THE DEVELOPMENT OF PERFORMANCE
MANAGEMENT SYSTEMS AND FEEDBACK TOOLS
FOR SUPERVISORY AND NON-SUPERVISORY
JOBS IN THE U. S. NAVY

Technical Report No. 415

Prepared by: Jerry W. Hedge, Walter C. Borman,
Kenneth T. Bruskiewicz, and Mark J. Bourne

October 31, 2002

Personnel Decisions Research Institutes, Inc.
43 Main Street SE, Suite 405
Minneapolis, Minnesota 55414
® Phone: (612) 331-3680
® www.pdri.com

© Copyright 2002 Personnel Decisions Research Institutes, Inc. All Rights Reserved



Form Approved

Report Documentation Page OMB No. 0704-0188

Public reporting burden for the collection of information is estimated to average 1 hour per response, including the time for reviewing instructions, searching existing data sources, gathering and
maintaining the data needed, and completing and reviewing the collection of information. Send comments regarding this burden estimate or any other aspect of this collection of information,
including suggestions for reducing this burden, to Washington Headquarters Services, Directorate for Information Operations and Reports, 1215 Jefferson Davis Highway, Suite 1204, Arlington
VA 22202-4302. Respondents should be aware that notwithstanding any other provision of law, no person shall be subject to a penalty for failing to comply with a collection of information if it
does not display a currently valid OMB control number.

1. REPORT DATE 3. DATES COVERED
31 OCT 2002 2. REPORT TYPE 00-00-2002 to 00-00-2002
4. TITLE AND SUBTITLE 5a. CONTRACT NUMBER

The Development of Performance M anagement Systems and Feedback £b. GRANT NUMBER

Toolsfor Supervisory and Non-Supervisory Jobsin the U.S. Navy
5c. PROGRAM ELEMENT NUMBER

6. AUTHOR(S) 5d. PROJECT NUMBER

5e. TASK NUMBER

5f. WORK UNIT NUMBER

7. PERFORMING ORGANIZATION NAME(S) AND ADDRESS(ES) 8. PERFORMING ORGANIZATION
Per sonnel Decisions Resear ch I nstitutes, Inc.,43 Main Street SE, Suite REPORT NUMBER
405,Minneapolis,M N,55414

9. SPONSORING/MONITORING AGENCY NAME(S) AND ADDRESS(ES) 10. SPONSOR/MONITOR’'S ACRONYM(S)
11. SPONSOR/MONITOR’ S REPORT
NUMBER(S)

12. DISTRIBUTION/AVAILABILITY STATEMENT

Approved for public release; distribution unlimited

13. SUPPLEMENTARY NOTES

14. ABSTRACT

15. SUBJECT TERMS

16. SECURITY CLASSIFICATION OF: 17. LIMITATION OF 18. NUMBER 19a. NAME OF

ABSTRACT OF PAGES RESPONSIBLE PERSON
a REPORT b. ABSTRACT c. THISPAGE Sa_me as 120
unclassified unclassified unclassified Report (SAR)

Standard Form 298 (Rev. 8-98)
Prescribed by ANSI Std Z39-18






Table of Contents

INEFOAUCTION ... 1
BaCKGIOUNG ...ttt e e st e e s aae e e e e antaae e 1
(0] 0] [=T0x £ 1= SRR PRSPPI 2
AAPPIOBCK ...t 2

Defining the Performance DOMAIN ............ccceiiiiiiiiieiiiie e 3
Developing a Behavior-based Performance Management System.................. 3
Developing Performance Feedback TOOIS............cooviiiiiiiiiiiiiiiccecee e 4

Defining the Performance Domain for Non-supervisory Jobs.............c..c.c....... 5
Performance Behavior GENEration..............ccocveeiiiiiiiiiieiiiie e 5
Sorting of Performance BENAVIOIS...........c.uuiiiiiiiiieie e 6
Pooling of Behaviors and Principal Components Analysis............cccceeiiveinnnen. 6

Deve loping a Performance Management System for Non-supervisory Jobs......9
Critical INCIdeNnt GENEratiON.............cciviiiiiiii et 9
ANCNOr RETFrANSIATION .......vviiiiiiiiiie e 10

