The Otesha Project
Safety and Risk Management Plan

This document intends to identify inherent risks taken by touring cyclists, and to provide specific prevention techniques as well as reactionary measures. It is a living, breathing document, reviewed annually and updated with cycling best practices based on Otesha team experiences, as well as learnings from similar organizations and industry best practices.

Our aim is to ensure the safest possible conditions for Otesha tour members, volunteers, staff, and any other individuals accompanying an Otesha bike tour, and to empower Otesha teams and Safety Coordinators with the ability to navigate difficult decisions regarding safety.

The reader is intended to come away with an increased awareness as to the risks associated with cycling, techniques with which to avoid unsafe conditions as well as tools to manage a situation following an incident. 

Team Cycling Standard Operating Procedures

All tour members, volunteers, staff, and others who may accompany an Otesha tour for any length of time will be made aware of, and follow, these standards and safety procedures.
1. Personal and Team Equipment
Personal Equipment - Otesha team members supply their own bicycles and personal equipment, and are responsible for ensuring that equipment is safe to use. Each morning on tour, personal bicycles will be checked by the owner with an ABCD Quick Check at a minimum prior to heading out for the day. Each cyclist must have the following items with them while riding:
· Properly fitting bicycle helmet which has been CSA-approved (or other reputable certifying body), to be worn at all times while cycling

· Bike vest, or bright and reflective clothing, to be worn at all times while cycling

· Bicycles will comply with legal standards and must be equipped with a rear-view mirror, front and back lights, reflective material on the forks, and a bell
· A minimum of two water bottles (totaling at least 2L), one of which will be easily accessible
· Map, minimum level of detail being a provincial road map
· High-energy/protein snacks will also be carried by each member of the team to be consumed throughout the day
· Phone numbers of tour cell phones (phones which travel with the lead and sweep each day), as well as the Otesha emergency on-call phone (carried by an Otesha Staff Member, see below for details) number and applicable emergency numbers for the area being traveled through 

· Small bike repair kit (tube patch kit, bicycle multi tool or flat head or phillips screwdriver) 

· Small first aid kit (Mandatory: antiseptic and band-aids; also recommended: lubricant for chafing, moleskin)

Team Equipment - The Otesha Project will supply the following items for each team. All cyclists will review the contents of these kits prior to their tour, and know the location of these supplies within the group while traveling:
· Bike repair kit

· Bike repair manual and spare parts

· First aid kit

· Two copies of the Safety Book
Safety Book Contents

Two copies required: one in the tour binder, one to be carried at all times by the Sweep inside the first aid kit 

· A copy of this Safety and Risk Management Plan
· Tour Member Medical Summary: allergies, medications and other important medical information; emergency contact information for each member of the team

· Contact information including: Otesha tour cell phones, Otesha office and staff numbers, Otesha on-call phone 

· Emergency assistance numbers: Ambulance and police phone numbers in each area that the team will travel

· Incident reports (x2)
2. Cycling Layout
The cycling team will attempt to stay together as much as possible, cycling at minimum in pairs, and at most 9 people in one group (best practices according to CANBIKE, 2011). Tour cell phones will be at opposite ends of the team, one with the two cyclists who will act as Sweeps, and one with two cyclists who will act as Leads. 

Leads will include at least one experienced cyclist that feels confident in their safety decision making and has a thorough understanding of this Safety and Risk Management Plan. They will carry a map, one of two tour cell phones, and the Tour Binder (containing the Safety Book). The Leads will inform the team what is coming up ahead, and on longer days (over 50km) will check in with the team around the half way point before completing the journey. This check in will be in-person, by stopping and waiting for the entire team to arrive if possible, or by telephone if stopping is unsafe due to approaching darkness or impractical due to a change in directions followed. 

Sweeps will never move from their position as the last cyclists in the team. At least one sweep will have bike repair and first aid knowledge and carry the large bike repair kit and large first aid kit. They will also carry one of two tour cell phones, and a copy of the Safety Book which will have contact information, important tour member medical information, emergency contact numbers and emergency assistance numbers to reach an ambulance or police in each area that the team will travel. They will also carry a map of the area. 

The body of the cycling team will follow the directions provided so that their location can be anticipated by fellow tour members, and Sweeps may maintain their rear position. Cyclists with first-aid and bike repair training will disperse amongst the group.

