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Overview

► In-Field Guide (IFG)

► Pre-Job Overview

► Crew Resource Management (CRM)

► Operational Risk Management (ORM)



In-Field Guide (IFG)

• Pre-Job Briefing Guide

• Safety Discussion Topics

• Crew Resource Management Topics

• Cognitive Bias Topics
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Crew Resource Management (CRM) consists of operational principles developed to

enhance communication, decision-making, and teamwork among members of

teams, particularly in high-stress environments where human error can have serious

consequences. Originally crafted for aviation, the core elements of CRM include
promoting effective communication, maintaining situational awareness, fostering

structured decision-making, encouraging strong leadership and cohesive teamwork,

resolving problems efficiently, and managing workload to prevent overload. Over

time, the principles of CRM have been adapted to various other fields such as

healthcare, firefighting, and maritime operations, emphasizing its importance in
diverse settings where teamwork and quick, clear decision-making are vital.

CRM Topics



I.M. S.A.F.E. Checklist

The “I’M SAFE” personal checklist ensures that the following state is valid: “I’m physically and mentally safe to

my job today, not being imparted by”:

Illness: Even a minor illness suffered in day-to-day living can seriously degrade performance of many tasks vital

to safe operations. The safest rule is not to work while suffering from any significant illness.

Medication: Personal performance can be seriously degraded by both prescribed and over-the-counter

medications, as well as by the medical conditions for which they are taken. Crew members are prohibited from

performing crewmember duties while using any medication that affects the faculties in any way contrary to

safety.

Stress: Stress from everyday living can impair personal performance, often in very subtle ways. Stress and

fatigue (lack of adequate rest) can be an extremely hazardous combination, as well as the emotional toll stress

placing on the human body.

Alcohol: Extensive research has provided a number of facts about hazards of alcohol consumption and human

error. As little as one ounce of liquor, one bottle of beer, or four ounces of wine can impair motor skills.

Fatigue: Fatigue and lack of adequate sleep can be some of the most treacherous hazards to construction

safety, as it may not be apparent to a crew member until serious errors are made.

Eat: Did you have time to eat before staring your day? Do you have access to enough water and food to get you

through a long day? Dietary needs are an important tool for any construction crew.



Daily Planning

Thorough planning is vital to successful daily operations. The more “what

if’s” you can answer before commencing work activities, the smoother the

work will proceed. Make sure everyone knows the goals, purpose, and

what must be done to compete the daily tasks. The best way to

accomplish this is with a comprehensive crew safety briefing. The briefing
is a tool to discuss the overall plan and ensure everyone is on the “same

sheet of music.” Every good briefing has time for questions. Don’t work if

you haven’t planned and briefed thoroughly.



Situational Awareness (SA)

Simply stated, SA is knowing what is going on around you. You will notice

certain indications of lost SA: degraded communications, confusion,

fixation, and lack of focus, among others. If any crew member recognizes

one of these indicators, speak up and say you are losing it. How do you

get SA Back once you recognize it is lost? The following tools can help:

define roles, manage distractions, reduce workload, ask questions, and

most important, intervene, no matter what your crew position or

experience. If SA is totally lost, the most important tool is to reestablish

equilibrium. This is accomplished by stepping away from potential hazards,

speaking to crew members, and determining the next steps.



Crew Coordination

Crew coordination is a complex concept that includes elements of

leadership and followership, assertiveness, accepting assertive behavior

from other crew members, conflict resolution, and avoiding hazardous

attitudes. The key tool in the leader/follower area is to remember that ANY

crew member can be the leader or follower depending on circumstances.

Non-foreman must not be afraid to be the leader at appropriate times.

Assertiveness can be expressed in many ways; the key to effective

assertiveness is expressing yourself in such a way that it is received by

other crew members in a positive manner. Conflict can be good in a crew

as it shows there is inquiry and assertiveness present. Again, conflict must

be resolved in a positive and professional manner and not allowed to

fester. Always be on the alert for hazardous attitudes in yourself and your

crew.



Communication

Volumes have been written on the art of communication and virtually every

formal or professional course includes a block on this important topic. In

the natural gas construction business, insist on the use of standard

terminology, especially during daily safety briefings and any radio

communications. If you don’t understand something, you should act right

away to get it clarified. You must be a good listener as well as a good

communicator.



Task Management

This is a critical CRM concept, especially in the construction environment.

Experienced crew members are just as likely to reach overload than new

crew members. Do not try to do too much at once. The key to overcoming

overload is to prioritize. Get the most important action done first. Delegate

duties to other crew members.



Risk Management/Decision Making

All decision making has elements of information gathering, identifying and

evaluating solutions, making a plan, and evaluating the plan. Risk is an

inherent part of any activity. Just how much risk should you accept for a

given project? Some key tools apply. Make risk identification and

assessment a part of your daily planning. Accept no unnecessary risk.

