
INTRODUCTION 1 - 1 
 
 

Team Coordination Training Student Guide (8/98) 

 
 
 

TEAM COORDINATION 
 
 
 
 

PROBLEM Human error continues to be the most significant cause of 
U.S. Coast Guard mishaps.  Studies show that 60% to 65% 
of cutter and boat navigation mishaps have had human 
error as a contributing cause.  Ninety percent of the human 
error-caused mishaps were due to: 
• Poor judgment (67%), which includes: not knowing or 

understanding the situation, loss of situational 
awareness; inadequate assessment of risks or 
environment, made GO when NO-GO decision may have 
been prudent; using incorrect information in decision-
making. 

• Inattention (more than 16%), which includes:  failing to 
monitor displays; not maintaining a good lookout; 
forgetting to do something; doing something improperly; 
negligence. 

• Ineffective Supervision (more than 5%), that 
includes:  lax enforcement of standards, procedures; 
inadequate oversight or not verifying job done correctly. 

SOLUTION Team Coordination Training (TCT) is a program that 
focuses on reducing the probability for human error by 
increasing individual and team effectiveness.  Safety has 
long been the Commanding Officer's responsibility and, 
until recently, was assumed to be the logical result of finely 
tuned technical skills.  USCG mishap data suggests that 
while technical skills are an essential component of any job, 
they alone will not ensure safety.   
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 Safe, effective Coast Guard operations depend on 
coordinated actions among team members.  Figure 1-1 
demonstrates the effectiveness of TCT in reducing Coast 
Guard mishap rates.  Rates have been determined from 
mishaps involving mobility and navigation of the vessel.  
Additionally, the total number of marine and marine-related 
Class A, B, and C mishaps have significantly decreased over 
the past several years (225 FY95, 158 FY96, 112 FY97, and 
87 FY98). 

Figure 1-1 

WHAT IS A 
TEAM? 

A Team is a collection of people, built primarily on the 
technical capabilities of its members, working in pursuit of a 
common mission.  They have been each assigned a specific 
function to perform.  Team Coordination Training is 
directed at operational Coast Guard teams.  Examples used 
in this program will focus on operational teams found 
throughout Coast Guard Operations.  
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TRAINING 
OBJECTIVE 

This course identifies factors that affect performance.  It is 
the responsibility of each team leader to provide the 
leadership necessary to increase team performance.  This 
training has been developed for both afloat and shore-based 
communities.  The concepts apply to a broad spectrum of 
afloat and shore operations and will benefit teams within 
operations, deck, and engineering departments.  This 
training assumes that individual team members are 
technically proficient in their assigned tasks.  Mission 
planning and execution will be conducted in accordance with 
Coast Guard directives and command leadership. 

WHO IS PART 
OF YOUR 
TEAM? 

In many Coast Guard operations, the team extends beyond 
the bounds of assigned personnel and Coast Guard assets. 
For example, a boat consisting of a coxswain and crew is one 
team, but seldom performs its mission without interacting 
with members of a larger team.  We must fully 
understand and be aware of who is included in our 
team at all times. 

• Chain-Of-Command.  The assets on scene represent 
only a small part of the Coast Guard.  Ensure that 
the organization that deploys you is part of your 
team; tap their resources and seek their direction.  
These team members could include mission 
coordinators, officers-in-charge, duty officers, or other 
Coast Guard assets. 

• Other Authorities.  When working with other 
federal, state, or local authorities, treat them as 
members of the “larger team.”  They will serve us 
better if they are integrated into our team operation.  

• The Customer.  The public we serve can be a 
valuable asset to our teams.  They are often the focus 
of our mission.  Do not forget to include them, lest you 
limit the capabilities of your team. 
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WHAT IS  
TEAM 
COORDINATION? 

It is the process of coordinated action among team 
members that enables them to interact effectively while 
performing mission tasks.  Seven critical team skills have 
been identified that can be employed to reduce the 
probability for human error.  These skills are: 

• Leadership. 
• Mission Analysis. 
• Adaptability and Flexibility. 
• Situational Awareness. 
• Decision-Making. 
• Communication. 
• Assertiveness. 

Leadership Directing and guiding the activities of other team 
members, stimulating personnel to work together as a 
team, and providing feedback to team members regarding 
their performance. 

Mission Analysis Making long-term and contingency plans, and organizing, 
allocating, and monitoring team resources. 

Adaptability and 
Flexibility 

Altering a course of action to meet changing demands, 
maintaining constructive behavior under pressure, and 
working effectively with other team members. 

Situational 
Awareness 

Knowing at all times what is happening to the team, the 
unit, and the mission. 
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Decision Making Applying logical and sound judgment based on the 
information available. 

Communication Clearly and accurately sending and acknowledging 
information, instructions, and commands; and providing 
useful feedback. 

Assertiveness Actively participating, stating, and maintaining a 
position until convinced by the facts (not the authority or 
personality of another) that your position is wrong.  
Taking action when necessary. 

TRAINING HAS 
TO BE USED TO 
BE EFFECTIVE;  
 
Your Role  

Team Coordination training is part of command and 
control, cutter, and small boat crew training.  You should 
expect and encourage all Coast Guard teams to use these 
principles.  Likewise, you are expected to apply these 
principles in your duties. 

IS TEAM 
PERFORMANCE 
MEASURED? 

The seven critical skills for effective teams came from an 
examination of various team processes.  These processes 
are: 

• Orientation. 
• Resource Distribution. 
• Timing and Pacing Activities. 
• Error Trapping. 
• Procedure Maintenance. 
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Orientation • How do team members get and pass information 
necessary for mission completion in the planning process?  

• How do members communicate during the mission about 
changes in equipment status, personnel readiness, 
changes in weather, and whether mission objectives are 
still applicable? 

• How are task priorities assigned or changed? 

Resource 
Distribution 

• How well are team member capabilities matched to task 
requirements? 

• How effectively are workloads balanced during the course 
of the mission? 

Timing or 
Pacing 
Activities 

• How effective was the planning process in identifying 
critical factors and forecasting the mission tempo? 

• How effectively was the team and individuals in adapting 
to mission tempo changes? 

Error Trapping • How effective was the team and individuals in detecting 
errors in the nature or timing of activities? 

• How well did the team and individuals adjust activities in 
response to errors and omissions? 

Procedure 
Maintenance 

• How well did the team monitor compliance with 
established mission standards, as in the proper 
coordination of individual activities? 

• How well did the team adjust to nonstandard activities? 
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EFFECTIVE LEADERSHIP

OBJECTIVES To successfully complete this module, you must study the
text and master the following objectives:

•  Be able to seek task-related input from another team
member.

•  Describe how failure to regularly update the team on
the mission’s progress may contribute to a mishap.

•  Describe how failure to alert team members to
potential work overload may contribute to a mishap.

•  Describe how to motivate an individual or team
member through positive vs. demeaning statements.

•  Describe how to inform team members of an error in a
positive manner.

•  Define Designated Leadership.

•  Define Functional Leadership.

COAST
GUARD
LEADERSHIP
GOAL

Coast Guard Goal One is to provide leadership and a
working environment that enables all our people to reach
their full potential and maximize Coast Guard mission
success.  We articulate our core values:  Honor, Respect, and
Devotion to Duty, values that frame the behaviors the Coast
Guard expects from its people.  Coast Guard people
constantly face challenges in mission operations.  To meet
these challenges, leaders must exercise competent leadership
in their daily activities.
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BEHAVIORAL
TRAITS

The impact of the leader on team performance is a function
of three things:  Personality, Ability, and Leadership Style.
Stephen R. Covey, author of Principle-Centered Leadership,
identified seven behavioral traits that effective leaders
demonstrate.  These principles apply to the broader concerns
of command and set a strong foundation for affecting
leadership of teams.  The seven traits are:

1. Proactiveness.

2. Imagination and Conscience.

3. Willpower.

4. Think Win/Win.

5. Courage Balanced with Consideration.

6. Synergy.

7. Continuous Improvement or Self-Renewal.

Proactiveness Instill the belief in all members of the organization that
“Quality begins with me, and I need to make my own
decisions and be a stakeholder in the success of the
organization.”  Team members must also be responsible for
the performance of the organization.

Imagination
and
Conscience

Publicize your vision for your department through the clear
expression of your hopes and purpose for your time aboard
the unit.  Ensure your vision considers the social
responsibility you have to the people and their families.

Willpower Maintain a disciplined life that focuses heavily on highly
important, but not necessarily urgent activities.  Take
positive measures to minimize crisis management and
maintain high moral values in your professional and
personal life.
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Think Win/Win Share recognition and power by tapping the capabilities
of all people in the department and routinely providing
constructive feedback and praise.  Attempt to reduce the
friction, while recognizing that in an effective team,
strength lies in diversity.  Create an environment of
trust.

Courage Balanced
with
Consideration

Actively listen to subordinates to clearly understand their
ideas.  Show restraint and respect in dealing with
subordinates to maintain two-way communication.
Foster mutual respect and build a complementary team
where each individual strength is made productive and
each individual weakness is made irrelevant.

Synergy Permit solutions to be formulated through the open
communication between respectful individuals. Problem-
solve using information from those communications.
Achieve creativity, improvement, and innovation beyond
your own capability.

Continuous
Improvement

Avoid becoming closed to new ideas.  Pursue innovation
and refinement in yourself and the department.  Broaden
cross-functional cooperation and communication; expand
trust and synergy within the whole department.

LEADERSHIP
COMPETENCIES

Leadership competencies are measurable patterns of
behavior essential to leading.  The Coast Guard has
identified 21 competencies consistent with our missions,
work force, and core values of Honor, Respect, and
Devotion to Duty.
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CATEGORIES The competencies generally fall into three broad categories:
SELF, WORKING WITH OTHERS, and PERFORMANCE,
although some competencies overlap categories.  Together,
these leadership competencies are keys to success.

Self Fundamental to successful development as a leader is an
understanding of self and one’s own abilities, including
personality, values, preferences, and potential as a Coast
Guard Member.  Competencies in this area include:

•  Accountability and Responsibility.

•  Aligning Values.

•  Followership.

•  Health and Well-Being.

•  Personal Conduct.

•  Self-Awareness and Learning.

•  Technical Proficiency.

Working With
Others

Leadership involves working with and influencing others to
achieve common goals.  Coast Guard people interact with
others in many ways, whether as a supervisor, mentor,
manager, team member, team leader, peer, or subordinate.
Positive professional relationships provide a foundation for
the success of our Service.  Competencies in this area include:

•  Influencing Others.

•  Respect for Others and Diversity Management.

•  Looking out for Others.

•  Effective Communication.

•  Group Dynamics.

•  Leadership Theory.

•  Mentoring.
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Performance Coast Guard people constantly face challenges in mission
operations.  To meet these challenges, leaders must apply
leadership competencies in their daily duties.  Because of their
importance to effective team coordination, a description of the
behaviors associated with these competencies is included.

COMPETENCY BEHAVIORS

Vision Development and
Implementation.

•  Establish and clearly communicate
objectives.

•  Initiate action and provide support and
systems to achieve goals.

Customer Focus. •  Actively seek feedback and suggestions and
encourage others to do the same.

•  Ensure internal and external customer’s
needs are met.

Decision-Making and Problem
Solving.

•  Learn to consider and assess risks and
alternatives.

•  Involve others in decisions that affect them.

Conflict Management. •  Encourage open communication.

•  Confront conflict constructively to minimize
impact to self, others, and the organization.

Performance Appraisal. •  Articulate performance expectations to
subordinates.

•  Coach and provide feedback to
subordinates.

Management and Process
Improvement.

•  Evaluate progress and outcomes of current
processes.

•  Use goals, milestones, and control
mechanisms to measure and manage
performance.

Workforce Management
Systems.

•  Use formal reward systems to recognize
positive performance.

•  Support personnel working on advancement
and training.
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TEAM
LEADERSHIP
SKILLS

Team leaders direct and guide the activities of other team
members, stimulate personnel to work together as a team,
and provide feedback to team members regarding their
performance.  Effective team leaders demonstrate the
following behaviors:

•  Specify tasks to be assigned.

•  Coordinate the gathering of required information.

•  Make positive statements to motivate individuals and
teams.

•  Ask for task related input.

•  Inform other team members of errors in a positive
manner.

•  Focus the team’s attention on task.

•  Consider and assess risks and alternatives.

•  Look out for others in the team.

•  Ensure the team(s) are fully informed.

•  Inform team members of mission progress.

•  Alert others to their actual or potential work overloads.

•  Provide feedback to the team on performance.

•  Continually assess and reassess the situation.

Translate
Objectives Into
Tasks

The leader must clearly understand the mission goals and
objectives and translate them into team tasks.  In assigning
tasks, the leader seeks the best match between team resources
and tasks.

Coordinate
Information
Gathering

Ensure that information processing is not reduced.  Safe
operations depend upon timely information flow within the
team.  The leader should be alert to problems that affect
information collection or the communication of information.



EFFECTIVE LEADERSHIP 2 - 7

Team Coordination Training Student Guide (8/98)

Motivate
Individuals

Team performance is dependent upon each individual.
Acknowledging good performance cultivates effectiveness.
This type of positive reinforcement also moderates the stress
inherent in operational teams.

Promote Input Actively solicit and accept input from other team members.
Individuals may have relevant information that the leader
does not have.  The leader is seen as approachable by team
members so that information relevant to decision-making is
received in a timely manner.

Trap Errors,
Not People

The team has a shared responsibility for trapping errors.
When someone detects a human error, that team member
assumes a leadership role to reduce the impact of that error
on the team.  An effective leader points out error while not
diminishing the respect for the team member who committed
it.

Keep
The Team
Focused

Minimizes distraction, and takes action to terminate fixation
or preoccupation.  All team members share this responsibility
and need to assume a functional leadership role to mitigate
the impact of inattention on team performance.

Assess Risk
and
Alternatives

All activities carry an element of risk.  Effective teams are
constantly evaluating risk and looking for alternatives that
will serve to manage or reduce that risk.
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Look Out for
Others

Effective leaders identify others’ needs and abilities.  They
ensure fair and equitable treatment, project high
expectations for subordinates and their teams, know their job,
express confidence in their abilities, and use reward systems
effectively.  Leaders appropriately support and assist in
professional and personal situations and use formal and
informal processes to resolve situations.

Ensure
The Team(s)
Are
Fully Informed

Often this occurs for members and related as part of the
briefing process.  The key is to have all team members and
their reliefs present, as well as leaders from the related
teams.  Members also must be made aware of key tasks and
how to communicate during those tasks.

Example:  Aboard a cutter the bridge, deck, and engineering
teams need to be briefed to facilitate mooring operations.
Otherwise, an individual not fully prepared could jeopardize
a perfect approach.

At a Group, a training hoist evolution may require briefing
the OPCEN watch, the helo, the standby boat, watch tower
personnel, as well as the boat team performing a drill.

Update
The Team
On Mission
Progress

When the leader tells the team what his/her understanding of
the current state of the mission is, it allows the team to make
internal alignment checks.  This ensures that all team
members share the same mental model.  When differences in
understanding exist, the effective team resolves the conflict.
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Prevent
Work
Overload

The workload level for the typical Coast Guard mission is
constantly changing.  To help maintain an effective team, the
leader monitors, recognizes, and adjusts for workload
imbalances among team members.  This helps reduce the
potential for human error.

Provide
Feedback

Feedback is part of the leader’s routine.  Effective leaders
take time at lulls in the mission and at the debrief to provide
constructive critiques.  This includes explaining some of the
leader’s actions so the team can better understand and
anticipate the leader’s point of view.  It is important to
provide both positive and negative feedback.

•  Positive Feedback: Focuses on what an individual or
team does well.  Positive feedback lets the person know
what they should continue to do.

•  Negative Feedback:  Focuses on problems that one or
more team members perceive.  Negative feedback lets
the person know what they should start or stop doing,
or change.  Negative feedback is not punishment it is
constructive criticism.

Continually
Assess the
Situation

Plans must be continually updated as new information
becomes available.  Effective leaders are alert for change and
revise the operations plan based on changes in the situation.
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HOW TO GIVE
EFFECTIVE
FEEDBACK

Feedback does not happen by accident; it is the result of a
deliberate, on-going questioning process engaged in by the
sender.  Feedback must be given so that a person receiving it
can hear it in the most objective and least distorted way
possible.  To make team members open to TIMELY feedback,
the feedback must have the following characteristics:

•  Descriptive, not Evaluative.