Defining the Performance Domain for Supervisory JObS ............cccoccvveeiiiinenennn 15
Performance Behavior GENEration..............ccoccueeiivieiiiieiiieenie e 15
Sorting of Performance BEhaViors...........ccc.oociiiiiic i 16
Pooling of Behaviors and Principal Components Analysis............ccccccevviineeenns 16

Developing a Performance Management System for Supervisory Jobs............ 19
Critical INCIdeNnt GENEIatION............c.oeiiiiiiiiiie e 19
ANCNOr RELraNSIAtION ........ooiiiiiiiiii e 20

Developing Performance Feedback Tools for Non-supervisory and

SUPEIVISOIY JODS.....iiiiie e 26
Performance Feedback FOIMS............coiiiiiiiiiiii et 26
The Performance Feedback and Development Protocol...............ccccceeivvvneennne, 27

ConcludiNg REMAIKS .......ovviiiiiii e 30

RETEIEINCES ... .t e e e st e e et e e e e rraee e 32



Appendix A Navy Enhanced Dimension Relevance Survey for Non-

SUPEIVISONY JODS. ..o 33
Appendix B Non-supervisory Workshop Demographics............ccccccveviiieennnens 45
Appendix C Non-supervisory Principal Components Analysis...........c.......... 53
Appendix D Supervisory Workshop Demographics...........ccccceeiiiiiieiiiiineene, 67
Appendix E Supervisory Principal Components Analysis...........ccccccevivnnnnnn. 75

Appendix F Non-supervisory Performance Feedback and Development
Categories and Performance TargetS..........ccccovuveiiieniiieniiee e 89

Appendix G Supervisory Performance Feedback and Development
Categories And Performance TargetS.........ccceeovvveeeeiiiiee e 97

Appendix H “Best Practices” Guidance for Conducting the Performance

Feedback and Development SESSION...........couiiiiiieiiiiiie e 109
List of Tables

Table 1 Navy Non-supervisory Performance Categories and Definitions............. 8

Table 2 Final Rating Scales for NoNn-SUpervisory JODS............cccovveeiiieiiiiiesiinene 11

Table 3 Navy Supervisory Performance Categories and Definitions................... 17

Table 4 Final Rating Scales for Supervisory Jobs............cccccviiiiiiee, 22



Introduction

The aim of virtually every organization is a productive workforce. One of the
most challenging strategic actions, therefore, is the development of employees
during their tenure with the organization. Accurate evaluation and performance
feedback are crucial components of any performance management and
development process. This report highlights the activities undertaken to create
new performance management systems, and performance feedback and
development tools for supervisory and non-supervisory jobs in the United States

Navy.

Background

In October of 2000, an “Executive Review of Navy Training” was chartered by
the Chief of Naval Operations (CNO) to examine the current state of training in
the Navy, to report on their findings, and to recommend actions that would lead
to a ‘revolution in training.” One result of this executive review was the
formation of a Task Force for Excellence through Commitment to Education and
Learning (EXCEL). Task Force EXCEL’s goal is to revolutionize and revitalize
Navy training to provide Sailors the opportunity to succeed and prosper in their
professional and personal lives. At the heart of this initiative is what is known as
“The Sailor Continuum.” The Sailor Continuum is the foundation around which
the Navy will identify the knowledge, skills, and abilities (KSAs) that Sailors
need to possess to be successful. As such, it is the vehicle that will drive all
training, education, and proficiency requirements for every Enlisted rate and
Officer community.

The Sailor Continuum incorporates five distinct areas, also called “vectors™:
professional development, personal development, leadership, certifications and
qualifications, and job performance. The Professional Development “vector”
addresses Enlisted rating and Officer community training. Personal Development
involves such areas as general military training (GMT) and financial planning
and management, as well as college-level courses that allow Sailors to complete
degree programs. The Leadership vector focuses on providing Sailors with the
tools and critical thinking skills they will need as leaders. Certifications and
Qualifications focuses on unit-level requirements and related industry
certifications that are directly tied to job proficiencies. The Performance vector
takes into account all developmental issues, and assesses Sailors’ overall abilities.



Once established, the Sailor Continuum will provide clearly defined career paths
and milestones, giving Sailors the tools and opportunities they need to grow
professionally and personally. For each Navy occupational field a continuum
will be created, allowing Sailors to see exactly what skills and abilities they must
possess, and the corresponding training available at any point in their career.
Thus, Task Force EXCEL identifies new ways the Navy can train, grow, place,
and utilize personnel that maximizes their ability to accomplish the Navy
mission and makes for a more productive and satisfying workplace. The work
described in this report falls within the Performance Vector.