Make risk decision at the proper level – if you’re not sure ask your boss.

Finally, accept risk only if the benefits outweigh the cost.



Most Conservative Response Rule

Occasionally there is a disagreement on a jobsite that cannot be resolved

due to a lack of information. It is best to agree in advance to take the most

conservative action in these situations until additional information is

available.



Excessive Professional Deference

In general, we are hesitant to call attention to deficient performance in

others, particularly if they are senior to us. Thus, even when one crew

member does point out performance that is outside established standards,

it is typically done with little emphasis. For example, a laborer may tell an

operator foreman they are digging “a little close” to a utility regardless of

the how dangerously close the operator foreman may be digging. If you

see something wrong or dangerous, stop the action before it is too late.



Halo Effect

One cause of excessive professional deference is the halo effect. An

example of the halo effect occurs when a very experienced person starts

with a new organization. This individual may be rushed through the OQ

process because they have so much “experience”. The rest of the crew

may be impressed by the vast experience of the individual and will tend to

not speak up about problems they see. Do not let this happen to you! Even

the most experienced person is not immune to accidents and injuries.



Hazardous Attitudes

There are five hazardous attitudes that cam impede your good judgement

and decision-making abilities and can lead to sudden loss of judgement.

Know them well, so they will automatically come to mind when you need

them.

Hazardous Attitude Antidote

Anti-Authority “Follow the rules; they’re usually right.” 

Impulsivity “Think first. Act later.”

Invulnerability “It could happen to me”

Macho “Taking chances is foolish”

Resignation “I’m not helpless, I can make a difference.”



Strength of an Idea/Channelized Attention

Strength of an idea can be defined as an unconscious attempt to make

available evidence fit a preconceived situation. It has been observed that

once a person or group of people gets a certain idea in their mind, it can

be difficult or impossible for them to alter that idea no matter how much

conflicting information is received. In a highly stressful situation, it
becomes more important that we not allow our attention to focus or

become channelized in only one area.



The Assertive Statement

The assertive statement is a non-threatening method by which a

member of the crew can directly communicate their concerns about

an uncomfortable situation. This five- step process is:

1. Get the attention of the individual.

2. State the concern.

3. State the problem.

4. Offer a solution.

5. Obtain agreement.

If the assertive statement is not successful, a statement such as

“Time Out” can help job the crew into awareness of the risk(s)

involved and prevent a potentially bad decision from escalating into

a severe incident.



Hidden Agenda 

Sometimes crew members may make suggestions or decisions the rest of

the crew is unaware of, such as, a strong desire to cut a corner to finish

sooner due to undisclosed important plans for that evening. We need to

communicate honestly so that decisions can be made rationally and based

on facts rather than wishful thinking. Hidden agendas may be motivated by

individuals that purposely keep intentions to themselves to prevent

objections and confrontation from other crew members.



Passenger Syndrome

The passenger syndrome is based on a comforting premise that one or

more crew members has the situation under control and is looking out for

your best interest. The syndrome can be experienced by any crew

member, resulting in that person feeling like they are along for the ride.

The halo effect can lead to passenger syndrome.
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CRM Topics

Studies on Crew Resource Management (CRM) show it 

consistently improves teamwork, communication, and safety by 

reducing errors and enhancing performance. It is effective across 

various industries, with continuous training and adaptation to 

specific environments recommended for sustained success.
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Cognitive biases in occupational safety are systematic errors in thinking that

influence how workers perceive and respond to hazards, often leading to

misjudgments of risk and unsafe behaviors. These biases can cause employees to

underestimate the dangers in their environment or make poor safety decisions. For

example, a worker might assume that because an accident hasn't occurred recently,
their workplace is inherently safe, or they may disregard safety protocols due to a

belief that they are experienced enough to avoid accidents, despite potential risks.

These biases compromise effective safety practices and increase the likelihood of

workplace accidents or injuries.

Cognitive Bias Topics



Availability Heuristic

This bias involves people relying on readily available information, often

from recent or vivid events, to make judgments or decisions. This can lead

to overemphasizing information that is easily recalled, even if it is not

representative of the overall situation.

Avoidance Strategy: Combat this bias by consciously seeking out a

diverse range of information sources, considering the context of

information, and taking the time to think critically before making judgments

or decisions.



Anchoring & Adjustment

When making decisions, people tend to anchor their judgments to an initial

piece of information and then make insufficient adjustments from that

anchor. This initial anchor can significantly influence the final decision.

Avoidance Strategy: To counter this bias, challenge the initial anchor by

questioning its validity and considering alternative starting points.

