NAVAL RESERVE OFFICERS TRAINING CORPS

NAVAL SCIENCE LABORATORY

LESSON 28
HOURS: 1 

TITLE:  OPERATIONAL RISK MANAGEMENT (ORM) AND SAFE DRIVING 

I.   LEARNING OBJECTIVE:  Know the principles and process of Operational Risk Management (ORM) and how it applies to motor vehicle operation.  

II.  REFERENCES AND TEXTS
A. Instructor references

1. OPNAVINST 3500.39 (Series), “Operational Risk Management (ORM)”

2. MCO 3500.27 (Series), "Operational Risk Management (ORM)”
3. OPNAVINST 5100.12 (Series), "Navy Traffic Safety Program”
4. Naval Safety Center website at:  www.safetycenter.navy.mil
5. National Highway Traffic Safety Administration website at:  www.nhtsa.dot.gov
6. Victims of Drunk Driving Support Group website at:  www.duihope.org
B.  
Student texts:  “Driver Risk-Assessment Survey” (attached at end of lesson)
III. INSTRUCTIONAL AIDS

A. PowerPoint slides included with this guide or instructor-prepared transparencies

B. LCD projection system or overhead projector

C. Computer  

IV. 
INSTRUCTOR PREPARATION:  
A.
Review references and lesson plan.
B.
Make copies of “Driver Risk-Assessment Survey” for students.
V.  
SUGGESTED TEACHING METHODS AND PROCEDURES:  Lecture/Discussion.

VI. 
INTRODUCTION  







    


  










 (On Slide #1)


A. GAIN ATTENTION:  Operational Risk Management (ORM) is a decision-making tool used by people at all levels to increase operational effectiveness by anticipating hazards and reducing the potential for loss, thereby increasing the probability of a successful mission.  Uncertainty and risk are inherent in military action.  The success of the Naval Services is based upon a willingness to balance risk with opportunity in taking the bold and decisive actions necessary to triumph in battle.  Since 1991, ORM, applied in day-to-day operations and during crisis periods, has produced dramatic results in reducing accidents and losses associated with military training and day-to-day activities.  ORM not only applies to fleet operations, but also to many other types of activities with which there is risk associated.  The risk associated with driving a motor vehicle makes it an ideal candidate for the ORM process.         

B. OVERVIEW:  The purpose of this lesson is to outline the ORM principles and process and apply them to minimize the hazards associated with driving to achieve increased safety.  We will also practice using what we learned by taking a real-world scenario and applying the ORM principles and process.  As a future leader of Sailors and Marines, it is important for you to know and remind others of the dangers inherent to driving a motor vehicle and the proper methods for reducing them.  

C. LEARNING OBJECTIVES:  Review the learning objective for this lesson.
D. METHOD/MEDIA: This lesson will be taught using the lecture method, aided by the use of various slides. 

TRANSITION:  Are there any questions about today’s subject or how we will accomplish our task?  If not, let’s begin with a statistical justification for the use of ORM and a definition of terms.   

VII. PRESENTATION
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A. Why Use ORM?  There are very good reasons for using the ORM process.  Take a look at these statistics from the late 1990’s: 

1. In 1999, there were an estimated 6,289,000 police-reported traffic crashes, in which 41,345 people were killed and 3,200,000 people were injured.

2. The risk of crash involvement per mile driven among drivers 16-19 years of age is four times the risk among older drivers.

3. Sailors and Marines were among those casualties. 
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B. ORM Terminology.  Before we move on, you need to know certain terminology used for ORM.

1. Hazard – A condition with the potential to cause personal injury or death, property damage, or mission degradation.

2. Cause – Something that produces an effect, result, or consequence.  It is the person, event, or condition responsible for an action or result.  A cause is more specific than a hazard.  A method of clarifying whether something is a hazard or a cause is to ask the question, “Is this specific enough to help identify a corrective control?”  In other words, “Can I realistically do something to eliminate this event or condition?”  If the answer is "no," it is a hazard; if the answer is "yes," it is a cause.  It is important to properly identify hazards and causes because there may be several causes associated with a single hazard.  If the more specific causes are not identified, necessary controls may be missed, resulting in the failure to eliminate the hazard or the risk adequately.  Look at the matrix (on PowerPoint slide) and note that operating a piece of equipment is considered a hazard -- it has the potential to cause illness, injury, death, and property damage.  What you then have to consider is what can cause illness, injury, death, or property damage in your planned activities, and then take the logical step needed to minimize or reduce causes of injury or damage.     
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3. Risk – An expression of possible loss in terms of severity and probability.

