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Purpose and Background
This Information Paper details the activities undertaken to create new performance management feedback and assessment tools for supervisory and non-supervisory jobs in the U. S. Navy.  As underscored by CNO Clark in his address to the 4th Annual Navy Workforce Research & Analysis Conference in March 2004, one of the most challenging strategic actions that an organization can undertake is the development of its workforce.  Accurate performance feedback and evaluation are crucial components of any performance management and development process.  The ultimate success or failure of an organization’s strategic human resource planning and development activities resides in the performance management process.
In March 2002, the Performance Vector’s Research Team was appointed by then, Deputy Chief of Naval Personnel, RADM Gerry Hoewing, who assigned Captain Tom Broderick as program manager and LCDR Mark Bourne as the project officer.  Their tasking was aligned with the CNO 2002 Guidance.  It required the rapid development of a web based counseling tool by September 2002, an examination of the current performance appraisal process with recommendations for improvement and, in coordination with Task Force EXCEL’s Five Vector model, define and design a method to rank Sailors across the five vectors as a possible way of delivering an advancement system that could eliminate the need for advancement exams; all following the four quadrant Human Performance Systems Model (HPSM).  Such an undertaking required strict adherence to Federally mandated Uniform Guidelines on Employee Selection Procedures, 1978, Enclosure 1.  Thus, a rigorous, scientifically defensible approach was devised.  In sum, the following steps were required:  1) identify a procedure for capturing Fleet performance requirements for both non-supervisory and supervisory jobs; 2) devise a method that could serve as an effective performance feedback and development web accessible tool used by supervisors to counsel, advise, motivate, develop and evaluate their subordinates and ensure that these products ultimately were incorporated into the Enterprise Human Resource Management Software (EHRMS, i.e., PeopleSoft); 3) conduct an assessment of the viability of the Human System Interface (HSI) between the human and technical components of the newly designed system, and 4) develop an advancement/promotion algorithm that ranks Sailors in their respective peer group using measures of performance derived from the Five Vector Model (5VM).  The remainder of this paper describes the activities associated with each of the foregoing steps.



Step 1:  Capturing Fleet Performance Requirements
A method previously employed by the Department of Labor to develop relevant performance dimensions for all non-management jobs in the U.S. economy was adopted, followed and reported out, Enclosure 2.  This method combined the extensive use of Fleet-based focus groups (E-1 through O-6) and Human Performance Subject Matter Experts (Personnel Decisions Research Institutes Inc, PDRI) to derive performance standards associated with non-supervisory and supervisory jobs.  Initially, these standards were incorporated onto the persnet web side under the Human Performance Manual with PeopleSoft look alike forms, demonstrated to the CNO during the September 2002 Task Force EXCEL Board of Advisors meeting, beta tested through the Fall 2002, and made available to the Fleet for use in January 2003.  Ultimately, the persnet web site was migrated onto the Navy Knowledge Online website under a newly designed Performance Vector Tab in August 2003.  Based on validation activities conducted to date, these behaviorally anchored performance standards are highly relevant across different Navy occupations, designators, and paygrades.

Step 2:  Creation of a Performance Feedback and Development Tool and Process
The current method used to counsel and develop Sailors was designed to be compatible with NAVFIT 98’s trait-based approach to performance evaluation.  Since the inception of the “mid-term counseling” approach to subordinate counseling and development, anecdotal evidence suggests that widespread use of any counseling method simply was not occurring in the Fleet, at least not on a systematic, widespread basis.  Given the covenant obligation described by       CNO Clark between naval leaders and Sailors, the design of a different approach to performance feedback and development seemed warranted, especially an approach that held supervisors accountable to this important task.

Having determined the Fleet behavioral performance standards, a new approach to counseling using these standards was devised.  The new Human Performance Feedback and Development (HPFD) method, described in this paper, requires a shift from the current techniques to a Sailor-centric partnership between Sailors (defined at this time as all active and reserve service members from E-1 through O-6) and their supervisors.  It relies heavily on Sailors’ self-assessing their abilities, performance and capacity for personal and professional growth as displayed on their 5 Vector Model.  The draft instruction, Enclosure 3, was reintroduced into the approval chain of command as an OPNAVINST per the concurrence of DCNP and Task Force Warrior Commander in April 2004.  This draft along with the related scientific research and data elements associated with the CNO tasking may be found on the NKO web site under the Performance Vector Tab.  As currently scheduled, HPFD will replace the NAVFIT 98 “mid-term counseling” requirements in July 2004, Enclosure 4.  Briefly, the process, which is described more fully in the draft instruction, is summarized in the following paragraphs.

