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Executive Summary

Purpose:  The Human Performance Center (HPC) and The Navy Personnel, Research, Studies & Technology (NPRST/ PERS-14) were tasked to conduct an assessment of the gap between desired and current Operational Risk Management (ORM) performance levels in the Navy and the barriers affecting the performance gap.  This included on-duty and off-duty ORM use.  While the scope of the assessment included measuring performance gaps and barriers, it did not include the identification of interventions to remove the barriers.  Project duration was six weeks, which necessitated limiting the scope of to Aviation, Surface, and Submarine communities for certain analyses.

When assessing individual performance, it is vital to understand the context in which the performance occurs. To do so requires a detailed look at the performance system that encompasses the individual.  This system includes three levels: organizational, process, and individual.  The purpose of examining all three levels of performance is to develop an understanding of current and desired ORM-related performance and inter-related factors that exist among these levels.  In the interest of time, the current study focused on organizational and individual levels of performance and sought to answer:    

Organizational Performance: (1) “What are the gaps between desired and current organizational achievement of action items directed by OPNAVINST 3500.39B?” (2)”What are barriers to this achievement for the TYCOMs related to the project’s scope?”

Individual Performance: (1) “What are the gaps between desired and current levels of ORM knowledge and use for Active Duty Personnel?”(2) “What are their barriers to implementing ORM?”

While this revealed indicators of ORM performance gaps and barriers, subsequent analyses are necessary to study the process level of performance in more detail.  This will enable a review of the relationships among the three levels and frame decisions regarding system-wide changes to improve overall ORM performance.  

Organizational and Individual ORM Performance Gaps 
Organizational ORM performance gaps:  OPNAVINST 3500.39B was selected as a framework for this assessment, as it issues ORM responsibilities across the Navy.  The organizational outcomes [1] considered to most likely have an impact on ORM performance within and for Aviation, Surface, and Submarine communities were selected for review.  Commands responsible for those outcomes were found to have not fully achieved the requirements, or have not done so consistently.  Further, TYCOM implementation was not similar among communities reviewed.
	Self-reported Knowledge
	Self-reported Usage

	· 90-99% reported having heard of ORM, knowing what ORM is, how to use it, and why it should be used

· 16% could identify both the steps and principles
	· 96% use On-duty (64% daily)

· 90% use Off-duty (53% daily)




Individual ORM performance gaps:  The Navy’s goal for the ORM program is for all Navy personnel to know ORM and use it everyday on and off the job.  A NPRST Navy-wide Quick Poll of 2,422 Active Duty Navy personnel was conducted across all pay grades to measure the current achievement of this goal.  The following table presents the findings when the ORM goal is considered to be expressing three separate goals (i.e., ORM knowledge, daily on-duty use, or daily off-duty use).



The finding with regard to identification of steps and principles is an indication of the respondents’ abilities, but not a definitive assessment.  While the majority reported being aware of ORM, they could not identify both the steps and principles.  This finding seems to be similar to those of previous Naval Safety Center findings of ORM “language” not being used by personnel who report knowledge and use.  Further, it suggests that self-reported ORM usage (i.e., application) may need to be interpreted with respect to indications of knowledge found.  
Barriers to and Drivers of Individual and Organizational ORM Performance
Barriers to ORM performance include elements that can impede performance and are the deficient areas in the organization that disallow appropriate performance support drivers to be in place.  Ideal performance drivers need to be in existence within an organization to enable individual behavior.  This part of the study is the first phase of providing insight to the question: “Does the organization produce key drivers needed to enable successful performance?” To answer this, barriers were identified and mapped to six “ideal drivers of performance.”  Below are the results of barrier analyses which were conducted from an organizational command perspective (TYCOM data calls to subordinate Commands) and individual service member perspective (NPRST survey). 