•  Well Intended, not Hurtful.

•  Specific, not General.

•  Well timed, not Delayed.

•  Balanced, not One-Sided.

Describe the
behavior,
Don't evaluate
the individual.

Feedback has more meaning when it is descriptive.  Behavior
or performance should be compared to successful performance
or an objective standard.  What success looks like and how it
can be achieved should be stated.  This will emphasize
actions leading to a desired course of action.  Avoiding
evaluative language reduces the need for a defensive
response.

Focus on the
behavior,
Not the worth
of the person.

It is difficult for anyone to respond without being defensive to
highly charged comments like "That was stupid" or "You're an
idiot."  When giving feedback, focus on the performance, not
the personality of the individual.  People may sometimes act
stupid or behave in an insensitive way, but that does not
mean they are a stupid or an insensitive person.  Evaluating
a person rather than their behaviors casts you in the role of
judge and makes the other person respond defensively.
Provide feedback on the specific behavior that you observed.
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Make specific
comments,
Avoid
generalities.

When feedback is specific, it leaves little doubt exactly what
the sender is referring to or what behavior is desired for the
receiver to change.

Example:  To be told “I want more information about the
bottom” will probably not be as useful as  “I want you to call
out the soundings every..."

Give
Immediate and
Well-Timed
Feedback

Timing feedback is important. Consider the significance of
the situation and the person's readiness to deal with
feedback.

When feedback is given immediately after an event, the event
is fresh in everyone's mind.  When feedback is given
immediately, behavior is easier to recall and feedback is not
confused with subsequent events or behavior.

Providing negative feedback in public may be perceived as
punishment.  That is why it is important that all negative
feedback be constructive.
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Balanced,
Not
One-Sided

Feedback is most effective when it highlights what was done
well AND what to be improved upon.  To ensure clear
communication, have the receiver rephrase your feedback to
see if it corresponds to what you had in mind.  Use the
following steps:

1. Start with what went well;

2. Identify what needs to be improved;

3. Summarize by indicating how the operation went
overall.

During post-mission briefs, it is often valuable to have
junior personnel assess their own performance first.

Example:  After a 6-hour Person-In-The-Water (PIW) search,
the PIW was found floating face down.  Initial thoughts were
that the PIW had expired.  The EMT at the scene decided to
treat the person as a “cold water drowning.”  The person was
successfully revived.

Upon debriefing the case, the consequences of either
attempting or not attempting victim revival were discussed.
This heightened Group-wide awareness of the method and
the potential for success in similar circumstances.  It changed
many people’s attitudes in how to treat PIW rescues.

Continually
Assess the
Situation

Effective leaders are proactive.  They continually monitor the
plan by assessing and reassessing the situation and updating
the plan based on their assessment.  As a part of this process,
they communicate changes to ensure that everyone is shares
the same expectations and has the same information.
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TYPES OF
TEAM LEADERS

Team leadership comes from either a Designated Leader or
a Functional Leader.  You do not have to be designated as a
team leader to demonstrate leadership.  Some leadership
behaviors are characteristics of all effective team members.
They need to be cultivated and rewarded in case the
situation requires control of the team to be temporarily
transferred within it.

Designated
Leadership

This is the person assigned by Watch, Quarter, and Station
Bill to be the team’s leader.  An important role of the leader
is to ensure that the team maintains Situational Awareness.
The effective team leader ensures that he/she, or a
designated “safety” observer, maintains some distance from
the team’s activities in order to monitor behavior.
Continuous monitoring of team activities is critical for
detecting errors and recognizing poor judgments.

Functional
Leadership

This leadership is based on knowledge or expertise.
Functional Leadership has the following characteristics:

•  It is situational and temporary, not a change in
command.

•  A team member with specific knowledge or expertise
may assume a leadership role when this information
becomes critical.

•  The Designated Leader may or may not acknowledge
the change.  In teams composed of a small number of
individuals with a lot of experience, this change may
occur automatically.

•  When the situation/challenge is resolved, Functional
Leadership is discontinued.
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Advantages
Of Promoting
Functional
Leadership

To gain maximum advantage from Functional Leaders
requires an atmosphere that encourages team members to
voice opinions, provide information, and take the lead when
necessary.  Since the Designated Leader cannot be
everywhere at the same time, it makes good sense to
cultivate Functional Leadership among team members.
Doing so has a number of advantages, such as:

•  It allows for diversity in leadership to meet situational
demands.

•  It allows the most qualified (by knowledge or expertise)
individual to take charge of the situation.

•  It enhances teamwork in complex; fast-moving
situations by allowing the team to collectively
accomplish the mission.

•  It is an effective way to groom junior officer and
enlisted personnel for increased responsibility.
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SELF-QUIZ #1

1.  Match the seven effective leaders’ behavioral traits in column A with their
characteristics in column B.

Column A Column B

_____ 1.  Proactiveness a. Publicize your vision for the organization
through the clear your vision considers the
expression of your hopes and purpose for your
time aboard the unit.  Ensure social
responsibility you have to your crew.

_____ 2.  Imagination And
               Conscience

b. Permit solutions to be formulated through the
open communication between respectful
individuals.

_____ 3.  Willpower c. Actively listen to subordinates to clearly
understand their ideas.  Show restraint and
respect in dealing with subordinates to
maintain tow-way communication

_____ 4.  Think Win/Win d. Instill the belief in all members of the
organization that “Quality begins with me, and
I need to make my own decisions and be a
stockholder in the success of the organization”.

_____ 5.  Courage Balanced
               With Consideration

e. Maintain a highly disciplined life that focuses
heavily on Highly important, but not
necessarily urgent activities.  Take positive
measures to minimize crisis management and
have high moral values in your life.

_____ 6.  Synergy f. Avoid becoming closed to new ideas.  Pursue
innovation and refinement in yourself and the
organization.

_____ 7.  Continuous
                Improvement

g. Share recognition and power by tapping the
capabilities of all people in the organization and
routinely providing constructive feedback and
praise.
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SELF-QUIZ #1 (continued)

2.  List the behaviors that are demonstrated by effective team leaders

a. ________________________________________________

b. ________________________________________________

c. ________________________________________________

d. ________________________________________________

e. ________________________________________________

f. ________________________________________________

g. ________________________________________________

h. ________________________________________________

i. ________________________________________________

j. ________________________________________________

3.  Define Designated Leader and give an example?

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

4.  Define Functional Leader and give an example?

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________
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ANSWERS TO SELF QUIZ #1

Question Answer Reference

1. 1. d 2-2
2. a thru
3. e 2-3
4. g
5. c
6. b
7. f

2. a. Translate objectives into tasks.

b. Coordinate information gathering.

c. Motivate individuals.

d. Promote input.

e. Trap errors, not people.

f. Keep the team focused.

g. Assess risk and alternatives.

h. Look out for others.

i. Ensure the team(s) are fully informed.

j. Update the team on mission progress.

k. Prevent work overload.

l. Provide feedback.

m. Continually assess the situation.

2-6

2-6

2-7

2-7

2-7

2-7

2-7

2-8

2-8

2-6

2-9

2-9

2-9

3. This is the person assigned by the Watch,
Quarter and Station Bill to be the team’s leader.

2-13

4. This leadership is based on knowledge or
experience.

2-13
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EFFECTIVE MISSION ANALYSIS

OBJECTIVES To successfully complete this module, you must study the
text and master the following objectives:

•  List the steps that effective leaders use to develop
safe and effective operational plans.

•  List the three elements of the SPE (Severity,
Probability, Exposure) risk assessment model and
state what it is used to evaluate.

•  List the six elements of the GAR (Green, Amber, Red)
risk assessment model.

•  List the steps of the risk management process

•  State the purpose of a routine brief.

•  State the purpose of a routine debrief.

HOW TO
DEVELOP
SAFE AND
EFFECTIVE
OPERATIONAL
PLANS

Mission Analysis is the process by which the operating plan
and contingency plans are developed.  It includes organizing
the team to meet the mission objectives, allocating resources
to perform the critical tasks, and monitoring the team and
the environment to adjust resources as necessary.  To be
effective we must:

•  Define tasks based on mission requirements.

•  Question data or ideas as they relate to mission
accomplishment.

•  Discuss long and short term plans for the mission.

•  Identify the impact of potential hazards and
unplanned events on the mission.

•  Structure tasks, plans, and objectives related to the
mission.

•  Thoroughly critique existing plans for potential
problems.
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Define
Required
Tasks

A task analysis based on anticipated mission requirements
is the first step in developing an operating plan.

Verify Data,
Double Check
The Work

Plans developed around incorrect information put the team
at a disadvantage.  Double check data, in particular
environmental conditions and external control systems (e.g.
traffic schemes and communications plans), before
beginning a plan.  Double checks must be independent
computations that arrive at the same conclusion.
Ineffective double checks contribute to mishaps.

Discuss
Objectives

All team members need to understand the mission in terms
of both the short term and long term objectives.  By
outlining all objectives the team can provide better input on
how to best achieve them.

Assess Risk This requires two steps:  safety risk identification and
evaluation of the loss potential (e.g. catastrophic to minor).
Risk assessment is a key part of the risk management
process, which is discussed later in this chapter.

Assemble the
Plan

The mission needs, resources, and assessed risks are then
assembled into a plan.  Safety risks that are unacceptable
to the Coast Guard, the unit, or the team are managed in
the plan.

Critique the
Plan

All team members should be empowered to question and
provide feedback on the plan. No plan is perfect or can be
designed to meet all contingencies.
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MANAGING
RISK

Risk management is a process by which we can maintain
an acceptable level of safety during the conduct of our
mission.  Safety is defined as: "The identification and
control of risk.”  Risk management is the identification and
control of risk, according to a set of preconceived
parameters.  The parameters and the acceptable limits
vary with the type of operation.  Rescue operations, buoy
tending, ice breaking, law enforcement, etc., all have
different risks.  Controlling the risks means we eliminate,
reduce, or manage hazards that can lead to mishaps.

Operational
Risk
Management

Operational Risk Management (ORM) does not only apply
to operational units or operational missions in the usual
sense that “operations” are defined.  All Coast Guard
Missions and daily activities, both on-duty and off-duty,
require decisions that involve risk management.  The term
“operational” in ORM includes any military or civilian
member of the Coast Guard who contributes to the overall
goal of increasing unit effectiveness.  All levels of the
organization contribute, either directly or indirectly, to
operational mission successes.  Every individual is
responsible for identifying potential risks and
compensating accordingly.  Therefore, the ORM target
audience includes all those involved in operations,
maintenance, and support activities.

A risk management program is used to encourage the
making of safe decisions and stands behind those who
make those decisions.  The consistent application of risk
management techniques can help modify team member
attitudes and change motivational factors that have been
known to put people at risk.  Risk management philosophy
is to increase mission success while reducing the risk to
personnel and resources to an acceptable level.
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Risk
Management
(Cont.)

As the Coast Guard continues to operate in a streamlined
environment, preventing losses becomes even more critical
to maintain mission readiness.  Beyond preventing losses,
ORM also provides a logical process to identify and exploit
opportunities that provide the greatest return on our
investment of time, dollars, and personnel.

PRINCIPLES OF
OPERATIONAL
RISK
MANAGEMENT

These basic decision-making principles must be applied
before any anticipated job, task, or mission is performed:

•  Accept no unnecessary risk.

•  Make risk decisions at the appropriate level.

•  Accept risk when benefits outweigh the costs.

•  Integrate ORM into Coast Guard doctrine and
planning at all levels.

Accept no
unnecessary
risk

Unnecessary risk contributes no benefits to the safe
accomplishment of a task or mission.  The most logical
choices for accomplishing a mission are those that meet all
the mission requirements while exposing personnel and
resources to the lowest possible risk.

Make risk
decisions at the
appropriate
level

Making risk decisions at the appropriate level establishes
clear accountability.  Those accountable for the success or
failure of a mission must be included in the risk decision
process.  Supervisors at all levels must ensure
subordinates know how much risk they can accept and
when they must elevate the decision to a higher level.

Accept risk
when benefits
outweigh costs

Weighing risks against opportunities and benefits helps to
maximize unit capability.  Even high-risk endeavors may
be undertaken when there is clear knowledge that the sum
of the benefits exceeds the sum of the costs.
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Integrate ORM
into doctrine
and planning

To effectively apply risk management, leaders at all levels
must dedicate time and resources to incorporate risk
management principles into the planning and execution
phases of all operations.  Integrating risk management
into planning as early as possible provides the decision-
maker with the greatest opportunity to apply ORM
principles.

ASSUMPTIONS
ABOUT RISK
MANAGEMENT

The Operational Risk Management program assumes:

• Every event/evolution has some degree of risk
exposure.

• All the risks will never be known.

• Every event/evolution requires managing risk by
applying adequate risk controls.

• Resources available to identify and manage risk are
limited.

• The goal is to eliminate all unacceptable risk in each
event/evolution.

LEVELS OF
RISK
MANAGEMENT

While it would be preferable to perform an in-depth
application of risk management for every task, time and
other resource limitations apply.  Therefore, risk
management exists on three levels to meet an appropriate
need:

•  Time Critical.

•  Deliberate.

•  Strategic.
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Time Critical Time critical risk management is an “on-the-run” mental
or verbal review of the situation using the basic risk
management process without necessarily recording the
information.  This process is used to consider risk while
making decisions in a time-compressed situation.  It is
particularly helpful for choosing the appropriate course of
action when an unplanned event occurs during execution
of a planned operation or daily routine.

Deliberate Deliberate risk management is the application of the
complete process.  It primarily uses experience and
brainstorming to identify hazards and develop controls
and is therefore most effective when done in a group.
Examples of Deliberate applications include planning
operations, reviewing standard operating procedures, and
damage control or disaster response planning.

Strategic This is the deliberate process with more thorough hazard
identification and risk assessment involving research of
available data, use of diagram and analysis tools, formal
testing, or long term tracking of hazards associated with
the system or operation.  It is used to study the hazards
associated in a complex operation or system, or one in
which the hazards and their associated risks are not well
understood.  Examples of Strategic applications include
long-term planning of complex operations, design of new
equipment, and major system overhaul or repair.

Operational
Risk
Management
Steps

Every event requires that we manage risk to keep it
within acceptable boundaries (e.g. slowing to a safe speed
in fog,).  How we keep risks in check is therefore very
important.  Figure 3-1 lists the steps to a systematic
approach:
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RISK MANAGEMENT STEPS

Figure 3-1

1.  Define the
     Mission/Task

This step is accomplished by reviewing current and
planned operations describing the mission at hand.  To
assist with this step, construct a list or chart depicting
major phases of the operation or task.  Break down the
operation or task into “bite-size” pieces.

2.  Identify the
     Hazards

The key to successfully analyzing risk is the careful
definition of the hazard.  Hazard identification can be
accomplished by one or more of the following methods:

1. Consideration of known sources of hazards usually
identified by reviewing past accidents or losses.

2. Brainstorming by a team that understands all
aspects of the system under consideration.  List all
hazards associated with major steps in the task
formulated in Step One.

Define the Mission/Task

Identify Hazards

Assess Risks

Identify Options

Evaluate Risk vs. Gain

Execute Decision

Monitor Situation
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2.  Identify the
     Hazards
     (Cont.)

3. Identification of risk scenarios through personal
observation, professional judgment, or task analysis.

Potential failures (things that can go wrong) can be
equipment or operational in nature and can be both
internal and external to the team.  Examining each
element of the “PEACE” Model (Planning, Event
Complexity, Asset Selection, Communication (and
supervision), and Environmental Conditions) will ensure
effective hazard identification in each of the following
three main categories:

•  Equipment:  Is the equipment functioning properly
and can it be expected to function properly
throughout the planned task or evolution?

•  Environment:  How will the weather, sea
conditions, proximity to shoals, vessel traffic, and
available light affect the task or event?

•  Personnel:  Is the team properly trained and
capable of handling the demands of the mission?
Are they fatigued, complacent, or suffering from the
affects of physical or mental stress?

Example:  Your vessel is constrained by draft to navigate
within the channel.  You are outbound.  You receive a
series of reports.

•  A vessel is sighted inbound.

•  The vessel is constrained by draft.

•  The vessel is going to anchorage.

•  It has to cross the outbound channel to get to its
anchorage.