4. Risk Assessment – The process of detecting hazards and assessing associated risks. 
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C. The Deliberate ORM Process.  The five-step ORM process is:

1. Identify Hazards – Begin with an outline or chart of the major steps in the operation.  Next, conduct a Preliminary Hazard Analysis by listing all of the potential hazards associated with each step in the operation, along with possible causes for those hazards.
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2. Assess Hazards – For each hazard identified, determine the associated degree of risk in terms of probability and severity using the matrix shown.  Start with hazard severity and assign a Risk Assessment Code (RAC) to a hazard.

a. The Risk Assessment Codes are:

(1) 
Code 1 = Critical Hazard - May cause death, loss of facility/asset, or grave damage to national interests.

(2) 
Code 2 = Serious Hazard - May cause severe injury, illness, property damage, or damage to national or service interests.

(3) 
Code 3 = Moderate Hazard - May cause minor injury, illness, property damage, or damage to national, service, or command interests.

(4) 
Code 4 = Minor Hazard - Minimal threat.

(5) 
Code 5 = Negligible Hazard.

b.  
Then move on to mishap probability and judge the probability of a hazard being encountered during your operation/event.  The mishap probability categories are:

(1) 
Likely – Likely to occur immediately or in a short period of time.  Expected to occur several times to an individual item or person, or continuously to a group.

(2) 
Probably – Probably will occur in time.  Reasonably expected to occur some time to an individual item or person, or continuously to a group.

(3) 
May – May occur in time.  Reasonably expected to occur some time to an individual item or person, or several times to a group.

(4) 
Unlikely – Unlikely to occur.   

c.  
The use of a matrix is recommended, because it provides a consistent framework for evaluation, shows the relative perceived risk between hazards, and prioritizes which hazards to control first.
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3. Make Risk Decisions – Develop controls for each hazard to eliminate the cause(s), reducing risk until the benefit is greater than the risk.  Develop controls for the most serious hazards first!  Then, assess each hazard’s risk again with the controls in place to determine residual risk.  Make a final determination to ensure that the task’s benefit outweighs the risk involved. 
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4. Implement Controls – It’s now time to incorporate your selected controls to reduce or eliminate risk.  Ensure you communicate your controls to the lowest level of command involved in the operation.  The implementation of controls goes wrong because: 

a. It’s the wrong control for the problem.

b. Operators dislike the control measure.

c. Leaders dislike the control measure.

d. The control measure is too costly.

e. The control measure is overmatched by other priorities.

f. The control measure is misunderstood.

g. Nobody measures the control’s effectiveness until it is too late.
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5.  
Supervise – Enforce standards and controls while remaining alert for changes and unexpected developments.  Be sure to take corrective action when necessary.
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TRANSITION:  We’ve developed a good understanding of the ORM process.  Are there any questions?  Now, let’s discuss ORM principles and how the ORM process and the ORM principles relate to us as drivers. 
(Off Slide #10, On Slide #11)

D. The 4 Principles of Applying ORM.  Many things we do involve some form of risk, particularly driving a motor vehicle.  Many young people compound the risks of driving a motor vehicle by making poor decisions.  As a future leader of Sailors and Marines, you need to set the example by adhering to ORM principles and impressing them upon your future charges.  The ORM principles are:

1. Accept risk when the benefit outweighs the risk.  The goal of ORM is not to eliminate risk.  That is virtually impossible.  The goal of ORM is to manage risk, so the mission can be accomplished with the minimum amount of loss.
2. Accept no unnecessary risk.  Understand that the acceptance of risk does not equate to the imprudent willingness to gamble.  Take only risks that are necessary to accomplish the mission.