An initial developmental review session should be conducted within 30 days of a Sailor’s assignment to a command and his/her supervisor.  This review session is intended to be "informal" in nature and should be an introductory discussion about specific performance requirements, the Sailor’s 5VM progress, and command performance expectations.  Subsequent review sessions, in the first year, should be conducted at the 3 and 9-month intervals to allow Sailors and their supervisors to focus on the Knowledge, Skills, Abilities, Tools, and Resources (KSATRs) and behaviors that lead to performance success.  Review sessions conducted at the 30-day, 3- and 9-month intervals should be “informal” in nature and as such do not require formal documentation.  At the 6-month interval a formal review session is designed to replace the current NAVFIT 98 “mid-term counseling” requirement and shall be documented using the forms available in the EHRMS.  
Following the first year, HPFD review sessions should be conducted at 6-month intervals at a minimum.  
At the conclusion of the 12-month developmental HPFD cycle, a 12-month, summary, and graded evaluation would be conducted that would stand in lieu of the NAVFIT 98 FitRep/Eval.  Such an evaluation has been developed using the COTS PeopleSoft 8.8 e-Performance product, is multi-rated in nature and is currently in beta testing.  Additionally, the Performance Vector was asked to build similar multi-rated e-performance appraisals for Flag Officers, incorporating the performance standards defined by the Performance Vector’s Research Team and the workflow processes outlined by Flag Matters.  These appraisals were demonstrated to Flag Matters in May 2004 and are currently undergoing update as a result of their feedback.
The HPFD method was tested using the Theodore Roosevelt Battle Group and Saipan Amphibious Readiness Group, Navy Personnel Command and the Naval Aviation Technical Training Command utilizing the initial web based tool during the Fall 2002.  With the migration of the forms into the EHRMS, a subsequent set of testing occurred at Navy Personnel Command, Reserve Forces Command, Commander, Naval Aviation Training, and the USS Lake Erie.  A statement of work was issued and CIBER, Inc. was awarded to support the introductory training associated with this migration.  Findings from these experiences are provided in Enclosure 5.  
Examples of the EHRMS Supervisory and Non-supervisory HPFD pages are provided in Enclosure 6.


Step 3:  Assessment of Human System Interface
The purpose of the scientific research described in this section is to determine the viability of the available technology, identify relevant issues, and develop recommendations as they relate to human performance use, measurement and management of the Navy’s EHRMS.  As part of the HPSM quadrant four, the e-performance application’s tools and methods are being tested so as to enhance the overall success of the e-performance efforts by utilizing research data gained through focus groups/workshops and quantitative assessment tools and analysis.

The effectiveness, or “usability,” of different screen layouts, item structures, and on-screen tools (e.g., help screens, informational messaging) for the Navy’s web-based HPFD will be tested.  The usability testing of the Web-based HPFD will be designed to uncover problems that respondents face when attempting to navigate the web based performance management tool.  This will result in a “Summary of Findings” technical report.  Improvements to the system will be incorporated in the NSIPS scheduled upgrades during the Fall 2004.  Research Triangle Institute (RTI) was awarded the contract and testing begins in June 2004.  Testing is scheduled to be completed by September 2004.  The statement of work is provided in Enclosure 7.  








Step 4:  Development of an Advancement/Promotion Algorithm

As part of the Revolution in Training’s 5VM, each Vector is required to determine how to display a Sailor’s current standing against defined performance standards as a Vector Quotient.  As a follow on to the e-performance development and assessment model, CNP and NETC co-funded the Performance Vector’s scientific research study to determine the weights of each vector at every career stage, Recruit, Apprentice, Journeyman and Master for the officer and enlisted communities, Enclosure 8.  These weights would be applied against the Vector Quotients in an algorithmic equation in order to provide Sailors and their supervisors with an understanding as to how the Sailor compares to his/her peer group.  The Performance vector has incorporated this algorithm in the EHRMS.
The Performance Vector’s Vector Quotient is known as the Human Capital Index (HCI) and is derived from the EHRMS.  Using legacy NAVFIT 98 trait scores from a Sailor’s “regular” fitness reports or evaluations during the previous five years, a standardized and normalized percentile score is determined, first against the Sailor’s multiple reporting seniors summary groupings during the period.  Subsequently, the same information is then compared against the Sailor’s occupational peer group against all reporting seniors for the peer group within the enterprise.  It is this occupational summary grouping that nets the HCI percentile.  This information along with the Sailor’s most recent promotion recommendation will be displayed on their personal 5VM’s Performance Vector.  The Performance Vector has made this information available to all Sailors (E5 and above) through the EHRMS’ Performance Statistics page and currently is being pushed to the 57 ratings with 5VMs via an integrated web services call when a Sailor clicks on his/her personal 5VM.
Once the other vectors determine their performance metrics, decide which will be utilized in computing the vector quotient and provide that information to the Performance Vector, an expanded algorithm which applies the weightings from the promotion algorithm scientific research study across all vectors will compute a Sailor’s Human Capital Integrated Metric (HCIM) percentile.  Using percentile computations has been a long and trusted method used within the educational fields to include Navy Education Training and Professional Development Center (NETPDC) in computing the final multiple and advancement exam results.  From the HCIM, Navy will be able to assess its workforce more richly than ever before.  Additionally, supervisors will be able to coach and mentor their subordinates within those areas of weakness as compared to the Sailor’s entire occupation.  The Performance Vector Research Team has built these algorithms in the EHRMS.  The Performance Vector’s HCI is the only vector quotient available at this time.  Examples of the different percentile groupings and metrics are provided in Enclosure 9.  The ultimate goal will be to allow the Sailor to drill all the way to the individual performance appraisal in EMPRS/EHRMS.
Additionally, in concert with the development of an algorithmic equation to rank Sailors against their peers on a 5VM, the Performance Vector Research Team has engaged the FY-05 statutory promotion board membership in a survey analysis of those data elements essential to any future visualization enhancements to the current board process.  This data will be analyzed this summer in order to develop the future promotion/administrative board report criteria that will come from the EHRMS and be associated with any visualization of the 5VM as part of the board selection process.
Recommendation
None, informational update.



















