle run? (if yes – 0, if no – 2) 
	 FORMDROPDOWN 

	 FORMDROPDOWN 


	2.
	Maximum Reliability set? (ENG manned and ready) (if yes – 0, if no – 3)
	 FORMDROPDOWN 

	 FORMDROPDOWN 


	3.
	Restricted Maneuvering Doctrine in effect (if yes – 0, if no – 3)
	 FORMDROPDOWN 

	 FORMDROPDOWN 


	4.
	Secondary comms up and ready? (if yes – 0, if no – 1)
	 FORMDROPDOWN 

	 FORMDROPDOWN 


	5.
	All STBY equipment available? (if yes – 0, if no – 2)
	 FORMDROPDOWN 

	 FORMDROPDOWN 


	
	
	(
	 FORMDROPDOWN 


	
	CREW FACTORS
	
	

	1.
	Crew Experience (check one)
	
	

	 FORMCHECKBOX 

	More than 20 evolutions of this kind in 6 months?
	0
	

	 FORMCHECKBOX 

	More than 10 evolutions of this kind in 6 months?
	1
	

	 FORMCHECKBOX 

	Less than 10 evolutions of this kind in 6 months?
	2
	

	
	
	(
	 FORMDROPDOWN 


	
	
	
	

	2.
	Crew Compatibility (check as applicable)
	
	

	 FORMCHECKBOX 

	UIs on station?

	2
	

	 FORMCHECKBOX 

	Major change in personnel in the last 30 days?
	2
	

	 FORMCHECKBOX 

	Short-notice changes in personnel?
	3
	

	 FORMCHECKBOX 

	Did any key personnel experience major events in the last 30 or will experience in the next 15 days? (death, birth of child, divorce, etc.) 
	4
	

	
	
	(
	 FORMDROPDOWN 


	
	
	
	

	3.
	Crew Rest (check as applicable)
	
	

	 FORMCHECKBOX 

	Did any key personnel get less than 6 hours of sleep prior to the evolution?
	
	3

	 FORMCHECKBOX 

	Did any key personnel stand the watch before setting special detail?
	
	3

	
	
	(
	 FORMDROPDOWN 


	
	
	
	

	4.
	Projected Day (special tasks for crew like BECCES, drills, evolutions, Flight Quarters etc.) (check one)
	
	

	 FORMCHECKBOX 

	More than 3 hrs (INPT)/ 5 hrs (U/W) of special tasks during day?
	3
	

	 FORMCHECKBOX 

	Less than 3 hrs (INPT)/ 5 hrs (U/W) of special tasks during day?
	2
	

	 FORMCHECKBOX 

	Shortened work-day/ day prior holidays?
	2
	

	
	
	(
	 FORMDROPDOWN 


	
	
	
	

	5.
	Scheduled Time for Evolution (check one)
	
	

	 FORMCHECKBOX 

	Less than 1 hour?
	1
	

	 FORMCHECKBOX 

	1-2 hours?
	2
	

	 FORMCHECKBOX 

	2-3 hours?
	3
	

	 FORMCHECKBOX 

	3-5 hours?
	4
	

	 FORMCHECKBOX 

	More than 5 hours?
	5
	

	
	
	(
	 FORMDROPDOWN 


	
	
	
	

	6.
	Currency (check one)
	
	

	
	Last time performed the mission
	
	

	 FORMCHECKBOX 

	1-6 days ago?
	0
	

	 FORMCHECKBOX 

	7-14 days ago?
	1
	

	 FORMCHECKBOX 

	15-29 days ago?
	2
	

	 FORMCHECKBOX 

	more than 30 days ago?
	3
	

	
	
	(
	 FORMDROPDOWN 


	
	
	
	

	7.
	Special Time Factors (check one)
	
	

	 FORMCHECKBOX 

	- 1st or last month of long cruise
	5
	

	 FORMCHECKBOX 

	- Mid of long cruise? Short Cruise (max 14 days)?
	2
	

	 FORMCHECKBOX 

	- Day cruise/ Cruise up to 13 days?
	1
	

	
	
	(
	 FORMDROPDOWN 


	
	
	
	

	
	OUTSIDE FACTORS
	
	

	1.
	Weather (check as applicable)/ Environment
	
	

	 FORMCHECKBOX 

	Sunny
	0
	

	 FORMCHECKBOX 

	Rainy
	3
	

	 FORMCHECKBOX 

	Foggy
	5
	

	 FORMCHECKBOX 

	Temperatures >80DEG F?
	5
	

	 FORMCHECKBOX 

	Humidity >70%?
	2
	

	 FORMCHECKBOX 

	Temperatures 61-79DEG F?
	0
	

	 FORMCHECKBOX 

	Temperatures 46-60DEG F?
	2
	

	 FORMCHECKBOX 

	Temperatures <45DEG F?
	3
	

	 FORMCHECKBOX 

	Calm winds (max. 15 knots relative)
	0
	

	 FORMCHECKBOX 

	Strong winds (more than 15 knots relative)
	3
	

	
	