•  At present course and speed, the crossing will have
you close aboard.
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Adequately defining the hazard often requires us to put
many pieces of information together.  The definition of the
hazard will directly affect how you evaluate the level of
risk.  In the preceding example there are a number of
actual and potential hazards.  One hazard can be
identified in the following manner:

Identified Hazard:  Possible collision with inbound
vessel as it crosses the outbound channel.

The more specific the hazard identification is, the more
accurate will its risk assessment be and more thorough
the development of risk control options.  In planning a
mission or a task, anyone can miss or fail to
recognize a hazard.  It is important for the team to
discuss hazards to prevent this mistake.

3.  Assess
     The Risk

Risk must be considered as it applies to the unit and the
mission.  Individual risk levels must be determined for
each hazard identified.  Risk assessment is conducted by
evaluating specific elements or factors, that when
combined, define risk.  The level of risk must be
understood as it applies to the team and/or the mission.
Two different methods to evaluate risk will be discussed
later in this chapter.  They differ by the way they look at
the hazards you identified in step #2.

1. Specific hazards, such as those involved in launching
or recovering a small boat or the meeting of two vessels
in a congested waterway, can be addressed by the SPE
Model.

2. General hazards:  The GAR Model can address more
general risk concerns, which involve planning
operations, or reassessing risks as we reach milestones
within our plans.
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THE RISK
ASSESSMENT
QUESTIONING
TECHNIQUE

This simple technique employs the use of five questions
that may be asked by anyone, anywhere, anytime.  No
documentation is required and this method can be
applied quickly and easily.  Use it to reduce risk in
everything that you do.  The five questions are:

1. Why am I doing it at all?

2. What could go wrong?

3. How will it affect others or me?

4. How likely is it to happen to me?

5. What can I do about it?

Example:  You can promote this technique and
encourage all employees to be aware of risk by
distributing and wearing in the workplace tags
inscribed with these five basic questions.  It serves as a
reminder to assess risk in all of our daily activities.

4.  Identify the
     Options

A. Starting with the highest risk hazards as assessed in
Step 3, identify as many risk control options as possible
for all hazards that exceed an acceptable level of risk.
Risk control options include:

•  Spread out.

•  Transfer.

•  Avoid.

•  Accept.

•  Reduce.

Spread Out Risk is commonly spread out by either increasing exposure
distance or by lengthening the time between exposure
events.
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Transfer Risk transference does not change probability or severity;
however, possible losses or costs are shifted to another
entity.

Avoid Avoiding risk altogether requires canceling or delaying the
job, mission, or operation, but is an option that is rarely
exercised due to mission importance.  However, it may be
possible to avoid specific risks until conditions are more
suitable.

Accept Risk is accepted when the benefits clearly outweigh the
costs, and only as much as necessary to accomplish the
mission or task.

Reduce Risk can be reduced.  The overall goal of risk management
is to plan missions or design systems that do not contain
hazards.  In complex systems, however, this is usually
impractical or impossible.  The easiest way to reduce risk
is by increasing individual awareness of the hazard and
its associated risk.

4. Identify the
   Options (Cont.)

B. Brainstorm a list of ways to reduce the risk levels that
you considered acceptable in step #3.

C. Determine the consequences of each alternative on
mission and/or team goals.

D. Select the best alternative or combination of
alternatives.  The mission priority and time criticality
will often drive which option is chosen.



3 - 12 EFFECTIVE MISSION ANALYSIS

Team Coordination Training Student Guide (8/98)

5.  Evaluate
    Risk vs. Gain

Determine if the benefits of the operation now exceed the
levels of risk that the operation presents, considering the
cumulative risk of all the hazards and the long-term
consequences of the decision.  Very high risk versus gain
decisions require the concurrence of the appropriate level of
command.  The Chain of Command shares responsibility
for the risks taken by your team in the performance of the
mission.  This step also serves as a reality check to verify
that the objective is still valid.  However, it is important to
note that expected value of a loss differs from person to
person based on individual perceptions of risk.  Therefore,
one should consider the perceived value as well as the
expected value of a loss when making risk decisions.

6.  Execute the
     Decision

Take action!  This may mean increasing, replacing, or
reassigning unit or team resources (i.e. people, equipment,
and/or information), and ensuring the risk controls are
known by all and enforced.

Example:  Posting additional lookouts will require added
watchstanders. They have to be identified, notified
regarding their duty, trained, and provided necessary gear
and a means to communicate.

A high level of risk that cannot be effectively
controlled should be reported through the Chain of
Command to the appropriate leadership level!
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7.  Monitor The
     Situation

Are the controls and risks in balance?  Are changes to the
operation, equipment, environment, and/or people effective
in lowering risk?  It is important to remember that risk
management is a continuous process!  React to changes in
the situation by returning to Step #1.  At key points in the
mission, it is important to assess risk.  Figure 3-2 provides
an example of a generic afloat mission showing where risk
should be assessed.

Figure 3-2

PILOTINGPRE-
BRIEF

GETTING
UNDERWAY

HARBOR
TRANSIT

MISSION
OPERATIONS

DEPLOY
RESOURCES

RISK
ASSESSED
FOR
TRANSIT
& MISSION

REASSESS
RISK

REASSESS 
RISK

REASSESS
TRANSIT
& MISSION
RISKS

REASSESS
RISK TO 
RESOURCES
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SPE MODEL Risk for a specific hazard can be assessed using the SPE
Model, computed as:

Risk = Severity X Probability X Exposure

Figure 3-3 presents the risk assessment process using the
SPE Model.

SPE RISK ASSESSMENT MODEL

Figure 3-3

SEVERITY
WHAT ARE THE 

POTENTIAL LOSSES?

WHAT IS INVOLVED IN
ACCOMPLISHING THE TASK?

WHAT ARE THE HAZARDS ASSOCIATED
WITH THE ELEMENTS REQUIRED FOR 

TASK ACCOMPLISHMENT?

PROBABILITY
WHAT IS THE PROBABILITY
OF A MISHAP OCCURRING?

EXPOSURE
HOW MUCH ARE

RESOURCES EXPOSED?

IS THIS LEVEL OF RISK
MANAGEABLE BY THE UNIT?

WHAT IS THE LEVEL OF RISK?

NO

COMMUNICATE WITH
MISSION

COORDINATOR

MONITOR THE
SITUATION

PERFORM  AS
DIRECTED

YES

PERFORM
MISSION

          CONTROL RISK
• PERSONAL PROTECTIVE
  EQUIPMENT
• ENGINEERING CONTROLS
• TRAINING & AWARENESS
• LIMIT NUMBER OF EVENTS
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Severity Describes the potential loss or consequences of a mishap.
Should something go wrong, the results are likely to be
found in the following areas:

•  Injury, occupational illness or death.

•  Equipment damage.

•  Mission degradation.

•  Reduced morale.

•  Adverse publicity.

•  Administrative and/or disciplinary actions

Severity can vary from 1 to 5.

1 = None or slight
2 = Minimal
3 = Significant
4 = Major
5 = Catastrophic

Risk Control:  Protective devices, engineering controls,
and personal protective equipment are used to control
Severity.

Probability The likelihood that given exposure, the projected
consequences will occur.  Probability can vary from 1 to 5.

1 = Impossible or remote under any conditions
2 = Unlikely under normal conditions
3 = About 50-50
4 = Greater than 50%
5 = Very likely to happen

Risk Control:  Training, awareness, attitude change, etc.,
are used to control Probability.
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Exposure The amount of time, number of cycles, number of people
involved, and/or amount of equipment involved.  Exposure can
vary from 1 to 4.

1 = None or below average
2 = Average
3 = Above average
4 = Great

Risk Control:  Exposure is usually controlled by reducing the
number of people involved, the number of events, cycles,
evolutions, etc.

Calculating
Risk Using
SPE Model

By computing the level of risk, the effectiveness of mission and
execution can be evaluated.  For the formula R = S x P x E,
those risks that are substantial to very high need to be
controlled.

Values Risk Level Action

80-100 Very High Discontinue, Stop

60-79 High Immediate Correction

40-59 Substantial Correction Required

20-39 Possible Attention Needed

1-19 Slight Possibly Acceptable

After computing the risk levels for each hazard identified,
those hazards can be rank ordered from the highest to the
lowest risk.  This allows you to focus on the areas of most
concern first under conditions of limited resources.
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GAR MODEL More general risk concerns that involve operations planning
or reassessing risks as milestones are achieved can be
addressed using the GAR Model.  A survey of Coast Guard
accidents identified 6 elements that affect risk in operations.

•  Supervision.

•  Planning.

•  Team Selection.

•  Team Fitness.

•  Environment.

•  Task Complexity.

These elements are incorporated into the GAR (Green,
Amber, Red) Risk Assessment Model (Figure 3-4).  This
model provides the team with another way of assessing risk
and may be used as an alternative to the SPE Model.
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GAR RISK ASSESSMENT MODEL

Figure 3-4
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Supervision Supervisory Control considers how qualified the supervisor
is and whether effective supervision is taking place.  Even if
a person is qualified to perform a task, supervision acts as a
control to minimize risk.  This may simply be someone
checking what is being done to ensure it is being done
correctly.  The higher the risk, the more the supervisor needs
to be focused on observing and checking.

A supervisor who is actively involved in a task (doing
something) is easily distracted and should not be considered
an effective safety observer in moderate to high-risk
conditions.

Planning Planning and preparation should consider how much
information you have, how clear it is, and how much time
you have to plan the evolution or evaluate the situation.

Team
Selection

Team selection should consider the qualifications and ex-
perience level of the individuals used for the specific
event/evolution.  Individuals may need to be replaced during
the event/evolution and the experience level of the new team
members should be assessed.

Team Fitness Team fitness should consider the physical and mental state
of the crew.  This is a function of the amount and quality of
rest a crewmember has had.  Quality of rest should consider
how the ship rides, its habitability, potential sleep length,
and any interruptions.

Fatigue normally becomes a factor after 18 hours without
rest; however, lack of quality sleep builds a deficit that
worsens the effects of fatigue.
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Environment Environment should consider factors affecting personnel
performance as well as the performance of the asset or
resource.  This includes, but is not limited to, time of day,
temperature, humidity, precipitation, wind and sea
conditions, proximity of aerial/navigational hazards and
other exposures (e.g., oxygen deficiency, toxic chemicals,
and/or injury from falls and sharp objects).

Event or
Evolution
Complexity

Event/Evolution complexity should consider both the
required time and the situation.  Generally, the longer one
is exposed to a hazard, the greater are the risks.  However,
each circumstance is unique.  For example, more iterations
of an evolution can increase the opportunity for a loss to
occur, but may have the positive effect of improving the
proficiency of the team, thus possibly decreasing the chance
of error.  This would depend upon the experience level of the
team.  The situation includes considering how long the
environmental conditions will remain stable and the
complexity of the work.

Calculating
Risk Using
GAR Model

To compute the total level of risk for each hazard previously
identified, assign a risk code of 0 (For No Risk) through 10
(For Maximum Risk) to each of the six elements.  This is
your personal estimate of the risk.  Add the risk scores to
come up with a Total Risk Score for each hazard.  See
Figure 3-5.

Color Coding
Risk

The mission risk can be visualized using the colors of a
traffic light.  If the total risk value falls in the GREEN
ZONE (1-23), risk is rated as low.  If the total risk value
falls in the AMBER ZONE (24-44), risk is moderate and you
should consider adopting procedures to minimize the risk.
If the total value falls in the RED ZONE (45-60), you should
implement measures to reduce the risk prior to starting the
event or evolution.  See Figure 3-5.
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Risk Calculation Worksheet

Supervision ________

Planning ________

Team Selection ________

Team Fitness ________

Environment ________

Event/Evolution Complexity ________

Total Risk Score ________

Figure 3-5

The GAR Model is good for a general assessment of a task or mission.  If there is
a concern for high risk levels in one or more of the above elements, a second
assessment using the SPE Model should be done for each element of concern,
since the SPE Model is designed for more specific assessments.  As with the SPE
Model, all hazards should be rank ordered from the highest to the lowest risk
levels to target areas of greatest concern first.

0 23 44 60

5040302010

GREEN
(Low risk)

AMBER
(Caution)

RED
(High Risk)

GAR Evaluation Scale
For Color Coding the Level of Risk
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The ability to assign numerical values or “color codes” to
hazards using either the SPE or the GAR Model is not the
most important part of risk assessment.  What is critical to
this step in the ORM process is team discussions leading to
an understanding of the risks and how they will be
managed.

RISK RATINGS Different operational communities within the Coast Guard
have adopted the GAR Model, but can have different
interpretations for “Green,” “Amber,” and “Red.”  The
following chart illustrates some of these differences:

Because a Low/Medium/High scale is a widely used
standard throughout the safety industry, risk level
discussions between various Coast Guard activities should
be in terms of Low, Medium, and High to facilitate
communications during joint operations.  However, each
community will define the meaning of Low, Medium, and
High risk in terms that are meaningful to their personnel.

BRIEFINGS The briefing includes not only what you will be doing, but
also how it will be done.  The success of the plan is often
determined by the quality of the briefing process.  Briefings
fall into two categories:  Brief and Debrief.

BRIEF The Brief sets the stage for what is to follow.  It clarifies
expectations for team members and establishes the ground
rules for the task.  Make the following process part of your
routine Brief:

•  Specify desired results.

•  Set expectations.

AFLOAT AVIATION LAW ENF. MAR. SAFETY
Green Low N/A Low
Amber Medium Medium Medium
Red High High High
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BRIEF (Cont.) •  Clarify responsibilities.

•  Identify available resources.

•  Establish a climate for learning.

•  Accept/encourage input from team members.

•  Maintain a positive attitude.

•  Define accountability.

Specify Desired
Results

What is the desired result or objective?  What do you want
in terms of quality and quantity?

Example:  “It’s important that we arrive at our
destination such that the first line is on the pier by 0900.
We have to be sharp in our final approach because the City
Fathers will be waiting on the pier to greet us to their city.”

Set
Expectations

Explain what you expect from other team members and
what they can expect from you, as well as from the mission.
This is also your opportunity to ensure that your
expectations of fellow team members are accurate and that
there have been no changes in personnel, equipment, etc.
that will affect the outcome of the mission.

Clarify
Responsibilities

Discuss with the team whatever principles, policies, and
procedures are considered essential to achieving the
desired results.  Review lessons learned to determine
critical tasks and “No-No’s”.  When identifying “No-No’s”,
also identify what level of initiative is expected from
specific team members  (i.e. Wait until told; Ask whenever
there is a question; Always provide a recommended course
of action; Do it and report your actions immediately; or,
Report back routinely).
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Clarify
Responsibilities

Example:  “It is highly important that we stay alert
to traffic communications since we will be mooring at
a blind bend in the river.  The OOD is to keep me
abreast of all communications between traffic within
one mile of us.”

Identify Available
Resources

Ensure the team has all applicable information and
that equipment capability is understood.  Ensure all
personnel who have a need to know have been
included in the team planning process.  For major
evolutions, that means several shipboard teams need
to be represented at planning briefs.

Establish a Climate
for Learning

There is a learning opportunity available during each
and every task or evolution.  Create a climate for
learning by ensuring that all team members
understand this is an objective and take advantage of
the opportunities as they arise.

Accept/Encourage
Input

If you truly want team members to be assertive, you
must give them permission to do so.  The time you
spend encouraging and accepting input during the
Brief will set the stage for the rest of the mission.

Maintain a Positive
Attitude

Your attitude as a team leader is contagious.  A
positive attitude demonstrated by the leader will lead
to positive attitudes by all team members.  This is
especially critical during high risk, high stress
missions.
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Make Your Team
Accountable

Ensure team members understand the standards for
performance (e.g. Navigation Standards, Standing
Orders, SOPs, Training Assessment/Ready For
Operations Checklists etc.) that will be used in
evaluating the results.  Set aside a specific time when
you will debrief the team.

DEBRIEF The Debrief provides an opportunity to evaluate and
recognize teams or individuals for their performance.
This includes identifying areas where performance
needs improvement. It is a feedback session.  Make
the following behaviors part of your routine Debrief:

•  Conduct self-critique.

•  Accept/encourage feedback and suggestions.

•  Focus on process.

•  Demonstrate consistency.

Conduct Self
Critique

Openly critique your actions and determine what you
can learn from them.  Encourage similar behavior on
the part of other team members.  This should be
approached as an opportunity to learn from recent
experience.  Unless you are aware of your
performance, you cannot know what you should
continue doing or what you should change.