3. Travel - Route and Directions
On average, the cycling team will cover 50km per day, to a maximum of 100km in one day - but never after dark. At least every 6 days there is a day off with no cycling, as well as other days that are taken up with public engagement that will have minimal cycling (15-25 km). 
The route of the trip will be developed by Otesha staff as they book the team’s itinerary; however it is left to the team to use local knowledge and detailed maps to develop specific daily directions. When determining directions, team considerations should include: roadway safety, updated weather conditions, construction work, team health and needs. The safety of routes and directions will be carefully considered by staff and by the team, with all attempts made to avoid highways without shoulders. The directions should be discussed at the beginning of every cycling day. All groups of cyclists will carry a map and sidewalk chalk to allow them to leave messages on the road concerning directions to the groups behind them.
If there is a section of shoulder-less highway that cannot be avoided, the team will call local radio stations in advance to ask them to alert motorists to watch for cyclists. 
4. Otesha Staff Tour Support
The tour support coordinators at the Otesha office in Ottawa will serve as a constant contact on the ground. The team will check in with them every two days, and will be made aware of any predicted weather difficulties or other unforeseen circumstances. 

We recognize that while on tour Otesha teams may encounter situations which are difficult to manage effectively without outside help. While there are many avenues of support in communities through which the teams will be traveling, there may be times when there are not community members immediately available.

The on-call phone will ensure that for the duration of the bike tour there is at all times an Otesha staff member whom tour members may contact. Tour support co-ordinators will carry an on-call cell phone, making them available 24 hours a day, seven days a week in case of emergencies.
Office management of the on-call phone

The staff team will arrange a schedule of who is on-call, when. The individual on-call will have the tools with them to be able to support the team through any questions or concerns that the team may have, as well as to respond effectively to any incident which may have occurred.

The individual in possession of the on-call phone will:

· Keep the phone charged at all times

· Remain in an area with cellular service

· Be of sound and sober mind

· Have the On-call Binder in their possession (containing tour itinerary, tour member emergency contact numbers, staff and BOD contact numbers, call log)

Cyclist use of the on-call phone number
Tour members should call the on-call phone outside of office hours, if the following has occurred:

· Any tour member has required a hospital visit for any reason

· Any emergency personnel have been involved with the team due to an incident (police, ambulance, fire)

· An incident has occurred that impacts the safety of the team or a team member, to which the team is unsure how to respond or the team would appreciate support

· The tour will be deviating from the itinerary due to safety concerns. Should the team deviate from the itinerary for other reasons, the office should be notified through the regular office phone line.

In general the on-call phone is for emergency situations, however when in doubt – don’t hesitate to call!

5. Safety Decision Making, Individual and Team Roles
Each individual is responsible for their own safety and will review Otesha’s Safety and Risk Management Plan prior to going on tour. Every cyclist will support safe decisions, will continually consider their own actions critically, and will share lessons learned with other team members while on the road. This is a fundamental building block supporting the entire team in adopting practices and choosing routes which are as safe as possible.  There will be two designated roles to support the team to create a safety-supportive culture; these roles include Personal Health Checkers and the Safety Team. 
Personal Health Checkers: One of the rotating responsibilities during the tour will be the “personal health checkers”. While in this role, individuals will ensure that the team is staying hydrated, taking regular breaks & eating snacks, wearing sunscreen, getting adequate sleep, and is practicing healthy living techniques with respect to group and personal gear.  Personal Health Checkers will be part of a daily or bi-daily debrief with the team so that any health, safety, and logistical concerns can addressed, and lessons learned can be shared amongst the team. 
Safety Team: Two to three tour members who have the most decision making experience will be asked by staff if they would be willing to form a Safety Team. Valuable past experiences for these members may include first aid certification, bike touring experience, and route-specific knowledge. As such, the Tour Co-ordinator/Liaison who planned the tour route from the office is strongly suggested to be a member of this team. The Safety Team will be briefed by staff during training week with respect to their role, how to adopt safe riding practices and safety awareness perspective, as well as reviewing Otesha’s Safety and Risk Management Plan to ensure it is well understood. Together, the team is responsible for bottom-lining important safety decisions, and enhancing the culture of safety as a focus within the team.  
The Safety Team will ensure that a daily or bi-daily safety debrief occurs with the entire team. This debrief is a space for safety concerns to be addressed, and for lessons learned and reminders of best practices to be shared amongst the team.

There may be times on tour when decisions may need to be made which will have an impact on the team’s safety, and it is important to recognize that these types of decisions often require a style of decision making outside of the teams normal decision-making process. For these types of decisions, the Safety Team may step in to make the final decision. 

This may include taking control of decisions which must be made in a short period of time, consulting or ‘bottom lining’ a decision with more time allowance, and vetoing unsafe decisions made by the group. Decisions made will be based on Otesha’s Safety and Risk Management Plan as well as the team’s common sense and consultations made with community members.  

6. Support Vehicle Location (if applicable)

The support vehicle will be in contact with the cyclists through cell phone communication, which will be with the Leads and Sweeps. The car will leave a few hours after the cyclists and check on them once throughout the day as they pass the cycling team. There will be a check-in time each evening and if the Sweeps or any other cyclists have not arrived by that time the support vehicle will go out to search for them. The car will also carry a Safety Book which will have the emergency contact information for each member of the team, any allergies or other important medical information listed, and emergency assistance numbers to reach an ambulance or the police in each area.
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