Objectives

The primary objective of this research and development effort undertaken for the
Navy, under the auspices of the Navy Personnel Command, Bureau of Naval
Personnel, was to develop performance management systems for Navy
supervisory and non-supervisory jobs. In addition, a performance feedback and
development tool was needed to support the management system that would
provide supervisors with a mechanism for offering performance feedback, and
provide management with a process for offering long-term career development
opportunities. It was also critical that these tools be developed and implemented
in a timely fashion so that they could provide an important foundation to
support the Navy’s long-term commitment to education and learning. Finally, it
was deemed essential that the project adopt as a fundamental tenet, Fleet
involvement in all phases of the development process.

Approach

In order to meet these objectives, several critical issues needed to be addressed.
First, a procedure had to be identified for capturing the important components of
the performance domains for both non-supervisory and supervisory jobs in the
Navy in such a way that a single set of dimensions would be relevant for
measuring performance in all non-supervisory ratings, and similarly, a single set
of dimensions would be relevant for all supervisory jobs.

Second, after these two sets of performance dimensions had been identified and
confirmed by subject matter experts (SMEs) as providing comprehensive
coverage of the relevant performance domains, an important next step was
translation of these performance dimensions into behavior-based tools. The
rationale here was to develop a system that could be used by supervisors to
evaluate the performance of personnel under their command, regardless of their
occupation or duty assignment, and that would be seen by supervisors and
managers as relevant and useful for evaluating performance. Third, in addition
to evaluation of employee performance, it was important to produce a system to
help supervisors provide feedback to and develop both Enlisted and Officers.



Thus, some system (or systems) must result from this process that would serve
both an administrative and feedback purpose.

Defining the Performance Domain

An important first step in developing a framework for coverage of the
performance domain for non-supervisory and supervisory jobs in the Navy was
to identify all of the behaviors that characterize these domains, and determine
how they are related. Subsequently, it was necessary to reduce the universe of
dimensions to a manageable number that would still represent the entire
performance domain.

The process chosen was one that was recommended by Borman and Brush
(1993), in their examination of managerial performance taxonomies.
Subsequently, Borman, Ackerman, and Kubisiak (1994), in a large-scale study
with the Department of Labor, applied this three-stage process. The first stage
relied on subject matter experts (SMESs) to generate performance behaviors that
were believed to capture the performance domain in question. The second stage
required that a second group of SMEs categorize all these behaviors and
definitions into clusters based on content similarity. The final stage relied on data
analytic techniques to compare and pool the category solutions generated in
Stage Two, and then provide a final performance category solution by means of
principal components analysis. This process led to a final definition of the
performance domain, which consisted of 10 performance categories covering all
non-managerial jobs in the U. S. economy.

Developing a Behavior-based Performance Management System

After the performance domains for both non-supervisory and supervisory Navy
jobs had been defined, the next step was to transform the performance categories
that covered each domain into a set of performance management tools. While a
variety of approaches were possible, we felt it was important to produce a
behavior-based system so that supervisors using the system could base both their
evaluation and their feedback on concrete behaviors. Consequently, we chose to
adopt the critical incident methodology. Originally developed by Flanagan
(1954), the critical incident technique is a method for obtaining specific, behav-
iorally focused descriptions of work or other activities.

A good critical incident has four characteristics: it is specific, focuses on
observable behaviors exhibited on the job, describes the context in which the
behavior occurred, and indicates the consequences of the behavior. Thus, a good
critical incident describes actual behavior in a specific situation with no mention
of traits and no judgmental inferences. Critical incident data are collected by
asking subject matter experts (SMEs) to recall examples of particularly effective
or ineffective job behaviors they have witnessed or performed. Then, the critical



incidents are “retranslated” to confirm the distinctiveness of performance
categories identified previously.

Developing Performance Feedback Tools

The final objective of this project was to develop a performance feedback and
employee development system. There were two components to this system,
rating forms that could be used, especially to prepare for the
feedback/development session, and a protocol that supervisors could use to
guide them in conducting the session. For the non-supervisory and supervisory
rating format, the performance categories and behavior-based performance
statements served as the starting point, and then a number of more detailed
performance themes were added for each performance category. These themes
were included as a means of providing feedback targets for each performance
category.