Encourage Feedback Be open to feedback and actively solicit it.
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Focus On Process It is important that the team understands its
effectiveness in the process.  Doing things right is
only half way to effective team coordination.  Doing
“the right thing right” is the ultimate goal.  In
describing process, address:  what, why, how, when,
where, as well as who.  When evaluating individuals
or teams, apply the principles of Effective Feedback.

Demonstrate
Consistency

Make debriefs a routine part of the job.  They are
critical to continuous improvement and doing “the
right thing right.”  Make time for the debriefing
process!
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SELF-QUIZ #2

1.  What are the steps that effective leaders use to develop safe and effective
operational plans?

a. _____________________________________________________________

b. _____________________________________________________________

c. _____________________________________________________________

d. _____________________________________________________________

e. _____________________________________________________________

f. _____________________________________________________________

2. What are the three elements of the SPE Risk Assessment Model?

a. _____________________________________________________________

b. _____________________________________________________________

c. _____________________________________________________________

3. What are the six elements of the GAR Risk Assessment Model?

a. _____________________________________________________________

b. _____________________________________________________________

c. _____________________________________________________________

d. _____________________________________________________________

e. _____________________________________________________________

f. _____________________________________________________________
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SELF-QUIZ #2 (continued)

4. What are the seven steps in the risk management process?

a. _____________________________________________________________

b. _____________________________________________________________

c. _____________________________________________________________

d. _____________________________________________________________

e. _____________________________________________________________

f. _____________________________________________________________

g. _____________________________________________________________

5.  What is the purpose of a routine Brief?
___________________________________________________________________________
___________________________________________________________________________

6.  What is the purpose of a routine Debrief?
___________________________________________________________________________
___________________________________________________________________________
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ANSWERS TO SELF QUIZ #2

Question Answer Reference

1. a. Define required tasks.
b. Verify data, double-check the work.
c. Discuss objectives.
d. Assess risk.
e. Assemble the plan.
f. Critique the plan.

3-1

2. a. Severity.
b. Probability.
c. Exposure.

3-14

3. a. Supervision.
b. Planning.
c. Team selection.
d. Team fitness.
e. Environment.
f. Event/Evolution complexity.

3-19

4. a. Define mission/task.
b. Identify hazards.
c. Assess the risk.
d. Identify options.
e. Evaluate risk vs. gain.
f. Execute the decision.
g. Monitor the situation.

3-7

5. The Brief sets the stage for what is to follow.  It
clarifies expectations for team members and
establishes the ground rules for the mission.

3-22

6. The Debrief provides an opportunity to evaluate
and recognize teams or individuals for their
performance.

3-25
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Student Notes
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Student Notes
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ADAPTABILITY AND FLEXIBILITY

OBJECTIVES To successfully complete this module, you must study the
text and master the following objectives:

•  Be able to assess your predominant attitudes and/or
thought patterns as they relate to safety.

•  Describe options to prevent thought patterns from
affecting team performance.

THE NEED TO
UNDERSTAND
ADAPTABILITY
AND
FLEXIBILITY

Many Coast Guard operations do not go as planned.  Their
complexity and the ever-changing environment requires
Coast Guard teams to be alert and to quickly respond to
changes that can affect their mission.  How effectively the
team can respond to these situational demands often
determine mission success and safety.

INFORMATION
PROCESSING

Our effectiveness in processing information (i.e. making
sense out of it) and taking action is affected by our ability
to adapt and be flexible under different levels of stress.  By
effectively processing information we can:

1. Better understand the present situation.

2. Quickly recognize changes in the situation that will
affect the team.

 AND

3. Trap errors to minimize decision based on bad
information.

To effectively process information we must become more
aware of how we respond to stimuli and how we often filter
information or subconsciously choose not to act.  Figure 4-1
shows the different levels that information must pass
through to be transformed into action by a person.
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Figure 4-1

Sensory
Threshold:
Detection

The nervous system (our 5 senses) is designed to detect
stimulus.  To detect the stimulus the intensity must be
high enough to break through a minimum level (threshold).

Example:   Someone has to speak loud enough to be heard;
light must be bright enough to be seen.

Perceptual
Threshold:
Awareness

How much information can we perceive or be aware of at
one time?  We are not conscious of all the things going on
around us.  A great deal of information is not important
enough to get to the perceptual level.  To reach the
perceptual level information needs to be considered
important or the stimulus intensity needs to be higher.

Example:  Hearing is not listening for meaning; seeing a
traffic “red” light may not be recognizing it as a warning.

STIMULUS THRESHOLDS

ACTION

SENSORY

Fixated

Normal Complacent

High

High

Low
INTENSITY OF STIMULUS

Moderate

PERCEPTION

Intensity required before
we take action

What we are aware of

What five senses detect
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Action
Threshold:
Assessment

Just because we are aware, do we take action?  It depends.
Often we want a higher level of stimulus, or more
information, before we act.

Example: Have you ever had a fire alarm go off and you
did not leave the building?  You probably looked for
additional information to confirm that a fire existed.

STRESS Stress is the effect that a stimulus has on the body.  Stress
is anything that thrills us, worries us, prods us, scares us,
or threatens us.  In doing our operational tasks, we
routinely deal with stress and have learned to use it to our
advantage.  Stress can improve performance, but it can just
as easily degrade it.  In understanding the relationship
between stress and performance, it is important to first
consider the effects of stress on the body.

Physical Affects
of Stress

When an individual experiences a stressful event, a
natural physical response occurs, preparing the body to
cope with the event.  There are three stages associated
with this response:  Alarm, Resistance, and Exhaustion.
These three stages are shown in Figure 4-2

GENERAL ADAPTATION SYNDROME

Figure 4-2

ALARM
STAGE

RESISTANCE
STAGE

EXHAUSTION
STAGE

COPING LEVEL DUE
TO ADDED STRESS

NORMAL
COPING

ADDED STRESS
ENCOUNTERED

TIME
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Alarm Stage:
Fight-or-Flight

When a stressful event is first encountered, the body is not
prepared to handle it and our ability to cope with stress is
reduced.  Very quickly we produce hormones that help us
cope with the added stress and our ability to cope increases
greatly.  Body functions change to help us conserve energy
to fight the stress.  The Alarm Stage allows us to cope on a
temporary basis; as long as the body can produce hormones
to deal with the stress.  Symptoms of this stage include
headaches, fatigue, sore muscles, rapid heart rate, shortness
of breath, and loss of energy.

Resistance
Stage:
Adaptation, But
At A Cost

As the body fights the original source of the stress, the
symptoms gradually disappear.  The Resistance Stage
begins.  The body pays a price for this outwardly normal
appearance.  We adapt to the higher level of stress, but our
ability to cope with other stressors is diminished.
Eventually our ability to cope with stress begins to fade and
we move to the next stage.

Example:  An individual who is placed in a very cold
environment becomes resistant to the cold, but more
susceptible to infection.

Exhaustion
Stage:
Health Depleted

This occurs when the body’s resources (stress hormones) are
depleted.  Unless a way is found to alleviate stress, serious
loss of health or complete collapse occurs.

AROUSAL Arousal is the alertness of an individual, and directly affects
the way we process information.
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STRESS
versus
PERFORMANCE

Arousal of the nervous system is a consequence of stress.
Stress has two affects on us:

•  Energizing   �   Increases Performance
•  Interfering   �   Detracts from Performance

 Each person has his or her own optimal level of stress that
dictates his or her peak performance as shown in figure 4-2.

 

 TASK PERFORMANCE CURVE

 

 As individual stress increases from
low to moderate, performance
increases.

 As individual stress increases
from moderate to high,
performance decreases.

 Figure 4-3
 

  We each have our own curve defining what is low, moderate
and high.  Experience, level of proficiency and training all
play an important part in this. What is low for one person
may be high for another.

High

Low
Low Moderate High

Quality of
Performance

Level of Stress/Arousal
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 Too Little
Stress

 This can occur when the mission requires infrequent
activities.  Individuals and teams may:

•  Become bored or complacent.  Team members become
inattentive or less aware of the information around them.
Low workload can degrade performance in 20-30 minutes.

•  Fail to take action.  They react rather than anticipate
the need for action

 Too Much
Stress

 Very high stress greatly affects the performance of
individuals and teams.

•  Attention or focus narrows and tunnel vision occurs.
Ability to infer what is happening around him/her is
diminished causing a reduction of situational awareness.

•  Doesn’t remain open to discussion of alternatives to
control the situation.  Often implements one of the first
alternatives considered.

•  Relies on past experiences and knowledge for a
solution.  Will apply an alternative that closely resembles
a solution found for a similar problem in the past.  The
superficial search for alternatives may result in the best
alternative being overlooked.

•  Fails to see things that individuals under less stress
would see.

•  Becomes hypervigilant.  Hypervigilance, which is a
form of panic, may occur during emergencies when a lot of
conflicting information is being received.  It diffuses
attention and limits concentration. Hypervigilant
individuals also become more compulsive.

•  The group becomes susceptible to group think.  This
is when the team shifts its goal from solving problems to
achieving consensus in its decisions
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 Optimal Stress  The operational tempo is such that team members are
engaged in activities over which they have control.  The
workload provides time to plan.  Individuals are:

•  Monitoring the situation.

•  Anticipating potential problems, and developing
contingency plans.  We are vigilant!

STRESS AND
PERFORMANCE

Operational teams under stress show behavior that affects
overall performance.  The effective and ineffective behaviors
described below will be discussed in more detail in the
following chapters.

Ineffective
Teams

•  Have increased error frequency.

•  Communicate poorly among team members.

•  Share less information among team members.

•  Become more reliant on a leader to pull them through the
situation.  They see themselves as unimportant players in
the leader’s decision-making process.

•  Group think takes over; cooperation falls apart.  The total
decisions of the team, if any, are not as good as a decision
by the most competent person in the group if he/she acted
alone.

Effective Teams •  Adapt to changing conditions.

•  Coordinate their actions as one.  Team members
anticipate other member’s needs to minimize requests
for information.  Expectations are shared.

•  Optimize team resources.  They routinely check for
errors, double checking each other.  They compensate
for changes in workload and capabilities, ensuring
balance is maintained within the team.
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 VIGILANCE  It is the mental processes that take place in the absence of
stimulus (i.e. alert when nothing is happening, maintaining
a “proper lookout”.  Optimal Stress provides the greatest
opportunity to be vigilant.

 STRESS
vs.
TASKING

 In understanding this relationship better, Figure 4-3 shows
the level of stress and performance as it relates to task
complexity.

•  Simple tasks are performed better under higher stress.

•  Complex tasks are performed better under lower stress.

 
 

 TASK CURVES

 Figure 4-4

  Example:  To ensure safe night time operations you need
to keep the team’s stress level lower that during daytime
operations to achieve the same safe level of performance.
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 TASK  LOAD
versus
PERFORMANCE

 The work performed by individuals can be mentally and/or
physically fatiguing.  How much work an individual can
safely perform is a function of the task, the environment,
and the skill, habits and attitude of the individual.  There
are four levels of work loading.

 Underload;
Marginal Safe
Performance

 Infrequent activities can quickly lead to boredom,
complacency, and poor information processing.  Procedures
may be shortcut.  Within 20-30 minutes performance has
decreased.  Individuals are caught by situational changes
and must react.  Vigilance is lost.

 Moderate
Workload;
Optimal Safe
Performance

 During periods of low task demands, team members are in-
clined to perform tasks ahead of schedule.  They monitor
their situation, anticipate potential problems, and develop
contingency plans.  This elevates current workload to
reduce their workload later.  They are proactive and most
vigilant.

 High Workload;
Marginal Safe
Performance

 Most people can do no more than 4 thought-provoking
tasks at one time.  When the operational tempo is high or
unplanned events occur, team members tend to respond to
each task demand in turn as it occurs.  The team may fall
behind schedule.  Planning, monitoring, prioritizing tasks,
and anticipating requires added commitment.

 Overload;
High Potential
For Loss

 As task demands continue to increase, team members defer
less critical tasks, off-load tasks to others, or decide not to
perform a task at all.  Fixation may also occur.  The overall
performance and safety of the mission depends on which
tasks are accomplished and in what priority.
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 FATIGUE  Fatigue is defined as the state of feeling tired, weary, or
sleepy that results from prolonged mental or physical
work, extended periods of anxiety, exposure to harsh
environments, or loss of sleep.  Boring or monotonous tasks
will increase feelings of fatigue.  Generally, fatigue
interrupts attention and causes slow and inaccurate
performance.  Fatigue affects individual vigilance and
performance.  Fatigue induced human error,
inattentiveness, and failures of cognitive reasoning cause
80% of all transportation accidents.  Unfortunately, our 24-
hour society is habitually sleep deprived.  Eight (8) hours
of sleep is normally required to avoid creating a sleep debt,
but few of us ever obtain this amount.

 Figure 4-5

FATIGUE: Causes and
Consequences

�Sleep deprivation
�Sleep cycle disruption
�Working at inappropriate
    times of day
�Job role and life stress
�Physical stress
�Environmental stress

Contributing Factors
Physical Symptoms
�Difficulty focusing eyes
�Clumsy
�Sore muscles
Mental Symptoms
�Forgetful
�Hard to do mental
    arithmetic, recognize codes
    and symbols
�Less motivated
�Slow  to respond
�Do things out of sequence
�Action when no action
    needed

FATIGUE
�Unable to recognize
    code (e.g., compass
    heading)
�Forget to check critical
    info (e.g., depth of water)
�Fail to secure equipment
   (e.g., lines and gear)
�Alter something that did
    not need to be changed
    (e.g., track)

Human Errors
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 Affects On The
Body

 Fatigue slows several mental processes, including:

•  Visual perception (e.g., maintaining a proper
lookout)

•  Decision-making and memory tasks (e.g., applying
Rules of the Road)

•  Mental arithmetic (e.g., shipping and navigation
solutions)

•  Reaction times slow for both simple and complex
tasks.

•  Alertness is difficult to sustain.  Between 0300 and
0700 we are biologically at our lowest level of
alertness.  Tasks performed during this period have
a higher probability for error.

 Impairment Is
Undetected.

 Fatigued individuals are at high risk because they are
unable to determine how badly affected they are or when
they started being affected by fatigue.

 Potential
Outcomes
Caused By
Fatigue

 Substandard performance by fatigued team members can
include:

•  Errors of omission.  Many fatigued people forget to
do something.

•  Slower task performance or lower productivity.

•  Decreased morale and motivation.  Fatigued
individuals often become moody.

•  Poor communications.  They talk less.

•  Sleeping on duty.  This can also take the form of
microsleep.  Sleeping with the eyes open.  Stimulus
still is perceived, but reaction time is greatly slowed.

•  Difficulty concentrating and thinking clearly.

•  Inattention to minor, but potentially important,
details.

•  Complaints of headaches and stomachaches.
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 Control of
Fatigue

Several strategies are available to temporarily reduce the
effects of fatigue on job performance.  However, there is no
substitute for adequate sleep, rest, and time off.  For
short-term solutions, individuals can:

•  Work at a moderate pace on physically demanding
tasks.

•  Take periodic rest breaks to permit physiological and/or
mental recovery.

•  Engage in diverting physical activities (e.g., working
alternately between heavy and light duty tasks).

•  Maintain high standards of physical fitness.

•  Ensure you are adequately rested before the work shift.

•  Adjust the complexity of duties and make changes in
assignments to prevent boredom.

•  Eat nutritional food before, after, and/or during work.

 Prediction of
Fatigue

 Individuals can frequently predict the development of fatigue
by anticipating the level of stress (both physical and mental)
likely to result from planned activities.  Predicting levels of
stress and fatigue may allow implementation of controls
before the risk becomes unacceptable.
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 SLEEP-WAKE
CYCLE;
Maintaining
Alertness

 Our sleep-wake cycle is regulated by a 24± hour biological
clock.  This clock is day oriented and controls specific
patterns of hormones, alertness, and core body temperature.
The word circadian (Latin: circa = about; dies = day) is used
to describe biological and behavioral rhythms regulated by
the body clock.  This internal clock is reset daily by sunlight
striking the retina in our eyes.  (Our clock cannot be reset by
most types of artificial light.)  This clock times our potential
for alertness, performance, hormonal secretions, and body
temperature.  Sleep and our biological rhythm shown in
Figure 4-6, help us sustain a 16-hour level of alertness that
permits us to be productive, social, thinking animals.  Sleep
is the very important starting energy for our alertness.