3. Anticipate and manage risks by planning.  Risks are more easily controlled when a conscious effort is made to identify them early in the planning process.

4. Make risk decisions at the right level.  Risk management decisions are made by the leader directly responsible for the operation and by the people with the best information.  The prudence, experience, judgment, intuition, and situational awareness of leaders directly involved in the planning and execution of a mission are the critical elements in making effective ORM decisions.  If risk associated with a task exceeds a commander’s intent, a leader should seek additional guidance.        
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E. Safe Driving and Operational Risk Management.  ORM is a proven and successful tool for operational use, but it has equal application to many types of activities where there is risk associated.  A good example is driver safety.       
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F. Why use ORM when driving?  There are several reasons to use ORM when driving a motor vehicle, including: 

1. An average of 114 persons die each day in motor vehicle crashes -- one every 13 minutes.

2. Vehicle occupants accounted for 85.3% of traffic fatalities in 1998.  The remaining 14.7% were pedestrians, pedalcyclists, and other non-occupants.  

3. The Naval Safety Center asserts that driver safety is our #1 readiness issue.
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G. Scenario: Driver Safety and ORM.  Your Commanding Officer has made it known that he intends to secure your unit at 1500 on Friday.  The CO knows everyone has been working extremely long hours all week preparing for an upcoming deployment.  He feels that a well-deserved three-day weekend is in order.  In response to this, you plan a trip to a great getaway city that is 525 miles away from your unit.  You plan to leave as soon as possible after 1500, because your best estimate is that it will take nine hours of driving to get to your destination.  

Let’s step away from this scenario for a moment.  Some of you may have been confronted with a similar scenario in the past.  If you have not, chances are that you will encounter a similar situation in the future as a leader of Sailors and Marines.  Let’s walk through the five-step ORM process and see how the process applies to the scenario I presented.     
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1. Step #1 – Identify Hazards.  

a.  
List hazards and think about the following questions as you analyze Step #1:  

(1) 
What could go wrong during the trip?

(2) 
What causes things to go wrong?
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b.  
Some risks associated with our trip are as follows:

(1) 
Fatigue.  Because it’s been a long and arduous week, and because of the late start, the driver will most likely be extremely fatigued when he/she begins the trip.  The same can be said for the return trip to base after a couple days of intense fun.

(2) 
Vehicle Breakdown.  Even the best maintained vehicles break down.  Are you maintaining your vehicle, and is it capable of making long trips?

(3) 
Drunk Drivers.  A Friday night is a particularly bad night to be on the road.

(4) 
Speeding.  Have you allotted enough time to get to your destination and back without traveling at unsafe speeds?

(5) 
Directionally Challenged.  Do you know where you’re going?  What will you do if you get lost?  Will you try to make up lost time by speeding?

(6) 
Road Construction.  Traveling through construction sites is particularly dangerous.  Furthermore, will construction slow you down and cause you to, once again, speed to make up for lost time?

(7) 
Weather & Other Conditions.  Do you have good weather for traveling?  Are you driving at night?      
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2. Step #2 – Assess the Hazards.  Use the RAC matrix we previously discussed to assign codes to your hazards.
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3.  
Step #3 - Make Risk Decisions.  Remember that in this step, we develop controls for each hazard to eliminate the hazard or reduce the risk until the benefit is greater than the risk.  Develop controls for the most serious hazards first!  Look at how we’ve prioritized, and you can see that our greatest hazards are fatigue and driving at night.  We now have to consider controls.


Now that we’ve placed controls, we have to reassess the hazards and determine residual risk.  We then make a final determination to see if a task’s benefit outweighs the risk involved.  Do hazards exist that would warrant your canceling, postponing, or revising your planned trip?