For this protocol, a performance management system developed and refined
over the past 15 years at PDRI was used as a starting point. The system was then
refined further to be maximally relevant for the Navy context. In the sections that
follow, more detail is provided on the steps involved in developing the rating
formats and designing the feedback and employee development system.



Defining the Performance Domain for
Non-supervisory Jobs

A series of workshops were conducted at several Naval installations within the
continental United States to define the performance domain for non-supervisory
jobs. These workshops were intended to identify a comprehensive set of
performance-related behaviors relevant to all Navy non-supervisory ratings, and
reduce this list of behaviors to a manageable dimension set summarizing all of
the behaviors.

Performance Behavior Generation

The starting point for developing the performance behaviors was a set of
behaviors generated on a project conducted previously for the Department of
Labor (Borman et al., 1994). The purpose of that project was to develop a generic
performance management system that could be used by supervisors to make for-
research-only ratings for test validation research conducted by the Department of
Labor. One step in that project was the generation of a set of 105 performance
behaviors gathered from supervisors of a wide variety of non-management jobs.
The notion was that these behaviors might also be relevant to non-supervisory
jobs in the Navy.

Accordingly, this set of performance behaviors and their definitions was used in
two workshops held in Millington, TN with Navy senior Enlisted personnel.
Workshop participants were asked to rate the relevance of each performance
behavior (1 = not relevant; 2 = relevant for some; 3 = relevant for most) for non-
supervisory ratings in the Navy. They were also asked to provide
recommendations for behaviors that should be added, deleted, or revised in
some way. A copy of this relevance survey can be found in Appendix A.

The workshop participants generally evaluated the behaviors as very relevant for
Navy non-supervisory personnel. The main changes they made to the list
involved substituting Navy nomenclature where it was warranted. The groups
also eliminated a total of 5 behaviors they felt were not very relevant. Thus, 100
performance behaviors, each with a label and a definition emerged from these
workshops.



Sorting of Performance Behaviors

The next stage in defining the performance domain involved reducing the total
set of behaviors to a smaller but representative set of performance categories.
This was accomplished by using a sorting task that asked SMEs, working
independently, to sort the 100 behaviors into categories according to similarity in
content.

The card sorting workshops were conducted at Naval Station San Diego, CA and
Naval Station Norfolk, VA. Fifty-two Sailors participated in the card sorting
workshops, 27 from San Diego and 25 from Norfolk. Data from three Sailors
were dropped from the analysis due to quality concerns, leaving 49 Sailors in the
card sort sample. Over 57% of participants were white, 25% were black, and 14%
were Hispanic. Sixty-seven percent were male. Participants, on average, had
been on active duty almost 10 years, and in a supervisory role for nearly 6 years.
The majority of participants (65.3%) had at least some college. Slightly over half
of the participants were engaged in shore-based activities (53%), with the
remaining participating in aviation, surface force, or submarine force activities.
Additional detail regarding the demographics of participants from all of the non-
supervisory workshops can be found in Appendix B.

Participants were instructed to sort the behaviors appearing on 3 x 5 cards
according to their similarity in content. Essentially, participants were encouraged
to use the cards to derive their own ideal performance measurement system for
Navy non-supervisory jobs. During each workshop, participants were also asked
to complete a background information form.

After sorting all of the performance behaviors into summary categories,
participants were instructed to provide a label and a definition. Participants were
encouraged to try to place all of the behaviors into a defined category, but were
also allowed to place them in a “miscellaneous” or “does not fit” category if
necessary.

Pooling of Behaviors and Principal Components Analysis

The final stage in defining the performance domain involved collecting and
comparing participants’ solutions. Specifically, for each pair of performance
behaviors, the proportion of participants who sorted both behaviors into the
same category was computed via a Fortran program. This was followed by also
computing an indirect similarity index, which indicated for any behavior pair the
degree of correspondence between each of these two behaviors’ patterns of
similarity with all the other behaviors. When one behavior’s patterns of
similarities with other behaviors corresponds closely to a second behavior’s
pattern of similarities with these same other behaviors, then the indirect
similarity correlation between these two is high. When this correspondence
between the two performance behaviors’ similarities with the other behaviors is



lower, then the indirect similarity correlation is lower. In this way, the judgments
of all participants were captured and pooled.