	Performance Drivers
	Organizational Barriers*
	Individual Barriers**

	Data (feedback, expectations, information)
	61% lack of clear policy, procedural guidance, lack of expectations and assessment feedback loops 
	· 11.5% lack of guidance on-duty

·  8% lack of expectations on-duty

· 5.6% off-lack of expectations off-duty

· 16% lack of leadership support

	Resources & Tools (tools, materials, budget, equipment)
	24% availability of training resources/inadequate training quality due to delivery channels (rated as second highest barrier)
	· 19% lack of resources on-duty

· 25% lack of time on-duty
· 15% lack of time off-duty

	Incentives (adequate financial incentives, career development opportunities)
	9% Command Culture and Climate
	· 28% lack of incentives on-duty

· 13% lack of incentives off-duty

·  84% no or not sure if incentives exist

· 49% consequences exist

	Knowledge (training, job aides, coaching)
	TYCOMs did not request information on knowledge barriers from subordinate commands
	· 21% lack of knowledge on-duty

· 9% lack of knowledge off-duty

· 16% on-duty uncertain when to apply

· 10% on-duty uncertain how to apply

	Capability (adaptation, selection, scheduling of performance to match peak capability)
	TYCOMs did not request information on capability from subordinate commands
	Survey did not request information on capability from Navy personnel

	Motives (assessment of people’s motivation, recruitment of people to match realties of situation opportunity for advancements)
	6% inaccurate perception of ORM (“it’s on-duty only,” “it’s administrative,” and performance pressures: mission vs. safety)
	· 25% “Getting things done more quickly is more important” on-duty and 15% off-duty

· 13% ORM is too complicated for time-critical decisions on duty and 8% off-duty.


*Organizational percentages represent the portion of total overall comments that fell in the specific driver category.

**Percentages represent the portion of overall respondents who selected that barrier.  Individuals could respond to more than one barrier, therefore, total percentages >than 100%. 
Overall, the data on barriers suggest that ORM has not been adequately engrained within the Navy's culture.  TYCOMs identified a lack of data and availability of resources as major barriers while personnel identified barriers related to a lack of incentives, motivation, and resources.  Further, the findings indicate a lack of clear policy/guidance and expectations, lack of feedback and assessment processes, unavailability of training resources, and a lack of clear consequences to implement ORM programs and practices.  

Conclusion:  Mandated ORM organizational responsibilities are not being fully achieved.  There is self-report-based indication that the Navy is 84% short of its goal for Sailor knowledge (steps and principles), 47% short for daily off-duty use, and 36% short for daily on-duty use.  Many high-level indications of barriers to individual and organizational performance were found and begin to reveal performance driver deficiencies.  Indications of overlap with previous NSC findings were apparent.  Findings in the present report, when considered alone, do not provide adequate support for the development of specific intervention strategies.  A way ahead, however, is forwarded below.
Recommendations
· Integrate findings with previous work.  Specifically, integrate NSC findings along with the findings in this report to validate identified barriers to performance with ORM knowledge, use, and program implementation.  Further, this will provide support for solutions under development by NSC.

· Further define the current State of ORM through focus groups, review of data, and targeted interviews. Specifically, conduct more detailed investigations in primary performance deficiency themes (policy, training, feedback loops including lessons learned and assessments) and how these variables impact Navy culture.

· Continue strategy to find and remove barriers. 

· Use performance drivers to guide additional in-depth barrier analysis

· A demonstration of a subsequent barrier identification and removal analysis for the knowledge driver (Navy’s ORM training) was conducted in support of this project.  Training directives and curriculum were reviewed to determine if they could be improved to meet the Navy’s ORM training goals. This resulted in 54 recommendations (4 policy-related, 50 related to Instructional Design).  Review and implement these findings. 

· Use exemplars to leverage what works.  

· Identify and model diffusion programs in order to impact values; such as social marketing programs at Center for Disease Control and Prevention, National Center for Health Marketing.

· Determine criteria (from knowledge and usage assessments) to identify and use exemplar commands and best practices for recommendations to remove barriers and instill appropriate drivers. 
· Further investigate initial findings and explore Quick-Poll breakouts by paygroup

· Develop assessments and evaluation tools, and employ regularly, to measure knowledge and use of ORM program elements, change strategy, and program interventions.  

· Develop and execute a Change Management Strategy to determine appropriate channels for policy and implementation delivery. 




































































































�To the extent that the responsibilities lead to an outcomes known to impact performance (e.g., guidance), lack of these organizational outcomes may be serving as barriers to achieving other ORM performance, such as knowledge and use of ORM by the Sailor.
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