Risk Management Trends

“Does Anyone Have a “Safety” Tip?”
“Does anyone have a Safety Tip?”  All too often, this question is substituted for the 5-step risk management process described in FM 100-14, “Risk Management.”  This process is used to identify the “Hazards” and “Controls” during planning and preparation that enable us to mitigate both the tactical and accidental risks associated with mission execution.  Staff and special staff members outlined in FM 101-5, “Staff Organization and Operations,” must apply the five step risk management process and integrate it into the military decision making process (MDMP).  When the XO and S3 are prepared to give the mission brief or operations order, they must be prepared to brief the crews and staff on hazards and controls associated with the mission, not simply ask, “Does anyone have a safety tip?”

Observations:  At the National Training Center (NTC), Eagle Team observer/controllers (O/Cs) routinely see risk management documents mass-produced from the safety files that the Aviation Safety Officer (ASO) has saved in his computer.  Each and every risk assessment looks just like the previous one, with no real MDMP integration conducted.  Another risk management observation is the aviation S3 or XO looking to the ASO at the completion of mission planning and asking, “Hey chief, I need a risk assessment for this mission”.  The answer is all too often, “What mission?”  due to the ASO’s myriad of other safety-related requirements, to include certifying the FARP, conducting safety surveys of the TAA, and performing PIC duties in preparation for a flight mission.  The bottom line is that we need to improve as a branch in conducting risk management as a staff during mission analysis, wargaming, and course of action development to ensure operations are conducted in as safe a manner as possible. 

Recommendation #1: The best way to accomplish Risk Management is outlined in FM 100-14.  This doctrinal manual explains the principles, procedures, and responsibilities to successfully apply the risk management process to conserve combat power and resources.  Units that are serious about “getting it right” with risk management should imbed the five-step process into MDMP in accordance with Figure 2-1 in FM 100-14.  And this process has to be a consolidated staff effort, not an ASO task.  Below are some questions staff members can use to drive this process.  This menu is not meant to be all-inconclusive, but serves as a good start point for the staff desiring to complete the process correctly.  

 S-1:  What are the hazards associated with personnel shortages, crew fighter management issues, casevac availability and time transition to level II care? 

S-2:  What are the “Tactical” hazards associated with this mission? How will the ADA threat affect this mission? Where are the wires? What will the weather be through mission completion? Have we conducted detailed terrain analysis to reduce our hazards in the attack-by fire positions (ABFs), landing and pick-up zones (LZ’s/PZ’s) and forward arming and refueling point (FARP) selection? Simply conducting a map reconnaissance can reduce dust signatures, reduce pilot workload and keep the enemy from identifying your location. Have we implemented a Reconnaissance and Security (R&S) plan and conducted Intelligence Preparation of the Battlefield (IPB) for engagement areas?  Has the Electronic Warfare Officer (EWO) provided information to the crews on enemy radar (hazard) capabilities, along with terra-based analysis to effectively reduce aircraft signature in the ABFs (control). Have we made coordination with Brigade and Division to receive daily Air Control Order, (ACO) ?  Are aircrews receiving updated Air Control Points (ACPs’) and are routes coordinated through Brigade?

S-3:   What are the tactical hazards associated with this mission? How will friendly ADA affect this mission? What is the SEAD plan, IFF and CSAR/DART status?  Do the aircrews have situational awareness of the brigade’s combined arms mission? Do they understand the Brigade sectors/ABF’s, scheme of maneuver and required breeching operations? Precise synchronization of  (SOSR), Suppression, Obscuration, Secure and Reduce will reduce potential fratricide incidents. Is the Brigade or Battalion Commander willing to accept a “High Risk Mission” due to the lack of synchronization between maneuver, artillery, engineer and aviation elements? As the S-3 and chief of operations and plans, “Hazards Identification” and “Control” measures are a key responsibility. 

S-4:  What resource shortages or hazards may affect this mission?  What are the tactical and accidental hazards associated with the FARP? Does our standing operating procedures (SOP) outline task condition and standards to reduce hazards in FARP set-up and operation? Are surface danger zones (SDZ’s) identified and implemented during FARP and tactical assembly area set-up and occupation?

While this menu of questions is intended to drive the primary staff through MDMP, there are some key special staff members who are important to the process as well.  The ASO is the primary advisor to the Commander on safety-related matters, as well as risk management.  The ASO must be a participant in the MDMP in order to assist with Risk Management, and to prepare the actual risk assessment document for the commander.  Instructor pilots (IPs) and Tactical Operations (TACOPS) Officers are also special staff members whom the commander can utilize for hazards planning and control measure implementation.  IP”s can assist Commander’s identify hazards and controls for crew mixes, and understand the unit’s overall abilities based on individual and collective training levels. Currency vs. Proficiency hazards must be identified and controls measures for training implemented to reduce accidents. Maintenance officers identify hazards associated with maintenance. Are crew chiefs conducting maintenance by – the – book? Are controlled exchanges being documented properly? Do we have all Ground Support Equipment (GSE) for maintenance? Are we identifying hazards during unscheduled maintenance and are the crew chiefs complying with fighter management issues? Are SGM’s and 1SG’s identify hazards associated with ground or NCO operations, such as ground convoys, guard duty or sending out a retrans team.

Recommendation #2:  Commanders must take advantage of the imbedded experience in units.  Senior warrant officers and NCOs who have been in multiple units, accomplished a wide variety of missions, and experienced numerous close calls have the experience and expertise to make extremely useful recommendations to reduce potential hazards that young staff members do not or cannot foresee. Organizing a way during mission analysis to get input from these valuable advisors can definitely reduce hazards. Pre-combat checks (PCC) and pre-combat inspections (PCI) is a Command responsibility that is identified in Risk Management as “Supervision”. Commanders and staff must back plan to allow troops the time necessary to conduct PCC/PCI. Commanders and XOs must take maximum advantage of their experience in the unit to have an effective risk management program. 

Recommendation #3:  The final process of any mission is to conduct an after action review (AAR).  The AAR should include pulling the risk assessment out, and checking if the hazards identified during the MDMP positively or negatively affected the mission.  Did we as a staff implement the controls such as time for planning, preparation, rehearsals and execution? Commanders ask your staff and crewmembers if the controls were effective? Crewmembers conducting these missions may have experienced a hazard that was not listed or covered during the MDMP process, and this information becomes important during the next mission or SOP development.  The Risk Management process is not complete without this post-mission review.

Summary:  Orders and risk assessments are synonymous. We can no longer afford to use a “Cookie Cutter” risk assessment or a “safety tip” as the sole means to protect our soldiers and equipment.  FM 100-14 provides an effective process that staffs can easily integrate into the existing MDMP.  Additionally, we need to leverage the highly experienced personnel, especially senior warrant officers and NCOs throughout our organizations to prevent repeating mistakes from the past.   Only then can we say we’ve conducted Risk Management to standard in accordance with Army doctrine.
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By following the steps outlined in FM 100-14 and FM 101-5, Risk Management and mission accomplishment become one and the same.
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