 
 
 

 TIME OF DAY vs. ALERTNESS
 

 
 Figure 4-6
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 FIGHTING
FATIGUE

 It is often difficult because our biological needs and
work environment, especially when underway, tend to
induce a sleep deficit and encourage sleep.
Countermeasures for fatigue include:

•  Get adequate sleep.

•  Lifestyle and well-being.

•  Strategic use of caffeine.

•  Operational strategies.

 Get Adequate Sleep  Several strategies are available to temporarily reduce
the effects of fatigue on job performance.  However,
there is no substitute for adequate sleep and rest.
Consider the following techniques to enhance the
quality of your sleep:

•  Develop good sleep habits.  Try to sleep at the
same time every day, including weekends.  If
possible, go to bed at the same time and get up
at the same time each day.

 Get Adequate Sleep
(Cont.)

•  When trying to sleep outside the usual sleep
period (e.g., during the day), prepare as if it is
the normal sleep period.  Wear normal sleep
clothes, darken the room as much as possible,
keep noise to a minimum, and use a white-noise
generator, such as a fan, if possible.

•  Alcohol should never be used as a sleep aid.
Although sleep onset may come more quickly, it
is more disrupted and lest restful after the first
1 to 2 hours of sleep.

•  If you cannot sleep within 30 minutes, get up
and do something else.
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 Lifestyle and Well-
being

•  Exercise regularly.

•  Eat a well balanced diet and stay hydrated.

•  Trust your body and nap when possible.

•  Learn to relax and do not take work or problems
to bed.

 Strategic use of
Caffeine

•  Avoid eating or drinking substances that contain
caffeine (coffee, tea, and chocolate) 4 to 5 hours
before bedtime.

•  Use for acute increase in alertness.  Avoid heavy
use because you will build up a tolerance for its
effects.  Use in small doses immediately prior to
the performance period.

•  Caffeine is a diuretic, so stay hydrated.

 Operational
Strategies

•  Schedule work to coincide with peak alertness.

•  Coordinate critical operations with most rested
people.

•  Schedule rest breaks to provide relief for long
periods of continuous work and extreme
environmental stressors.
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 Biological
Factors

 Biological factors that affect sleepiness include:

•  Time of work with regard to our biological
clock (e.g., circadian rhythms).

•  Cumulative sleep loss, which can include long
(over 18) waking hours and lack of sleep over
several days.

•  Quality of last sleep, which is a function of
both duration and timing in the sleep-wake
cycle.  Sleeping when the body wants to be alert
reduces the benefit of sleeping.

•  Use of alcohol and drugs. Alertness studies
have clearly documented the effects of caffeine in
improving alertness and of alcohol in decreasing
alertness.  Sleeping pills, while increasing the
duration of sleep, may result in deteriorated
alertness the subsequent day.

•  Medical conditions.  Certain medical
conditions can affect both the quality and
duration of sleep.  Some medical conditions
cause the individual to feel sleepy even after a
lengthy sleep period.

 Other Factors
Affecting Sleepiness

 Factors that increase sleepiness include:

•  Limited exposure to sunlight.

•  Background “white” noise and vibration.

•  Warm environment.

•  Lack of interaction with other team members.

•  Watch schedules.
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 ALTERNATE
WATCH STANDING
SCHEDULES

 Standing watches influences the amount of sleep
acquired and the number of opportunities needed to
obtain that sleep.  Therefore, teams should be aware of
the potential benefits for alternate watch scheduling.
To facilitate the possibilities of alternate watch
scheduling, team members should be better educated
on the need for recovery sleep.  Recovery sleep is
quality rest between work cycles during traditional
(night sleep) and non-traditional (afternoon naps) rest
periods.  For example, 24 hours recovery between night
work periods helps keep the human circadian rhythm
aligned with the day-night cycle.  This helps prevent
the general feeling of malaise and other jet-lag like
symptoms, including an increased risk of errors,
experienced by watchstanders.  Encouraging mid-
afternoon naps for night workers instead of late
sleeping is also a good strategy to help maintain a
constant day-night cycle.

 Factors to consider in examining alternate watch
schedules include:

1. Minimize the exposure to night work between
24-hour rest periods;

2. Start each sequence of watch periods at noon,
when team members are relatively rested;

3. End each sequence at midnight, allowing
adequate recovery sleep to be acquired at night;
and

4. Maximize the balance between the number of
people available and time spent off from
watchstanding.

  An example of an alternate to the traditional 1 in 4
schedule is shown on the following page.  It is
important to note that this alternative does not
represent official Coast Guard policy.  However, it
does help to illustrate the factors discussed above.
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 4-PERSON, 4-HOUR 3:1 ROTATION
 An Alternative to the 1 in 4 Schedule

Sequence of Watch
Periods

Suggested
Sleep Period

12-16:00 Evening nap

00-04:00 Late sleep

16-20:00 Early sleep

04-08:00 Afternoon nap

20-00:00 Night sleep

08-12:00 Night sleep

24 h off Night sleep

 

 MONITORING
PERFORMANCE

 Monitoring performance of others is the responsibility
of all team members.  Team members may look well
and appear to be fully conscious, when they may not be
aware of, or capable of rationally evaluating a problem.
Recognizing this condition is difficult because we
commonly assume that affected individuals have a
purpose for everything they do, even if they do nothing.

 Early recognition of individual performance problems
is essential for the conduct of vessel operations.  The
best way to identify a problem is to look for deviations
from normal behavior or standard performance.
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 MONITORING
PERFORMANCE
(Cont.)

 Some symptoms to look for include:

•  Deviations from established procedures.

•  Low standards for the required tasks.

•  Lack of discipline, greater tolerance for error.

•  No monitoring or cross-checking.

•  No response to inquiries by others.

•  Frequent minor errors by team members.

•  Extreme tiredness.

•  Unusual irritability.

•  Obvious physical problems.

•  Increased lapses of attention.

•  Overall reduction in performance.

 CREW
ENDURANCE
PLANNING

Fatigue countermeasures focus on alleviating the
negative effects of fatigue.  Crew Endurance Planning
is a leadership technique for planning and coordinating
work activities to ensure that personnel get adequate
rest and prevents fatigue from becoming a safety issue.
It is a “systems approach” to fatigue prevention based
on mission requirements.

Mission demands directly determine personnel
schedules, etc., and are frequently impossible to
control.  However, once mission requirements have
been determined, leaders are often able to implement
specific strategies to reduce fatigue at the following
three levels:

•  Individual Level.

•  Unit Level.

•  Material Level.
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INDIVIDUAL
LEVEL

 

This level includes plans and strategies for fatigue
management and quality sleep enhancement that are
created by leaders and implemented by individuals.
Strategies and plans developed at this level include:

•  Managing Sleep Periods.

•  Managing Exposure to Light.

•  Managing the Environment.

 Managing Sleep
Periods

Sleep management should include development of a Sleep
Management Plan designed to allow a continuous sleep
period of up to 8 hours.  After considering mission
requirements, activities and schedules should be arranged
in a manner that supports the Sleep Management Plan.  In
addition, personnel should be encouraged to get adequate
rest when not on duty.

 Managing
Exposure to
Light

The Light Management Plan provides specific instructions
regarding when to avoid or seek exposure to daylight.  This
is particularly important for individuals engaged in shift
work.  Strategies that can be implemented at this level
include:

•  Sleep must always take place in darkness.
Individuals standing watch or on shifts should be
encouraged to wear sleep masks while sleeping.

•  Blacking out windows to exclude light and using
sleep masks should be used whenever possible.

•  Individuals shifting to day-oriented works schedules
should seek as much daylight exposure as possible
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 Managing the
environment

Noise and daylight intrusion into sleeping quarters must
be controlled as much as possible.

•  Reduce disruptive environmental noise during the
sleep period by using good sound masking.  Good
sources of masking sound are fans, generators, or
commercially available devices that produce a
rushing sound.

•  Use sleep masks during the day if sleeping quarters
cannot be blacked out.

 UNIT LEVEL Strategies developed at the unit level include coordination
of scheduled activities that involve individuals and teams.
These elements must be scheduled after considering the
individual level schedules (e.g., meal schedules should be
developed after the sleep management plan is completed).
Elements are:

•  Briefing schedules.

•  Meal schedules.

•  Training schedules.

 Briefing
Schedules

 Schedule briefings to occur outside of the designated sleep
period.

 Meal Schedules  Meals should be provided so that scheduled sleep periods
are not disturbed and should be shifted to match the
sleep/wake cycle.  That is, the first meal upon awakening
should be breakfast, regardless of when that meal occurs.

 Training
Schedules

 Training schedules can disrupt a well-planned crew
endurance strategy.  Allowances can be made to allow
night operations personnel to participate in training
activities outside the designated sleep period.
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 MATERIAL
LEVEL

Strategies developed at this level involve work schedules
and activities associated with the equipment used to
accomplish mission objectives.  In the Coast Guard vessel
community, elements at the material level are primarily
concerned with the operation and maintenance of vessels
and associated equipment.  Material level elements include
activities such as:

•  Maintenance.

•  Operational Considerations.

 Maintenance •  Coordinate an effective maintenance network to
provide support for individuals and teams who must
retire before mandatory maintenance has been
completed in order to comply with crew endurance
guidelines.

•  Schedule critical maintenance activities during
daylight when personnel are alert and less error
prone.

 Operational
Considerations

 The Coast Guard mission demands 24-hour operations.  To
the greatest extent possible, schedule routine operational
activities outside designated sleep periods.

 DESIGNING
THE CREW
ENDURANCE
PLAN

Sleep management implies the identification of bedtimes
and wake-up times that are likely to provide sufficient rest
and return personnel to duty with maximum alertness.

Leader Strategy:  Formulating the Crew Endurance Plan
requires an understanding of mission objectives and
schedules supporting the accomplishment of each objective.
Other critical unit activities must also be identified, such
as maintenance schedules, watch schedules, training
schedules, etc.  Then taking into account all elements of the
process, a sleep and daylight exposure management plan
can be designed.
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 OTHER
FACTORS
AFFECTING
INDIVIDUAL
PERFORMANCE

 Why some individuals adapt to changing situations more
effectively than others involves many different factors.
Some of these factors are:

•  Evaluation.

•  Distraction.

•  Self-Awareness.

 Evaluation  Knowing that your performance might be evaluated by
others increases your motivation to do well.  Likewise the
fear of criticism of failure can interfere with performance.
For simple tasks, evaluation normally facilitates
performance.  For complex tasks, it can lead to impaired
performance.

 Leader Strategy:  Emphasize the positive and encourage
individuals to describe what lessons they learned from
their performance.

 Distraction  Having non-team members present is a distraction.  The
distraction could cause information to be missed that may
lead to an error.  Individual team members may react by
narrowing their attention to a smaller range of task inputs.
For tasks that have few relevant inputs, the narrowing can
improve performance.  In tasks with many relevant inputs,
narrowing impairs performance.

 Leader Strategy:  Control distractions generated from
outside the team or outside standard procedures.  If need
be, isolate essential tasks from unplanned/unwanted
distractions (e.g. confine conversation on the bridge during
critical evolutions to matters relating to the task at hand).

 Self-Awareness  Focusing too much attention on your performance
interferes with the smooth execution of complicated, well-
learned, or highly skilled tasks.
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 Self-Awareness
(Cont.)

 When people believed that others expected superior
performance on a complex task, their performance was
often poorer than when they perceived that others were
indifferent or expected just satisfactory task completion.

 Leader Strategy:  Allow for human error and intervene
when safety dictates.  Discuss expected performance based
on equivalent grades, knowledge, skill, and ability.

 OTHER
FACTORS
AFFECTING
TEAM
PERFORMANCE

 Three factors have been identified that affect performance
of the team.  These factors are:

•  Size.

•  Structure.

•  Cohesion.

 Size  As team size increases, coordination among members
becomes more difficult.  Increasing the number of member
interactions increases the opportunity for communications
errors and may slow the tempo of the team functions.

 Leader Strategy:  Ensure changes made to a team’s size
are clearly understood by all team members.  Changes in
how each member contributes to the mission should be
understood by all members.  How each member of the team
interacts with other members should be defined.

 Structure  Reluctance to question superiors or assume a leadership
role is caused by rank structure barriers.  Likewise,
perceived roles or status of interdependent teams can
determine how well they work together (e.g. the
relationship between primary and secondary navigation
teams).
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 Structure
(Cont.)

 Leader Strategy:  Advocate assertive communications
beginning in the planning stage.  Ensure everyone
understands that they are a stakeholder in the success of
the mission, that it is desirable behavior to express concern,
and how to do it.  Provide positive feedback when
subordinates are assertive.

 Cohesion  Teams that effectively coordinate their internal tasks tend
to have members who are motivated to interact in a positive
way and are not inhibited to communicate.  They
consistently trap errors and aid in decision-making.

 Team cohesion is a building process requiring time and
practice.  Personnel actions (e.g. transfers, TAD, leave)
routinely disrupt the cohesiveness of a team.  Established
teams that are missing members can often adapt to a
vacancy faster than integrating a new member into the
team.

 Leader Strategy:  Plan personnel actions to minimize
changes to a team immediately before and during mission
execution.  Actions that address the other factors affecting
individual and team performance will enhance team
cohesion.

 HAZARDOUS
THOUGHT
PATTERNS

There are five attitudes, or hazardous thought patterns,
that affect our judgment in high stress situations and
during the decision-making process.  These attitudes also
have a profound affect on our ability to adapt to changing
situations.  While some of these may sound similar, they are
distinctly different.  The way to tell which hazardous
thought pattern is in operation is by looking at the rationale
a person uses for his/her action.
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 HAZARDOUS
THOUGHT
PATTERNS
(Cont.)

 Each of the five hazardous thought patterns is listed with
its rationale and an initial strategy to modify the pattern.
The five hazardous thought patterns are:

•  Anti-Authority.

•  Impulsiveness.

•  Invulnerability.

•  Macho.

•  Resignation.

 Anti-Authority  Thought Pattern:  "No one tells me what to do."

 This is the thought pattern of people who resent being told
what to do, either by other people or through rules and
regulations.  Their behavior is often contrary to their own
better judgment because they do what they want, not what
someone else wants.  The objective of the Anti-Authority
individual is to do the opposite of what someone in
authority wants or what the rules and regulations say.

 Leader Strategy:  "Follow the rules.
They are the best we have for now."

 Team members must be held accountable for adherence to
established rules and procedures.  Only the leader has
limited authority to modify procedures.  It is important that
standards be applied "across the board" to everyone.

 Impulsiveness  Thought Pattern:  "Do something quickly, anything."

 This is the thought pattern of people who frequently feel the
need to do something, anything, immediately.  They do not
stop to think before they act.  They do the first thing that
comes to mind.  The objective of the impulsive person is to
do something.  It does not usually matter what, just as long
as it is something.
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 Impulsiveness
 (Cont.)

 Leader Strategy:  "Not so fast. Think first."

 Ensure that they stop and look at the situation and check
the alternatives available to them.

 Invulnerability  Thought Pattern:  "It won't happen to me."

 Many people feel that accidents happen only to others.  This
hazardous thought pattern does not result from an
overestimation of a person's capabilities, but more a denial
of the risks involved.  They never really believe they will be
the one involved.  The objective of the Invulnerable person
is to deny the risk, not because they think they are skilled,
they just do not think that it will happen to them.

 Leader Strategy:  "Consider the possibility that
 It could happen to you."

 Have them review their personal experiences and they can
be shown that they are not invulnerable.  An effective safety
training program can help show individuals that they are
not invulnerable.

 Macho  Thought Pattern:  "I can do it."

 People who are always trying to prove that they are better
than anyone else think, "I can do it!"  They prove
themselves by taking risks and by trying to impress others.
This is different than invulnerability because the person
may overestimate their personal capabilities and those of
their equipment.  To prove themselves, they push outside
the "envelope".  The objective of the Macho person is to do
things that prove to others that they are highly skilled and
daring.



4 - 28 ADAPTABILITY AND FLEXIBILITY

Team Coordination Training Student Guide (8/98)

 Macho (Cont.)  Team Strategy:  "Safety first is smart."