(Off Slide #18, On Slide #19)
4.  
Step #4 – Implement Controls.  It’s now time to incorporate our selected controls to reduce or eliminate risk during our trip.  This step can take moral courage and require good communication skills.  Remember that the implementation of controls goes wrong because:

a. It’s the wrong control for the problem.

b. Operators dislike the control measure.  Imagine what your fellow travelers will think.

c. Leaders dislike the control measure.  You may delude yourself into to thinking, “We’ll be okay because nothing is going to happen.  So what if we’ve worked long hours all week with little sleep?  We need the fun.” 

d. The control measure is too costly.

e. The control measure is overmatched by other priorities.
f. The control measure is misunderstood.
g. Nobody measures the control's effectiveness until it is too late.
(Off Slide #19, On Slide #20)
5. Step #5 – Supervise.  During this step, you enforce standards and controls while remaining alert for changes and unexpected developments.  Be sure to take corrective action when and where necessary.  As a future officer, your leadership commitment and involvement is essential to reducing risk.  Looking at our scenario, the following measures can be implemented to teach your Sailors and Marines the importance of safety, while reducing risks associated with driving long distances during extended liberty periods:

a. The command initiates a vehicle inspection for those command members planning long distance trips.

b. The command ensures mandatory completion of driver mishap risk indicator forms.

c. The command conducts a safety standdown that focuses on driver safety.

d. The command ensures a safety brief is conducted before securing for liberty.   


TRANSITION:  Let’s take a few moments to review what we’ve learned by answering a few questions. 
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VIII. DISCUSSION QUESTIONS






      

A. What are the five steps of the Operational Risk Management Process?

Answer:

1. Identify the hazards.

2. Assess the hazards.

3. Make risk decisions.

4. Implement controls.

5. Supervise.

B. What are the Operational Risk Management Principles?

Answer: 

1. Accept risk when the benefits outweigh the cost.

2. Accept no unnecessary risk.

3. Anticipate and manage risk by planning.

4. Make risk decisions at the right level.  
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IX. 
SUMMARY

    






    

During this period of instruction, we have learned about Operational Risk Management and how it applies to traffic safety.  You will use ORM when you hit the fleet.  Learn the steps involved in using ORM and apply it to any of your daily activities that have risk associated with them -- specifically driving a motor vehicle.  By using ORM, you become more aware of the risks associated with driving your motor vehicle.  Don’t ignore the risks.  Reduce them instead to the point where the benefits of operating your vehicle outweigh the risks.  Lastly, as a leader, you need to pass on what you know and enforce safety.  Because, as the Navy Safety Center says, driver safety is our number one readiness issue, and it costs the lives of too many Sailors and Marines. 

DRIVER RISK-ASSESSMENT SURVEY

Purpose:  Provides an effective risk management tool for a leader to determine an individual Sailor or Marine’s risk level.

· Human error is the largest single component in a mishap due to risk-taking behaviors. Leaders are in the best position to help eliminate human error. They are aware of day-to-day events and stressors that affect the way people perform on and off the job. When certain behavior patterns or indicators become evident, they can intervene by offering advice and counseling individuals. 

· Leaders often know which individuals are at risk and a form such the Driving Mishap Risk Indicator Self-Assessment Survey helps quantify risk potential and focus on intervention and prevention strategies. 

Use:

· Use the Driving Mishap Risk Indicator Self-Assessment Survey to identify and counsel people that are driving their motor vehicle during a major holiday, driving after a long deployment, or driving during an extended weekend. 

· The idea is to use the form as a catalyst for honest, frank discussion in which the opportunity is provided to counsel individuals at risk. Assurance of privacy is a must, so one-on-one communication is imperative.

Driving Mishap Risk Indicator Self-Assessment Survey

· Instructions: Assign points for the risk factors as they apply. 

· Total points determine an individual's relative risk level. 

· Directions for use of this form:

· Leader will discuss completed form results with interviewee and may discuss results with the chain of command for the purpose of the individual's welfare. A record may be made of counseling; however, recommend gross score/result or "low, medium, or high" risk levels be recorded in lieu of answers to particular questions. 

· Information or statements made to the leader concerning items on this form CANNOT be used in any adverse proceeding, administrative or criminal. 

The form is the property of the interviewee only and will not be retained by the command or supervisor. The interviewee may retain this completed form, if desired; however, recommend this document be destroyed/shredded as soon as possible after counseling.

