Empowered to Act – ORM Shorthand

The Safety Theme for the recently closed first fiscal quarter of 2004 was enforcement.  We know visible enforcement of the regulations has a positive effect on compliance (Click it or Ticket, expect what you inspect, et cetera.)  In our discussions with Norfolk Southern Railroad we learned one of the key elements to their phenomenal safety revolution was to make safe operations a condition of employment.  In fact, based on the recently completed marketing study, enforcement of the regulations and strict accountability is considered integral to the Marine Corps even to our youngest Marines.  We determined that we do not need new rules, but we must enforce the regulations we already have.  The next quarter’s safety theme is empowerment.  We must encourage a climate in which all Marines feel they have the power to express an opinion and stop careless or needlessly dangerous activities.

In nearly all our mishaps there are usually two or more Marines involved.  Generally where there is more than one person involved, a different set of eyes will see the inherent danger of the activity.  The mishap performance of the Marine Corps rotary wing aircraft is generally better that that of our single seat aircraft because there is another voting member in the aircraft.  Sadly, the concept of more than one set of eyes has not been as successful in reducing traffic accidents.  Of the 203 Marine fatalities in FY99-03, 4-wheel PMV mishaps, 135 Marines died driving 4-wheel vehicles.  87 were driving alone, 32 were driving with Marine passengers, and 15 were driving with civilian passengers (one was driving with a Navy passenger).  Further, 68 Marines died as passengers in 4-wheel vehicles.  46 were passengers with other Marines driving, 21 were passengers with civilians driving, and one was riding with a Navy driver.  

In these circumstances Marines likely saw disaster coming but for some reason were not able to break the mishap chain.  We must impress our Marines in all circumstances they have the power to make the right decision, to voice a question, to point out a hazard.  In short, our Marines must feel they have the power to act, that is they are empowered to ACT.

ACT is an abbreviated form of the ORM process originally developed by the US Air Force and is a supplemental tool for risk assessments in time-critical or less complex off-duty circumstances.  This shorthand is also appropriate during the time critical execution of an operation when a detailed analysis using the ORM process is inadvisable.  ACT merges the steps of ORM into three simple steps that we have often paraphrased by “What is the situation, what can hurt me, and what can I do about it?  Often in this form, risk management is accomplished mentally action taken in seconds.  ACT stands for: 

· Assess the Situation.  Look at your surroundings.  Determine what could go wrong, the likelihood of occurrence, and severity of the impact if something did go wrong.  Include your mission, potential enemy, and avenues of approach or attack.

· Consider your risk options.  Seek ways to eliminate the risks, if possible.  If they cannot be eliminated, think how to control them, or lessen the likelihood of something going wrong.  Consider the consequences if something does go wrong, and ask yourself what you can do to ensure a positive outcome.  Does the task have to be completed now, or can it be postponed for more favorable conditions?  Do you have the authority to make a decision, or does the level of risk necessitate that you elevate the circumstances to someone else for a final decision?

· Take appropriate action.  Implement your best options to mitigate risk.  If others are involved, make sure they understand the risks and proper actions they must take.  When you are done with the activity, take a few minutes to review your thought process.  If your ACT process worked, remember the options you used to lessen the risk factors and use them again.  If your ACT process didn’t work as well as planned, think about how you might improve the situation the next time.
All Marines under any circumstances have the power to make the right decision.  The right decision is one in which the decision maker has identified the hazards, assessed the hazards, made risk decisions, implemented controls, and supervised the proceedings to watch for changes.  You are empowered to do so.  Empower your subordinates to do so.