 Maybe the person can do it, but why take unnecessary risks.
Peer pressure and an effective safety training program are
excellent ways to overcome this pattern.  Regardless, every
team member has the responsibility to prevent others from
endangering themselves or equipment.  Promote safety!

 Resignation  Thought Pattern:  "What's the use?"

 People who think, "What's the use", do not see themselves
as making a great deal of difference in what happens to
them.  They leave the action to others - for better or worse.
The objective of the person in Resignation is to deny
responsibility.  They feel others are responsible for their
actions and in control of what they do.

 Leader Strategy:  "You can make a difference."

 Counseling is appropriate.  Like persons demonstrating
Anti-authority, they must be aligned with the team and
held accountable for compliance with standards.

 PUTTING IT
ALL
TOGETHER

Our ability to adapt to changing situations can often mean
the difference between success and failure.  Effective teams:

•  Alter behavior to meet situational demands.

•  React to and comment on other's ideas in a positive
manner.

•  Provide assistance to other team members as needed.

•  Alter tactical plans to meet evolving situational
demands.

•  Do not allow personality conflicts to interfere with work.
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SELF-QUIZ #3

1.  Match the three levels of stress in column A with their descriptions in column
B.

Column A Column B

_____ 1.  Low a.  The operational tempo is such that
team members are engaged in
activities over which they have
control.  The workload provides
time to plan.

_____ 2.  Moderate b.  Team members become bored or
complacent.  They could become
inattentive.  They react rather
than anticipate the need for
action.

_____ 3.  High c.  Attention of focus narrows.  Team
members don’t remain open to
discussion. They rely on past
experiences, fail to see things.
Becomes hypervigilant, and
becomes susceptible to group
think.

2.  What is fatigue and how does it affect the body?
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________

3.  List the five hazardous thought patterns.

a. ___________________

b. ___________________

c. ___________________

d. ___________________

e. ___________________
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SELF-QUIZ #3 (continued)

4.  List the leader strategy for each of the five hazardous thought patterns?
a. ________________________________________________________________
b. ________________________________________________________________
c. ________________________________________________________________
d. ________________________________________________________________
e. ________________________________________________________________
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ANSWERS TO SELF-QUIZ #3

Question Answer Reference

1 1. b

2. a

3. c

4-6

4-7

4-6

2. Fatigue is defined as the state of feeling tired,
weary, or sleepy that results from prolonged
mental or physical work, extended periods of
anxiety, exposure to harsh environments, or loss
of sleep.

4-10

3. a. Anti-Authority

b. Impulsiveness

c. Invulnerability

d. Macho

e. Resignation

4-25

4. a. “Follow the rules.  They are the best we have
for now”

b. “Not so fast.  Think First”.

c. “Consider the possibility that it could happen
to you”.

d. “Safety first is smart”.

e. “You can make a difference”.

4-26
to

4-28
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SITUATIONAL AWARENESS

OBJECTIVES To successfully complete this assignment, you must study
the text and master the following objectives:

•  State the actions required to maintain situational
awareness.

•  State the clues to loss of situational awareness.

•  Define the five barriers to situational awareness.

•  Describe the three levels of human error.

DEFINITION Situational Awareness is the ability to identify, process,
and comprehend the critical elements of information about
what is happening to the team with regards to the mission.
More simply, it’s knowing what is going on around you.

CONSEQUENCES
OF LOSS

When we lose the bubble (i.e., Situational Awareness) we
increase the potential for human error mishaps.  Coast
Guard analysis of navigational mishaps for cutters and
boats revealed that 40% were due to a loss of situational
awareness.

SITUATIONAL
AWARENESS
AND TEAM
PERFORMANCE

Effective team situational awareness depends on team
members developing accurate expectations for team
performance by drawing on a common knowledge base.
This concept, known as maintaining a “Shared Mental
Model” allows team members to effectively:

•  Anticipate the needs of other team members.

•  Predict the needs of other team members.

•  Adapt to task demands efficiently.
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WHAT
KNOWLEDGE
NEEDS TO BE
SHARED?

To ensure a Shared Mental Model of the situation, team
members must share their knowledge relative to:

•  The task and team goals.

•  Their individual tasks.

•  Team member roles and responsibilities.

To provide a solid base for building team situational
awareness, team members need to have information that
will help them develop relevant expectations about the
entire team task.

CLUES TO LOSS The loss of Situational Awareness usually occurs over a
period of time and will leave a trail of clues.  Be alert for
the following clues that will warn of lost or diminished
Situational Awareness:

•  Confusion or gut feeling.

•  No one watching or looking for hazards.

•  Use of improper procedures.

•  Departure from regulations.

•  Failure to meet planned targets.

•  Unresolved discrepancies.

•  Ambiguity.

•  Fixation or preoccupation.

Confusion Disorder within the team or a gut feeling that things are
not right.  This clue is one of the most reliable because the
body is able to detect stimulus long before we have
consciously put it all together.  Trust your feelings!

No one
Watching or
Looking for
Hazards

Vessel operations require more than just driving the bow of
the cutter or boat.  The proper assignment and performance
of tasks, particularly supervisory and lookout ones, is
essential to safe vessel operations.
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Use of Improper
Procedures

This puts the individual or team in a gray area where no
one may be able to predict outcomes with any certainty.

Departure from
Regulations

In addition to violating procedures, we are operating in an
unknown area where the consequences of our actions
cannot be predicted with any degree of certainty.

Failure to Meet
Planned Targets

During each evolution, we set certain goals or targets to
meet, such as speed of advance, waypoints, and soundings.
When they are not met, we must question why and
systematically begin to evaluate our situation.

Unresolved
Discrepancies

When two or more pieces of information do not agree, we
must continue to search for information until the
discrepancy is resolved.

Ambiguity When information we need is confusing or unclear, we must
clarify or to fill in the missing pieces before proceeding.

Fixation or
Preoccupation

When someone fixates on one task or becomes preoccupied
with work or personal matters, they lose the ability to
detect other important information.  Early detection of both
fixation and preoccupation is essential to safe vessel
operations.  The best way to identify these clues is by
knowing the behavior of your team members and being alert
to change.  Preoccupation with personal matters can often
lead to subtle changes in performance.
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MAINTAINING
AWARENESS

Maintenance of situational awareness occurs through
effective communications and a combination of the following
actions.

•  Recognize and make others aware when the team
deviates from standard procedures.

•  Monitor the performance of other team members.

•  Provide information in advance.

•  Identify potential or existing problems
(i.e. equipment-related or operational).

•  Demonstrate awareness of task performance.

•  Communicate a course of action to follow as needed.

•  Demonstrate ongoing awareness of mission status.

•  Continually assess and reassess the situation in relation
to the mission goal(s).

•  Clarifying expectations of all team members eliminates
doubt.

Comment on
Deviations

When deviations are noted, effective team members
comment in specific, assertive terms.

Monitor
Performance of
Others

Be alert for changes in the performance of other team
members caused by work overload, stress, errors, etc.
When changes are noted, take action by speaking up.

Provide
Information

Don’t wait to be asked.  When you have information critical
to team performance, speak up!

Identify Problems All team members are tasked to identify problems before
they affect mission accomplishment.
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Demonstrate your
awareness of task
performance

Know how your job and those of other teams members
contribute to overall mission accomplishment.

EXAMPLE:  It may not be necessary to know the technical
aspects of other team member’s jobs, but you must be aware
of what actions, information, etc. they need from you to do
their jobs effectively.

Communicate a
Course of Action

Effective communications may be the most important factor
in achieving and maintaining situational awareness.  To
ensure a Shared Mental Model, speak up and verbalize any
intended action.  Understand that the level of situational
awareness achieved is related to the level and quality of
communication observed in team members.

Demonstrate
Awareness of
Mission/Task

Ensure that your performance reflects an understanding
and awareness of the mission or task being performed.

EXAMPLE:  Effective team leaders plan ahead and
communicate the plan to team members.  This ensures that
everyone is aware of the plan and builds a Shared Mental
Model of the situation.

Continually
Assess the
Situation

In the dynamic world of Coast Guard operations plan on
change and continually assess and reassess the situation to
determine if the team is on track to safely and effectively
accomplish the mission goal.

Clarify
Expectations

Understand that clear expectations lead to a Shared Mental
Model of the situation and ensures high levels of situational
awareness by all team members.
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TWO
CHALLENGE
RULE

The Two-Challenge Rule has been used effectively in
aviation to detect fixation in a team member.  If a team
member fails to adequately respond to two or more
challenges regarding omissions or questionable actions, the
individual is assumed to have lost situational awareness and
some action is required.  Apply this rule in daily operations.

BARRIERS TO
SITUATIONAL
AWARENESS

The following barriers reduce our ability to understand the
situation.  Recognizing these barriers and taking corrective
action is the responsibility of all team members.

•  Perception based on faulty information processing.

•  Excessive motivation.

•  Complacency.

•  Overload.

•  Fatigue.

•  Poor communications.

Perception Perception is our mental picture of reality.  The amount and
quality of information available limit all pictures of our
current operational state.  Insufficient information makes it
difficult to ensure that our mental picture is always aligned
with reality.  Our mental picture is affected by:

•  Past Experiences: We act on information based on our
knowledge.  When something looks similar to what we
are familiar with, we may react as if it were the same.

•  Expectations: We interpret information in such a way
that it affirms the planned action.  We may rationalize
that the ship is being set by a current that was
incorrectly computed, when in reality no one has
compensated for bearing errors in the instruments.

•  Filters: We are provided with information, but we don’t
use it.  We don’t pay attention to information that
doesn’t match our mental picture.
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Excessive
Motivation

This behavior imposes expectations and filters that affect
our ability to fully assess the situation and any safety
risks.  It includes, but is not limited to, “GET HOME-itis”
and an overriding sense of mission importance (e.g. “you
have to go out. . .”).  Performing the 7-step Risk
Management Process, using an effective decision-making
strategy (Chapter 6) and seeking feedback on judgments
can reduce the potential for unsafe acts.

Complacency Assuming everything is under control affects vigilance.
When things are slow, tasks are routine, and/or when the
vessel’s employment objectives have been achieved,
complacency can occur.  Challenging yourself and/or the
team to be prepared for contingencies (e.g. planning or
training) can deter complacency.

Overload Overload causes distraction; fixation; increased errors, and
high stress.  Prioritizing and delegating tasks and
minimizing job distractions can improve safety in
conditions of overload.

Fatigue Fatigue affects vigilance.  Adjusting work routine and
imposing sleep discipline to prevent wake cycles longer
than 18 hours and permit at least 5 and preferably 8
hours/day of sound sleep can minimize sleep deprivation.
This includes enforcing lights out, permitting late sleepers,
and as needed having stand-downs.

Poor
Communications

The level of situational awareness achieved is related to
the level and quality of communications observed in the
team.
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HUMAN
ERROR

The large amount of information processed by teams and the
many necessary interactions within and between teams
provides the opportunity for human error.  Chains of human
error are normal and should be expected.  There are three
levels of human error.

•  Slips.

•  Mistakes.

•  Errors.

Slips Slips are the incorrect sending of information or mis-
communication.  Often well-formed habits take over and we
make a slip. Slips often occur in giving rudder or engine
commands, or in responding on the radio.  These slips may be
humorous or seem insignificant, but they are a visual or
auditory form of human error.  They may indicate that the
individual making the slip is under added stress.
Unfortunately, the individual may not recognize the slip.

Example:  An example is a verbal rudder order for left rudder
when the direction of the hand was toward the right.  The
wrong call sign that is used to respond to another vessel is
another example of a slip.

Corrective Action: Inform the individual of the slip,
regardless of differences in rank.

Mistakes Mistakes are failures in planning.  Mistakes almost always
have to do with the selection of objectives and the time required
to achieve them.

Example:  This may be a wrong trackline chosen because of
improper reading of the compass rose.  In the engine room it
may be the timing for engine maintenance that conflicts with a
planned, though poorly promulgated, restricted maneuvering
event.
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Corrective Action:  Questioning the plan during the brief and
performing thorough double checks, can reduce the probability
of these mistakes.

Errors Errors are flawed execution; incorrect actions based on either
correct or incorrect information.  Errors, because they are
defined as actions, are the most serious form of human error.   

Example:  The helmsman applying rudder in accordance with
the conning officer’s slip is an error; likewise, the helmsman
applying the opposite rudder to that which was correctly
ordered creates a similar error.

Corrective Action: Effective teams are alert to errors and use
assertive communications to alert others to the problem.

ERROR
TRAPPING;
When To Do It
And
Who Should
Do It

Trapping slips, mistakes, and errors, (or breaking an error
chain), is a key mechanism to avoiding mishaps. Human error
can occur at anytime.  The earlier human error enters the
process and/or the longer it goes undetected, the less effective
the team will be and the greater the potential for mishaps.

Regulations are implemented to control some of the known
errors, but regulations and standard operating procedures are
not fail-safe mechanisms.

Team members must be able to identify all levels of
human error and be empowered to take corrective
action!

DEFINING
JUDGMENT
AND
JUDGMENT
CHAINS

Judgment is a process that produces a thoughtful, considered
decision.  In other words, it is the ability to perceive a situation
and make a decision.  Good decisions equal good judgment; poor
decisions equal poor judgment.  Judgment determines team
actions in a given situation and depends on information that
team members have about themselves, their unit, and the
environment.  In performing the mission, many judgments are
made.  This series of judgments is called a judgment chain.
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How Poor
Judgments
Are Formed

Poor judgments may be the outcome of applying erroneous
information or using an ineffective decision-strategy (discussed
in Chapter 6).  If an ‘up stream’ judgment is flawed, it can affect
the other ones ‘down stream’.  “Garbage In = Garbage Out.”

Recognizing
Poor
Judgment
Chains

When individuals exercise poor judgment and are not aware of
it:

•  Reality Is Distorted. They are lulled into a
misperception of reality.  They rationalize why things are
happening using this reality as fact.

•  False Information is Perpetuated. They often create
false information that they use to make future judgments.
The probability is high that these judgments will be
flawed.

•  Fewer Alternatives Seem Acceptable. As more poor
judgments or false information is added to the chain, the
seemingly available alternatives for solving problems
narrow.

Example:  If a cutter decides to transit unfamiliar waters
without proper charts, the lack of knowledge limits its ability to
deal with navigational hazards.



SITUATIONAL AWARENESS 5 - 11

Team Coordination Training Student Guide (8/98)

BREAKING
POOR
JUDGMENT
CHAINS

A structured approach to decision-making is important to
prevent a poor judgment chain from either forming or
growing. (See the DECIDE Model outlined in Chapter 6).
This approach includes a step to evaluate judgments.  To be
effective this step has three parts.

1. Seek feedback and point out errors.

2. Assess stress level within team.

3. Manage resulting risk.

For any poor judgment chain to be broken, team leaders
and members must recognize that they are human.  Be open
to the possibility that you can make poor judgments.  Be
willing to admit and correct errors.

Seek Feedback
& Point Out
Errors

To recognize a poor judgment get feedback.  Feedback can
come from two sources:  your senses (e.g. clues to loss of
situational awareness) or from an observer.  Generally, the
best feedback comes from others.  Although senior team
members are expected to use their knowledge and
experience to critique their judgments, don’t hesitate to get
a double-check/a second opinion.

Assess Stress
Level Within
Team

Too much or too little stress can reduce our ability to
exercise good judgment.  Assess the stress and attempt to
obtain an optimal level before continuing.

Manage
Resulting Risk

Apply the 7 steps of Risk Management to correct any
hazardous situations resulting from poor judgment.
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SUMMARY Situational awareness is dynamic, hard to maintain, and
easy to lose.  Knowing what is going on all the time is very
difficult for any one person, especially during complex high
stress operations.  Therefore it is important that we know
what behavior is effective in keeping us situationally
aware.  The following actions can help a team retain or
regain situational awareness.

•  Be alert for deviations from standard procedures.

•  Watch for changes in the performance of other team
members.

•  Be proactive, provide information in advance.

•  Identify problems in a timely manner.

•  Show you are aware of what’s going on around you.

•  Communicate effectively.

•  Keep abreast of the mission status.

•  Continually assess and reassess the situation.