	DRIVER RISK - ASSESSMENT SURVEY

	 
	RISK FACTOR
	POINTS

	1. AGE
	 
	 

	 
	25 YEARS OR YOUNGER = 1 PT
	 

	
	26 OR OLDER = 0 PTS
	 

	2. PAY GRADE
	 
	 

	 
	E-5 AND BELOW = 1 PT
	 

	
	E-6 AND ABOVE = 0 PTS
	 

	3. GENDER
	 
	 

	 
	MALE = 1 PT
	 

	
	FEMALE = 0 PTS
	 

	4. MARRIED
	 
	 

	 
	SINGLE = 1 PT
	 

	
	MARRIED = 0 PTS
	 

	5. DRIVING RECORD
	 
	 

	 
	1 OR MORE MOVING VIOLATIONS LAST 12 MONTHS = 1 PT
	 

	
	
	 

	6. TIME SINCE LAST DEPLOYMENT
	 
	 

	 
	DEPLOYED OVER 30 DAYS AND HOME LESS THAN 30 DAYS = 2 PTS
	 

	 
	
	 

	 
	OTHERWISE = 0 PTS
	 

	7. DISTANCE TO TRAVEL
	 
	 

	 
	LESS THAN 500 MILES = 0 PTS
	 

	
	500 - 1,000 MILES = 1 PT
	 

	
	OVER 1,000 MILES = 2 PTS
	 

	8. INCIDENTS OF ALCOHOL ABUSE
	 
	 

	 
	EACH INCIDENT = 4 PTS
	 

	9. RATIO OF TRAVEL DAYS TO TOTAL LEAVE
	 
	 

	 
	LESS THAN 1 TO 5 = 0 PTS
	 

	 
	1 TO 4 = 1 PT
	 

	 
	GREATER THAN 1 TO 4 = 2 PTS
	 

	10. REST PRIOR TO DEPARTURE
	 
	 

	 
	LESS THAN 8 HOURS = 1 PT
	 

	11. HOUR OF RETURN TO UNIT
	 
	 

	
	 
	 

	 
	LESS THAN 12 HOURS PRIOR TO NEXT WORK DAY = 1 PT
	 

	12. DRIVING ALONE
	 
	 

	 
	YES = 1 PT
	 

	13. PERSONAL STRESSORS
	 
	 

	 
	MARITAL TROUBLES = 1 PT
	 

	 
	DEATH IN THE FAMILY = 1 PT
	 

	 
	CAREER DECISION LOOMING = 1 PT
	 

	14. MOTORCYCLE TRAVEL
	 
	 

	 
	YES = 1 PT
	 

	15. TRAVEL DURING HOLIDAY PERIOD
	 
	 

	 
	YES = 1 PT
	 

	
	TOTAL POINTS:
	 


INSTRUCTOR’S NOTE


Ensure LCD or overhead projector is in place and presentation is ready.  Have the introductory slide on screen.





INSTRUCTOR’S NOTE:


Distribute copies of “Driver Risk-Assessment Survey.”  Discuss briefly with students.





INSTRUCTOR’S NOTE:


Query the midshipmen about hazards they believe are associated with the driving trip.  Then, ask the midshipmen what produces/causes the hazard.  Some hazards are listed below to prompt responses.  Others that are not listed might be: (1) Running out of money, (2) not reporting to base on time for formation on Tuesday, and (3) getting a DUI.   








INSTRUCTOR’S NOTE:


Review slide #17 with the midshipmen.  Discuss the assignment of RACs to each identified hazard associated with the vehicle trip.  Also discuss the probability RACs and how the hazards were then prioritized.





INSTRUCTOR’S NOTE:


Ask the midshipmen what controls they would put in place to specifically reduce the amount of risk posed by fatigue and night driving.  Continue down the list, asking the midshipmen about input controls that might reduce risk associated with each hazard.  





INSTRUCTOR’S NOTE:


After discussing controls, ask the midshipmen to reassess the hazards and explain if any residual risk exists.  Ask if the benefit of the trip outweighs the risk involved.  Ask the midshipmen if the trip should be: (1) Canceled, (2) postponed, or (3) revised.
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