Encourage yourself to make more substantial adjustments from the

anchor.



Confirmation Bias

People tend to seek out and interpret information in a way that confirms

their existing beliefs or hypotheses while ignoring or discounting

contradictory evidence. This can reinforce preconceived notions.

Avoidance Strategy: Combat confirmation bias by actively seeking out

information that challenges your existing beliefs, engaging with diverse

perspectives, and practicing open-mindedness when evaluating evidence.



Hindsight Bias

After an event has occurred, people tend to believe that they knew it was

going to happen all along. This bias can lead to an overestimation of the

predictability of past events.

Avoidance Strategy: Recognize that hindsight bias can distort your view of

the past. When assessing past events, try to put yourself back in the

mindset of the time and consider the information available then.



Dunning-Kruger Effect

This bias occurs when individuals with low ability at a task overestimate

their competence, while those with high ability tend to underestimate their

competence. It's a cognitive bias related to self-assessment.

Avoidance Strategy: Cultivate self-awareness and humility by seeking

feedback from others, continuously learning, and acknowledging areas

where you may lack expertise. Encourage self-reflection.



Groupthink

In group decision-making, the desire for harmony and consensus within

the group can lead to a suppression of dissenting opinions and a rush to

conform to the group's decisions, potentially resulting in poor choices.

Avoidance Strategy: Encourage diverse opinions within groups, foster an

environment where dissent is welcomed, and assign a devil's advocate

role to encourage critical thinking and alternative viewpoints.



Self-Serving Bias

People often attribute their successes to internal factors (e.g., skill and

effort) while attributing their failures to external factors (e.g., bad luck or

circumstances).

Avoidance Strategy: Combat self-serving bias by being introspective and

objective when assessing your successes and failures. Consider external

factors that may have influenced outcomes.



Curse of Knowledge

The curse of knowledge is the difficulty experienced by experts in

conveying information to others who lack their expertise. Experts often

assume others have the same level of understanding, leading to ineffective

communication.

Avoidance Strategy: Combat the curse of knowledge by using plain

language and analogies when communicating complex ideas. Encourage

feedback and ask for clarification to ensure understanding.
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Operational Risk Management

Operational Risk Management (ORM) is the process of identifying, assessing, and

controlling risks stemming from an organization's day-to-day activities that could

disrupt its operations. This comprehensive approach is designed to minimize the
impact of unexpected failures and ensure the continuity of operations.

This methodology helps organizations not only respond to immediate issues but

also proactively prepare for potential threats, thereby securing operational

stability and enhancing overall performance.



Operational Risk Management



Operational Risk Management



Operational Risk Management



Operational Risk Management



Operational Risk Management



Effective in Financial and Public Sectors: ORM systems have shown positive impacts on financial 

performance and risk reduction in both the public and private sectors, though gaps and areas for 

improvement remain (Newman et al., 2018; Masenene, 2015).

Challenges in Implementation: The conceptual development and implementation of ORM face 

challenges, particularly in achieving consistent effectiveness across different regulatory and 

operational environments (Power, 2005).

Positive Correlation with Firm Performance: Studies indicate a positive correlation between effective 

ORM practices and improved firm performance, especially in European contexts (Ghazieh & 

Chebana, 2021).

Need for Better Practices: There is a consensus that while ORM is beneficial, there is a need for better 

and more comprehensive risk management practices to fully mitigate operational risks (Al-Amri & 

Davydov, 2016).

Sector-Specific Success: The effectiveness of ORM varies significantly by sector, with some sectors like 

banking in Ghana and strategic project management showing robust frameworks and positive 

outcomes (Nana-Cobbinah, 2014; St-Hilaire, 2014).

Technological Enhancements: The integration of technologies like blockchain can enhance ORM by 

providing greater transparency, security, and efficiency, especially in the insurance sector (Grima et 

al., 2021).

Empirical and Practical Insights: Operationalizing ERM effectiveness provides valuable empirical and 

practical insights for improving risk management practices (Togok et al., 2014).

Board and Governance Influence: Effective ORM also depends on good governance and board 

effectiveness, which are crucial for risk assessment and management (Ingley & Van Der Walt, 2008).

Operational Risk Management



Operational Risk Management (ORM) offers several key benefits, 

including improved decision-making by helping organizations 

identify and assess potential risks, allowing for more informed 

choices that reduce the likelihood of costly errors. It also 

contributes to risk reduction by proactively managing and mitigating 
operational disruptions, financial losses, and compliance issues. 

Additionally, ORM enhances organizational resilience by equipping 

businesses with the ability to respond effectively to unexpected 

events, ensuring continuity and reducing the impact of crises. 

Through these advantages, ORM supports overall operational 
efficiency and long-term stability.

Operational Risk Management
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