•  Ensure that all expectations are shared for complete
awareness by the whole team.
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SELF QUIZ #4

1.  What actions are observed in teams which are situationally aware?
a. ____________________________________________________
b. ____________________________________________________
c. ____________________________________________________
d. ____________________________________________________
e. ____________________________________________________
f. ____________________________________________________
g. ____________________________________________________

2.  What are the clues to loss of situational awareness?
a. ____________________________________________________
b. ____________________________________________________
c. ____________________________________________________
d. ____________________________________________________
e. ____________________________________________________
f. ____________________________________________________
g. ____________________________________________________
h. ____________________________________________________

3.  What is the Two-Challenge Rule?
_______________________________________________________
_______________________________________________________
_______________________________________________________
_______________________________________________________

4.  What are the six barriers to situational awareness?
a. ____________________________________________________
b. ____________________________________________________
c. ____________________________________________________
d. ____________________________________________________
e. ____________________________________________________
f. ____________________________________________________
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SELF-QUIZ #4 (continued)

5.  List the three levels of human error
a. ____________________________
b. ____________________________
c. ____________________________

6.  Define Error Trapping.
_______________________________________________________________________
_______________________________________________________________________

7. What are the steps used to prevent Poor Judgment Chains from growing?
a. _____________________________
b. _____________________________
c. _____________________________
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ANSWERS TO SELF-QUIZ #4

Question Answer Reference

1. a. Anticipate the needs of other team members.
b. Predict the needs of other team members.
c. Adapt to task demands efficiently.

5-1

2. a. Confusion.
b. No one watching or looking for hazards.
c. Use of improper procedures.
d. Departure from regulations.
e. Failure to meet planned targets.
f. Unresolved discrepancies.
g. Ambiguity.
h. Fixation or Preoccupation.

5-2

3. If a team member fails to adequately respond to
two or more challenges regarding omissions or
questionable actions.  The individual is assumed
to have lost situational awareness.

5-6

4. a. Perception.
b. Excessive Motivation.
c. Complacency.
d. Overload.
e. Fatigue.
f. Poor Communications.

5-6

5. a. Slips.
b. Mistakes.
c. Errors.

5-8

6. Trapping slips, mistakes, and errors (or breaking
an error chain).

5-9

7. a. Seek feedback and point out errors.
b. Assess stress level within the team.
c. Manage resulting risk.

5-11
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DECISION-MAKING

OBJECTIVES To successfully complete this assignment, you must study the
text and master the following objectives:

•  Describe the six strategies used to make decisions.

•  State the steps in the Decide problem-solving model.

DECISION
MAKING

Decision-making is an essential skill for operational team
leaders.  Applying a systematic method to solve problems is
critical to team performance and the safety of operations.
Team members share the responsibility for solving problems
by contributing timely and valuable information to the team
leader.

Observable
Behavior In
Making Sound
Decisions

The following actions have been observed in effective
decision-making.

•  Gather information before making a decision.

•  Cross check information sources for agreement.

•  Identify alternatives/contingencies so that possible
solutions may be explored.

•  Discuss consequences of decisions in an effort to enhance
the decision-making process.

•  Provide the rationale for decisions.

DECISION-
MAKING
STRATEGIES

There are six decision strategies we use to make decisions.
They are used either consciously or unconsciously.  These
strategies form the basis for how and ‘if’ we solve problems.
We need to know how we make decisions and ensure we have
good decision-making habits.  The six strategies are:
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1. Minimize

2. Moralize

3. Muddle

4. Scan

5. Deny

6. Optimize

Minimize Select a course of action based on a minimum set of
requirements.  Once the minimum requirements are
established the mind searches for and selects the first course
of action that satisfies the minimum requirements set.

Example:  The leader tells his team, “All we have to do is
keep the vessel off the shoals!  Just take a fix when we aren’t
sure where we are.”

Disadvantage:  Results in a superficial search for additional
information.

Moralize Make a decision based on a perceived moral obligation.
Factors leading to this strategy often include requests by
individuals in authority, direct orders, and perceived life and
death situations where the team member feels he/she can
make the difference.

Example:  Many times we continue to make heroic attempts
to save vessels that are on fire or sinking, when the situation
is really a salvage operation.  Another example would be
GET-HOME-ITIS.

Disadvantage:  Decisions are made without considering
sufficient alternatives.  Higher risks are taken than
necessary, especially during SAR cases.
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Muddle Incremental decision making.  The focus is on crisis
management or “putting out fires”, rather than selecting a
superior course of action.  This usually starts with minor
safety shortcuts that continue until they reach the point
where the team member makes serious mistakes.

The team member downplays the significance of change in
a situation by engaging in superficial decision making.
Risk management is not done.

Example:  Several course corrections are ordered to correct
for being off track without any information on the observed
set and drift.

Disadvantage:  Continued deviations will eventually lead
to a mishap or accident.

Scan Solve a problem by classifying information as either
“important” or “unimportant”. Scanning is then done on
only those alternatives containing “important” information.
All other alternatives are treated as superficial.

Example:  Only relying on time to turn based on fix
information, when turn bearings or ranges could have been
used.

 Disadvantage:  Leads to a failure to properly assess poten-
tially serious problems.
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Deny Eliminate the problem by denying it exists.  This generally
happens when stress is extremely high and one can’t cope.

Example:  The conn is having a hard time resolving the
navigation picture, when he realizes that a close aboard
situation with another ship is likely.  He eliminates the
possibility of a collision by insisting that the other ship will
take timely appropriate action.  No contingencies are
considered.

Disadvantage:  The problem is not solved and the
decision-maker cuts off all additional information that could
increase his/her stress.

ARE THESE
5 STRATEGIES
EVER
EFFECTIVE?

When we do not have much time, don’t we do the minimum
to get by?  Don’t we take shortcuts that do not have serious
consequences?  In emergencies, don’t we separate
important from unimportant information?

Do we always not have enough time, or is everything an
emergency?

•  If the answer is yes, we may be habitually using these
decision strategies.  This unconscious habit increases
our risk of a mishap.

•  If the answer is no, we have to determine how
frequently and why we are faced with these crises.
Making a conscious decision to solve a problem is
good.  When we do this, the questions asked earlier
describe the ways we can prioritize alternatives, not
a decision strategy.
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Optimizing The sixth and most effective decision strategy is Optimizing.
It considers a wide range of choices and weighs each of the
consequences.

Each of the other strategies limit decision making effective-
ness, because they failed to fully examine and process all
available data.

To ensure all available data are effectively used in making a
decision, it is best to use a structured approach.  The DECIDE
Model in Figure 6-1 provides a 6-step process to make
decisions.  The model has been used successfully in the
aviation industry for some time and is described in
DOT/FAA/PM-86/45, Aeronautical Decision Making for
Helicopter Pilots.

Figure 6-1

DECIDE MODEL
Structured Decision Making

DD Detect change

E Estimate significance of change

Identify optionsI

C Choose outcome

D Do best option

E Evaluate results
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D - Detect
      Change

You can't solve a problem unless you know it exists.
Change exists when there is a difference between  "what is
happening" and "what is desired to happen."

E - Estimate
      Its Affect
      On The
      Situation

This requires that the team verify its information and the
affect the information has on the situation.  It also requires
us to determine if we need to react to the change.
Questions that help estimate the significance include:

• Who is affected; who is not?

• What situation is affected; what related things are
not affected?

• Where is the problem?

• When did the problem occur?

• Do areas affected by the problem affect other areas?
To what extent?

Pitfall:  Too often, teams detect change and want to
immediately take action without a thorough analysis.

Example:  Making continual course corrections for
set and drift may not be the best course of action.
What may be seen as an environmental force being
exerted on the vessel may actually be an uncorrected
error in navigation fixing.
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C - Choose An
      Objective

An objective is not an alternative; it is the final measure of
success. This could also be an intermediate objective that
will get the team back on track with the mission plan, or an
entirely new objective.  Objective selection may be the most
important step in the process.  The final solution will be
driven by the objective that is selected.

Pitfall:  Select the wrong objective and you will probably
arrive at an incomplete or incorrect solution.  As a result,
the team may become wrapped up in crisis management.

I - Identify
    Alternatives

The more choices available to decision-makers, the more
likely an optimal solution can be found.  Lessons learned
from navigational mishap analysis point out that problems
could have been detected early and that ample time existed
to identify more than one alternative.  Given that teams are
composed of more than one person, the resources required
to identify more than one alternative are usually available.

Pitfall:  Too often, team members believe that they don’t
have the time to make suggestions, even when they see
other alternatives.  Usually the first course of action
considered is the one taken.  Conducting only a superficial
search for alternatives results in less than optimum
decisions.
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D - Do The Best
      Alternative

The risk to safety of each alternative should be assessed
along with its conformance to established standards (e.g.
Rules of the Road).  Effective teams routinely update
contingencies during the mission so that the time it takes to
affect this step is minimal.  Act in accordance with the
alternative that best satisfies mission and safety criteria.

Pitfall:  Too often, teams take shortcuts in choosing the
best alternative by willfully not complying with known
practices of prudent mariners and/or ignoring effective risk
management principles.

E - Evaluate The
      Decision

Evaluation provides team members with feedback on the
effects of their decisions.  This in turn provides information
regarding the need to adjust to additional change.  If the
alternative selected does not meet the objective, the
problem solving process starts again.

AFFECT OF
STRESS ON
DECISION-
MAKING

When an individual is faced with a decision in a high stress
or crisis situation two factors must be considered:  To make
a good decision; and to reduce the level of stress.

There is usually an attempt on the part of the decision-
maker to select a decision that will not only solve the
problem but also reduce the stress.  The higher the stress
the more important it becomes to reduce it.

Figure 6-2 demonstrates how stress affects our selection of
decision strategies.  As the figure shows, the potential for
error and lesser effective decision strategies increases,
when stress is not well managed.
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DECISION-MAKING STRATEGIES
POTENTIAL FOR HUMAN ERROR

High

Mod

Low

Minimize Denial

Muddling Moralize

ScanningScanning

Optimize

Well Below
Capacity

At or Near
Capacity

Over
Capacity

POTENTIAL
FOR
H.E.

AMOUNT OF STRESS

Figure 6-2

COPING
WITH
STRESS

There are five ways we make decisions under stress.  The five
ways we cope are:

•  Ignore The Problem.

•  Minor Protective Action.

•  Avoid The Problem.

•  Panic or Confusion.

•  Vigilance.
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Ignore The
Problem

When faced with a decision under stress the easiest thing to do
is nothing.  Individuals who ignore the problem are actually
saying  "The risks are not serious if I don't take any
corrective action."   

Consequences:  This causes the initial stress from the
situation to subside and little or no stress will be caused by the
problem.  There ability to achieve a low level of stress can lead
to complacency, lowered performance, and ignoring a serious
safety risk.

Decision Strategy Used:  They may minimize problems,
settling for shortcuts and deviations from established
practices.

Minor
Protective
Action

If the individual feels the risks are to high to ignore the
problem the next easiest thing to do is the absolute minimum.
Individuals who use minor protective actions are actually
saying "I can't ignore the problem but the risks seem low
if I select the most available alternative or protective
action."

Consequences:  This causes the stress to subside
substantially.  Something they failed to consider usually
catches them by surprise.

Decision Strategies Used:  Individuals may continue to
employ the first alternative that appears to solve the problem,
without looking at all the alternatives (muddle).  They may
often consider only the minimum requirements (minimize).
They also may look (scan) for just those things they think are
important.
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Avoid The
Problem

Avoidance happens when the individual realizes they can't
ignore the problem and that the most available alternative
may cause problems also.  The individual knows that a better
alternative is available, but chooses to avoid the problem to
reduce stress.  "There may be a better way, but it is not
realistic to hope that I will find it!” or “I may not want
to know the answer".

Consequences:  Avoiding the problem reduces the stress but
does nothing to solve the problem.

Decision Strategies Used: Any thing that stimulates
anxiety or other painful feelings is avoided.  The individual
denies the problem exists.  To reduce the stress further
individuals may moralize, blaming others, and "passing the
buck" for their predicament.

Panic or
Confusion

If an individual can see that real danger is rapidly
approaching and can see no route of escape, it is easy to
assume that  "There does not appear to be sufficient
time to solve the problem."

Consequences:  Stress becomes so high the individual is
unable to process information effectively.  This may be
evidenced by confusion, even with simple tasks, and panic
in some situations.

Decision Strategy Used:  The individual denies the
problem can be solved.
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ARE THESE 4
WAYS OF
COPING EVER
GOOD?

What about when...

•  We are busy and must ignore a problem?

•  Doing the minimum lets us handle more important
problems?

•  Avoiding some problems lets us get on with more
important things?

Making a conscious decision to solve a problem is good.
When we do this, the questions asked above describe ways
we can prioritize alternatives, not ways we cope.

Coping generally works at the unconscious level.  We don't
think about it.  That's what makes these four ways risky.
Unconsciously we are trying to reduce the stress and not
solve the problem.

AVOIDING
INEFFECTIVE
COPING

To avoid these ineffective ways of coping make decisions a
conscious process.  When faced with a problem keep the
following in mind:

•  Don't ignore any problem.

•  Selecting a course of action that meets the minimum
requirements may work but can lead to bigger
problems.

•  Regardless of how bad the situation looks there is
always something you can do.

•  No matter how close the danger is, there is always
time to do something.

This is often easier said than done.  Following the
guidance for breaking poor judgment chains is
prudent.  This guidance is in Chapter 5.  It requires
team members to be assertive and share the
responsibility for overall team performance.
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Vigilance Vigilance is a conscious mental process that is alert to
potential problems.  It gives you the time and information
needed to optimize decisions (the DECIDE model).
Individuals who are vigilant have:

•  A constant belief that sufficient time exists to solve
the problem.

•  High confidence in ability to find a solution to the
problem

•  A number of alternatives to decide from based on
careful search and appraisal.

SUMMARY Table 6-1 shows the relationship between human error
potential, decision strategies, and the ways we cope.  Team
members who remain vigilant and use the optimizing
strategy have the lowest potential for mishaps.

DECISION-MAKING UNDER STRESS
AND ITS POTENTIAL FOR ERROR

COPING
PATTERN

DECISION
STRATEGIES

ERROR
POTENTIAL

Ignore Minimize High

Minor
Protective

Action

Muddle

Scan or Minimize

Moderate-High

Moderate-Low

Avoidance Deny

Moralize

High

Moderate-High

Panic or
Confusion

Deny High

Vigilance Optimize Low

Table 6-1
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SELF-QUIZ #5

1.  What are the six strategies people use to make decisions?
a. _____________
b. _____________
c. _____________
d. _____________
e. _____________
f. _____________

2.  What are the five ways we make decisions under stress?
a. _________________________________________________
b. _________________________________________________
c. _________________________________________________
d. _________________________________________________
e. _________________________________________________

3.  What are the steps in the Decide Model?
a. _________________________________________________
b. _________________________________________________
c. _________________________________________________
d. _________________________________________________
e. _________________________________________________
f. _________________________________________________
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ANSWERS TO SELF-QUIZ #5

Question Answer Reference

1. a. Minimize.

b. Moralize.

c. Muddle.

d. Scan

e. Deny.

f. Optimize.

6-2

2. a. Ignore the problem.

b. Minor protective action.

c. Avoid the problem.

d. Panic or confusion.

e. Vigilance.

6-9

3. a. Detect Change.

b. Estimate the significance of the change.

c. Choose an outcome.

d. Identify options.

e. Do best option.

f. Evaluate.

6-5
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EFFECTIVE COMMUNICATION

OBJECTIVES To successfully complete this assignment, you must study the
text and master the following objectives:

•  Identify the parts of Shannon’s communications model.

•  State the barriers to effective communication.

•  Define active listening.

•  Describe how using proper orders and standard
terminology may enhance safety and mission success.

DEFINITION Communication is the process of exchanging information.
Information is conveyed as words, tone of voice, and body
language. Studies have shown that words account for 7
percent of the information communicated.  Vocal tone
accounts for 55 percent and body language accounts for 38
percent.  To be effective communicators, team members must
be aware of these forms, how to use them effectively, and
barriers to the communications process.

Effective Ways
To
Communicate

The following actions have been observed in teams with
effective communications skills.

•  Acknowledge (“Roger”) communications.

•  Provide information in accordance with SOP’s.

•  Provide information when asked.

•  Repeat, as necessary, to ensure communication is
accurately received.
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Effective Ways
To
Communicate
(Cont.)

•  Use standard terminology when communicating
information.

•  Request and provide clarification when needed.

•  Ensure statements are direct and unambiguous.

•  Inform the appropriate individuals when the mission or
plans change.