	(
	 FORMDROPDOWN 


	
	
	
	

	2.
	SEASTATE (check one)
	
	

	 FORMCHECKBOX 

	0-2
	0
	

	 FORMCHECKBOX 

	3-6
	2
	

	 FORMCHECKBOX 

	6 and above
	4
	

	
	
	(
	 FORMDROPDOWN 


	
	
	
	

	3.
	ILLUMINATION (check as applicable)
	
	

	 FORMCHECKBOX 

	Few (1-2)
	0
	

	 FORMCHECKBOX 

	Scattered (3-4)
	1
	

	 FORMCHECKBOX 

	Broken (5-7)
	2
	

	 FORMCHECKBOX 

	Overcast (8/8)
	3
	

	
	(if applicable)
	
	

	
	Moon illumination
	
	

	 FORMCHECKBOX 

	Full
	0
	

	 FORMCHECKBOX 

	½-¾ 
	2
	

	 FORMCHECKBOX 

	Less than ½ 
	5
	

	
	
	(
	 FORMDROPDOWN 


	
	
	
	

	
	TOTAL RISK POINTS
	(
	###


APPLY FOLLOWING MATRIX:

	RISK FACTOR
	RISK POINTS

	LOW
	5-30

	MED
	31-105

	HIGH
	106-155


IF THE RISK FACTOR IS MED OR HIGH, PERFORM THE WHAT-IF-ANALYSIS FOR THE EVOLUTION!

NAME OF EVALUATOR:
NAME OF EVALUATOR
SIGNATURE:

____________________





 (only on hardcopy) 

Enclosure 2: Example for finished What-if-Analysis 

             (here: STT Drill, Man Overboard, RHIB Recovery)

RISK MANAGEMENT SPECIAL CHECKLIST

FOR: __MOB-S-6-SF-DR__ ON: __07MAY05__

RISK LEVEL ASSOCIATED WITH EVOLUTION: __ FORMDROPDOWN 
__

NOTE:

TO PERFORM THIS WHAT-IF?-ANALYSIS, TAKE THE HIGHEST RISK FACTORS ASSOCIATED WITH THE EVOLUTION FROM THE GENERAL CHECKLIST AND ANSWER THE QUESTION “WHAT HAPPENS, IF…?” – IF EXACTLY THAT HAZARD OCCURS!

IF FURTHER EXPERIENCE IS NEEDED, GET DOWN WITH THE POIC/ LCPO FOR THAT EVOLUTION AND TALK IT THROUGH.

	What if…?
	Consequences
	Safeguards
	Recommendations

	…traffic density is too high?
	confusion among shipping; risk of collision
	STT Member will check charts and traffic prior to drill; DRILL signal will be sent over BTB r/t
	     

	…lack of experience leads to human errors?
	severe injuries to personnel
	most experienced STT Members will act as Safety Observers at key stations like Boat Deck; drill done as TRAINING
	     

	…lack of situational awareness leads to human errors?
	severe injuries to personnel/ material damage
	Cold Check cards will allow STT Members to follow procedures and allow them to step in if any violation occurs; special safety brief for boat crew by OOD/ Boat Officer
	     

	     
	     
	     
	     

	     
	     
	     
	     

	     
	     
	     
	     

	     
	     
	     
	     

	     
	     
	     
	     

	     
	     
	     
	     

	     
	     
	     
	     


;py7process against certain preestablished criteria. The limitations for this type of analysis are:


It is likely to miss potential problems.


It provides only qualitative information.





� Structuring the checklist with several people with different background and experience, most key issues and potential problems are comprised in the checklist. And quantitative information is provided by using a database and continuously reevaluating the relative ranking. Therefore, the limitations of the checklist approach are mostly cancelled out.





� The What-if-Analysis is a brainstorming approach that uses a broad, loosely structured questioning to postulate potential risks and ensure appropriate safeguards are in place. Traditionally it is a supplementary analysis to the Checklist approach. The limitations for this type of analysis are:


Likely to miss potential problems by relying exclusively on the knowledge of the OIC.


It is difficult to audit as it is not formalized.


It provides only qualitative information.





� Again, involving several people in the structuring of the checklist, most potential problems are thought through. The checklist and the process have been formalized by using the same format throughout the ship. By basing the analysis on the experience of a team and comparing it to the database quantitative information is provided.