•  Communicate all information needed by those
individuals or teams external to the team.

•  Use nonverbal communication appropriately.

•  Use proper order when communicating information.

PROCESS To understand the complexity of the process and how it can
be influenced, Figure 7-1 presents a communication model.

 Figure 7-1

SHANNON’S
COMMUNICATIONS MODEL

FEEDBACK

MESSAGE
SENDER

INTENDED

BARRIERS TO COMMUNICATION

LISTENER
PERCEIVED
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BARRIERS Barriers are influencing factors which impede or
breakdown the continuous communications loop.  They
block, distort, or alter the information.  By identifying
the barriers and applying countermeasures, team
members can effectively communicate.  Barriers include:

•  Non-assertive behavior

•  Task-preoccupation

•  Anger or frustration

•  Personal bias

•  Team diversity

•  Lack of confidence

•  Inappropriate priorities

•  Organizational structure

•  Distractions

•  Tunnel vision

•  Interruptions

•  Rank differences.

SENDER Communications is a two-way process that starts with
the sender.  The sender should be conveying information
necessary for mission accomplishment.  The sender must
be proactive in making the receiver understand the
message.  Too often, what is said is not always what is
heard.  To prevent this from happening, do the following:

•  State one idea at a time.

•  State ideas simply.

•  Explain when appropriate.

•  Repeat if appropriate.

•  Encourage feedback.

•  Read between the lines.  Did your choice of words,
tone of the sentence, and body language
(intentional gestures or subconscious movements)
convey the same meaning?

MESSAGE The message is simply the information the sender wants
to communicate to the receiver.  The message is usually
verbal, but it can also be non-verbal.  To reduce potential
problems, the sender should:
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•  Use correct terminology (standard commands).

•  Speak clearly.

•  Time the message to be sent when the receiver is
able to listen.

•  Use appropriate vocal tone and volume.
Commands must be heard and perceived as an
imperative, not a question or comment.  When
breaking error chains, or returning others to
situational awareness, express a tone of urgency and
importance.

•  Be relevant to the receiver, not a distraction.  The
message needs to be inclusive and informative.
Inclusive means that it contains everything
necessary for the receiver to understand the sender’s
point.  Informational means it is something that the
receiver needs to know.

RECEIVER The receiver needs information to accomplish his/her
task.  The effectiveness of the team often rests on its
members’ ability to listen.  Unfortunately, most people
find listening difficult.

The receiver must exert control over the
communication process.  For receivers to have
control, it is important that they ensure that the
senders understand what the receivers want and
why they want it.

Example:  Without the conning officer exerting positive
control over the flow of information from the navigation
evaluator and shipping officer, important information
could be buried in the large amount of information that
is periodically relayed during a transit in a congested
waterway.
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Active
Listening

Active Listening is a process used by the receiver to facilitate
communication and enhance performance.  It requires the
receiver to be active in the communications process.  To
actively listen, the receiver needs to:

•  Focus attention on the message, giving it momentary
priority.  If possible, look at the sender.

•  Listen and look for the indirect message content
(nonverbal) as well as hearing the words. Observing
non-verbal cues provides information regarding what
the sender wants to convey.  Your perception of the
message and the sender’s intent for the message may
be different.  Word choice, tone of voice, body position,
gestures and eye movements reflect the feelings behind
the spoken word.

•  Keep an open mind and suspend judgment.

•  Verify what was heard.  Don’t assume that your
perception of the message agrees with the sender’s
intent.  Provide the sender feedback.

MESSAGE
FEEDBACK

Effective receivers verify their understanding of the message
with the sender.  They consider words, tone, and body
language when they give feedback.  Forms of feedback
include:

•  Acknowledgment.

•  Parroting.

•  Paraphrasing.

Acknowledging “Rogering” a message is common courtesy.  It demonstrates
that the receiver has heard the message.  However, for
critical information or complicated ideas, acknowledgment
normally is insufficient to ensure understanding.



7 - 6 EFFECTIVE COMMUNICATION

Team Coordination Training Student Guide (8/98)

Parroting Parroting is repeating back verbatim the words of the
speaker.  It confirms to the speaker that the words
transmitted were the words received.  It is preferred in
verifying receipt of standard commands.  Like
acknowledgement, it does not ensure the receiver understood
the message.

Paraphrasing Paraphrasing is rephrasing, in your own words, the content
of the sender’s message to the sender’s satisfaction.  It
clarifies the message for both you and the sender.
Paraphrasing allows you to check your understanding of the
message and shows the sender, that you listened accurately
(i.e., the content and intent was correctly understood).  If you
listened inaccurately, the sender has an opportunity to
correct the communication error.
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SELF-QUIZ #6

1. How is information conveyed?
______________________________________________________________________
______________________________________________________________________
______________________________________________________________________

2. Which method of conveying information accounts for only 7% of the
information actually conveyed?  ____________________________

3. What are the parts of Shannon’s Communications Model?
a. _______________________________
b. _______________________________
c. _______________________________
d. _______________________________
e. _______________________________

4. Name three barriers to effective communication.
a. _____________________________________
b. _____________________________________
c. ______________________________________

5. What is Active Listening?
______________________________________________________________________
______________________________________________________________________
______________________________________________________________________

6. What is parroting?
______________________________________________________________________
______________________________________________________________________

7. What is paraphrasing?
______________________________________________________________________
______________________________________________________________________
______________________________________________________________________
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ANSWERS TO SELF-QUIZ #6

Question Answer Reference

1. Information is conveyed as words, tone of voice,
and body language.

7-1

2. Words. 7-1

3. a. Sender.
b. Message.
c. Receiver or listener.
d. Feedback.
e. Barriers

7-2

4 Identify three of the 12 barriers including:
a. Non-assertive behavior.
b. Task preoccupation.

7-3

c. Anger or frustration.

5. Active listening is the process used by the
receiver to facilitate communication and enhance
performance.

7-5

6. Parroting is repeating back verbatim the words of
the speaker.

7-6

7. Paraphrasing is rephrasing, in your own words,
the content of the sender’s message to the
sender’s satisfaction.

7-6
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ASSERTIVENESS

OBJECTIVES To successfully complete this assignment, you must
study the text and master the following objectives:

•  State the components of an assertive statement.

•  Describe how to ask for assistance when
overloaded or having difficulty with a task.

•  Describe how confronting ambiguities and conflicts
could have avoided a mishap.

•  Describe how rank differences can influence team
member’s judgment and contribute to mishaps.

•  Describe how maintaining a position until
convinced by facts can avoid mishaps.

DEFINITION Assertiveness is the ability of team members to state
and maintain a position that may be counter to the
position of others, until convinced by the facts, not the
authority or personality of another, that their position is
wrong.  The effective team leader advocates open and
questioning communication by team members.  In their
interactions, effective team members are mutually
respectful to each other.
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ACHIEVING
ASSERTIVENESS

Assertiveness can be achieved if all people know they
have “rights” and act accordingly.  These rights are:

•  The right to have and express your own ideas and
feelings.

•  The right to be listened to and taken seriously.

•  The right to be treated with respect.

•  The right to ask for information from others.

•  The right to make mistakes.

HOW PEOPLE
BEHAVE

How we interact with people aboard the vessel can be
grouped into three behavioral styles:

•  Passive

•  Aggressive

•  Assertive

PASSIVE
BEHAVIOR

When people allow their ideas or rights to be restricted by
another individual or situation, they are behaving
passively.  Actions that indicate passive behavior are:

•  Use excessive professional courtesy.

•  Use ambiguous statements and beat around the
bush.

•  Express concerns in the form of a question, rather
than making a statement.

•  Avoid conflict.

•  Refrain from challenging questionable procedures
used by another team member.

•  Are labeled as, “along for the ride”.
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Passive
Mannerisms

Mannerisms demonstrated by passive people include
downcast eyes, shifting of weight, and slumped body.
Passive words include qualifiers such as "maybe”, “I
guess”, “would you mind if”, “only”, “just”, “I can't”, “if
that's what you want."

Problems With
Passive Behavior

These people tend to keep their feelings inside.  Their
emotions, such as fear, anxiety, depression, fatigue and
nervousness may build to unsafe levels.

AGGRESSIVE
BEHAVIOR

When someone invades another’s boundaries or
individual rights, that person is behaving aggressively.
The intention of aggressive people is to dominate others
to get their own way.  Actions that indicate aggressive
behavior include:

•  Use statements that are confrontational, abusive,
ridiculing, or hostile.

•  Belittle and intimidate others to build themselves
up.

Aggressive
Mannerisms

Mannerisms demonstrated by aggressive people include
leaning forward with glaring eyes, pointing a finger, and
a raised tone of voice.  Aggressive words include threats
like, "you'd better" and "if you don't watch out."  Sarcasm
and put-downs like "oh, come on, you must be kidding"
and evaluative comments like "should", "bad", and
"must" are also aggressive characteristics.

Problems With
Aggressive
Behavior

Inappropriate anger, rage or misplaced hostility
expresses aggressive responses.  This behavior restricts
communication within the team.  Cohesiveness and
synergy becomes difficult.
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ASSERTIVE
BEHAVIOR

Assertive people recognize boundaries between their ideas
and those of others.  People responding assertively are aware
of their feelings.  Tensions are kept in a normal,
constructive, and situationally appropriate range. Actions
that indicate assertive behavior include:

•  Ask task-related questions.

•  Suggest alternative solutions/courses of action.

•  State opinions of decisions/procedures that have been
suggested.

•  Avoid letting rank differences threaten mission safety
or performance (refuse an unreasonable request).

•  Maintain their position when challenged, until
convinced by facts.

•  Confront ambiguities and conflicts.

•  Ask for assistance when overloaded or having
difficulty with a task.

Assertive
Mannerisms

Assertive people stand comfortably, but firmly, and speak in
a steady tone of voice.  Assertive words include statements
reflecting responsibility for self, "I think", "I feel", "I want,"
and cooperative words such as, "let's see, how can we resolve
this," "what do you think", and "what do you see."

Problems With
Assertive
Behavior

Assertive people feel empowered to speak up and do it with
respect.  The team leader must be able to harness the
energy of assertive team members.
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HARNESSING
ASSERTIVENESS

The team leader must promote and control the assertive
behavior within the team.  Being assertive is not in
conflict with USCG culture.  We have empowered our
people to speak up!  Empowering team members with the
responsibility of overall team performance, encouraging
feedback to trap errors and poor judgments can be highly
productive and at times very challenging.  The team
leader should set down select rules.  These rules include:

•  When to speak up.

•  How to speak up.

When To Speak Up The team leader ensures all members understand that
they have the responsibility to speak up.  A good time to
accomplish this is during the briefing process.
Individuals should speak up when:

•  Unsure of the events.

•  Clearly believe they have the answer to a problem
or the situation.

•  Believe that they or the vessel are in danger.

Leader Strategy:  Effective team leaders reward
assertive behavior by acknowledging it in their team.

The Two-Challenge Rule (Chapter 5) may be used as a
tool for knowing when to speak up.  This rule is best
applied between peers or within the command team (i.e.
CO and XO).  Concurrence, on how the Two Challenge
Rule will be used, needs to be obtained before it is ever
used.
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What To Say Informative and inclusive messages enhance team
performance and often are critical to mission safety.
These messages provide key information about the
situation and its risks, the effectiveness of decisions and
observed errors.  This information must be clearly and
precisely conveyed, and well timed.  To facilitate this
communication, it should have all of these elements:

1. An Opening.

2. A Specific Concern.

3. A Problem Statement.

4. A Solution.

5. A Request for Feedback.

MESSAGE FORMAT SAMPLE MESSAGE

Opening: OOD,

Specific concern using
an owned emotion:

QMOW is VERY CONCERNED.

Problem Statement: We have FIVE FEET under the keel, and it is
shoaling.

Solution, if any: Good water is to port.  Recommend come left
30° to 270°T.

Request for feedback: Do you suggest we call the CO?

Remember your ABCs...
Be ACCURATE, BOLD, and CONCISE!
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CONFLICT:
Differences Of
Opinion

Conflict should be viewed as "differences in opinions," not
fights or arguments regarding an issue.  Unresolved conflict
between team members can lead to reduced communications,
distractions, and higher than normal levels of stress.  In
short, unresolved conflict leads to unsafe conditions.

DEALING
WITH
CONFLICT

The ways of dealing with our differences are related to our
behavioral styles and are as follows:

•  Passive Approach

 - Avoid

 - Accommodate

 - Suppress

•  Aggressive Approach

 - Force

•  Assertive Approach

- Collaborate & Integrate

Effective
Conflict
Resolution

Effective resolution of conflicting opinions requires us to
perceive all positions as modifiable and to focus on solutions,
not on defending positions.  It is imperative that the team
leader resolves any lingering conflicts before they affect safe
vessel operations.
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FACTORS
AFFECTING
ASSERTIVE
BEHAVIOR

Two factors have been identified that influence our
decision to “speak up” or be assertive.

1. Our perception of the reaction of others to the
situation and,

2. Perceived obedience to authority

Generally, in a group setting, if we see something wrong
we first look at how others are reacting before we speak
up.  When we look at the reaction of others, we are
checking to see if they appear concerned with the
situation.  If we find that others do not appear concerned
then we will probably be reluctant to speak up.

We may also not “speak up” because we believe we are
just following orders or that speaking up would represent
questioning authority.

Team leaders can reduce these barriers by ensuring that
team members understand that assertive behavior is
demanded of all personnel.  Junior members must be
confident that senior leadership has empowered them to
speak up, without fear of reprisal.

MAINTAINING
ASSERTIVENESS;
Alert To Barriers

Mutual respect and restraint promotes assertive be-
havior.  However, miscommunication, misperception and
other factors can create barriers.  All team members must
be aware of these potential barriers and share the
responsibility of eliminating them.  These barriers
include:

•  Lack of confidence in ones own ability.

•  Perception that someone is not approachable; or by
his/her position, rank, or knowledge should already
know what is happening.



ASSERTIVENESS 8 - 9

Team Coordination Training Student Guide (8/98)

MAINTAINING
ASSERTIVENESS;
Alert To Barriers
(Cont.)

•  Perception that the leader is not interested in input.
Conscientious leaders, in trying to promote assertive
behavior, may do just the opposite.  Be careful in how
you ask for input; “Read between the lines!”

 Example:  After the navigation brief the CO
asked the assembled if, “any of you have any
better ideas”.  Not surprisingly, no one had an
idea better than their boss did.

•  Fear of the answer; maybe the problem will go away.

•  Fear of reprisal if a junior challenges a senior team
member.

•  Desire to avoid conflict and the perceived obedience
to authority.
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SELF-QUIZ #7

1. What is assertiveness?
___________________________________________________________________
___________________________________________________________________
___________________________________________________________________
___________________________________________________________________
___________________________________________________________________

2. Describe passive behavior.
___________________________________________________________________
___________________________________________________________________

3. Describe aggressive behavior.
___________________________________________________________________
___________________________________________________________________
___________________________________________________________________

4. Describe assertive behavior.
___________________________________________________________________
___________________________________________________________________

5. Name the five parts of an assertive message
a. _______________________________________
b. _______________________________________
c. _______________________________________
d. _______________________________________
e. _______________________________________

6. What are the barriers to assertive behavior?
a. _______________________________________
b. _______________________________________
c. _______________________________________
d. _______________________________________
e. _______________________________________
f. _______________________________________
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ANSWERS TO SELF-QUIZ #7

1. Assertiveness is the ability of team members to
state and maintain a position that may be
counter to the position of others, until convinced
by the facts, not the authority or personality of
another, that their position as wrong.

8-1

2. When people allow their ideas or rights to be
restricted by another individual or situation.

8-2

3. When someone invades another’s boundaries or
individual rights, that person is behaving
aggressively.

8-3

4. Assertive people recognize boundaries between
their ideas and those of others.

8-4

5. a. An opening.
b. A specific concern.
c. A problem statement.
d. A solution.
e. A request for feedback.

8-6

6. a. Lack of confidence in ones own ability.
b. Perception that someone is not approachable;

or by his/her position, rank, or knowledge
should already know what is happening.

c. Perception that the leader is not really
interested in input.

d. Fear of the answer; maybe the problem will go
away.

e. Fear of reprisal if a junior challenges a senior
team member.

f. Desire to avoid conflict.

8-8 to 8-9
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Student Notes
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Student Notes
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