These two steps produced a similarity correlation matrix, consisting of
correlations between each pair of performance behaviors, which was then
submitted to a principal components analysis (PCA) with orthogonal rotation of
components to a varimax solution. Component solutions, ranging between 5 and
15, were analyzed and interpreted. Results from the PCA suggested that the 10-
component solution was the most interpretable. The criteria for assigning a
behavior to a component was a loading of approximately .50 or greater on that
component and near zero loadings on the remaining components. The
component loadings for the 10-component solution are presented in Appendix C.

The ten performance categories that resulted from the PCA were reviewed, labels
were developed, and definitions were written to clearly describe and
differentiate the categories. These 10 performance categories and their definitions
are presented in Table 1.



Table 1

Navy Non-supervisory Performance Categories and Definitions

Performance Category

Definition

Cooperation

Interacts with others in a cooperative manner; resolves differences
with others with minimal conflict; provides and accepts constructive
criticism; uses sensitivity in dealing with persons from diverse
backgrounds.

Task Proficiency

Performs work accurately and proficiently; attends well to details;
effectively and efficiently uses resources to complete tasks; prioritizes
tasks and completes them within deadlines; makes efficient use of
time; maintains a stable and consistent level of work

Adaptability/Flexibility

Quickly adapts and changes priorities when needed; remains calm
and focused in changing or stressful situations; effectively manages
multiple tasks; effectively overcomes problems without demonstrating
frustration or anxiety.

Initiative and Self Development

Suggests effective new approaches to improve processes/systems;
takes on additional duties and responsibilities; requires very little
supervision; learns new skills valuable for selfdevelopment.

Knowledge and Support of Unit/Command
Objectives

Maintains knowledge of the unit’s function and operations, and
procedures/processes important for unit and Command success;
understands problems/issues from Command and larger Navy
perspectives; is knowledgeable and supportive of unit/Command
initiatives.

Problem Solving and Decision Making

Consistently able to identify errors and spot discrepancies;
recognizes and defines problems, and analyzes potential solutions;
weighs positives and negatives of a situation and decides on a course
of action; presents anticipated problems and possible solutions to
appropriate chain of command.

Integrity/Honesty

Demonstrates integrity in day-to-day behavior; adheres to rules and
regulations; keeps sensitive information confidential; behaves in a
professional manner at all times; maintains proper military
appearance and demeanor; understands and accepts consequences
of own actions.

Work Ethic

Works hard including working long hours, when appropriate; keeps
others informed if work cannot be completed on time or if there are
errors or problems; reliably completes work in a timely fashion.

Communicating Effectively

Communicates clearly and effectively with others, in both verbal and
written form; checks for understanding among listeners; understands
written instructions, procedures, and policies; demonstrates active
listening skills; asks questions to clarify and ensure understanding.

Seeking Guidance and Information

Actively gathers information or guidance from supervisor, coworkers,
or other resources; knows when and how to seek guidance, and from
whom; seeks clarification when needed, and at the appropriate time.




Developing a Performance Management System
for Non-supervisory Jobs

In order to develop rating scales for non-supervisory jobs, another series of
workshops were conducted at Naval installations throughout the U. S. These
workshops were intended to: 1) develop behavioral anchors for the 10
dimensions to provide detailed behavioral definitions for each dimension; and 2)
retranslate the behavioral anchors to provide information about the clarity of the
category system and the behavioral statements.

Critical Incident Generation

Having defined the performance domain, the next stage in this process involved
designing a performance management system based on these 10 categories of
performance. The first step was to collect a large number of critical incidents
from U.S. Navy personnel. This task involved asking experienced Enlisted
personnel to describe examples of performance that reflected the 10 categories
described in Table 1.

The critical incident generation workshop for non-supervisory jobs was
conducted at Naval Support Activity Mid South in Millington, TN. The 26
participants averaged nearly 12 years of active duty service, had spent almost 2
years in their current command, and worked in a supervisory capacity for over 4
years. The majority were either white (46%) or Black (46%), and almost 54% were
male. Most had attended at least some college, and all were assigned to shore-
based activities.

When writing critical incidents or performance examples, participants were
asked to describe the circumstances leading up to the performance example,
what the individual did (or did not do) that made the example effective,
ineffective, or average in performance, and finally what happened as a result of
the individual’s actions. They were also instructed to indicate which
performance category the example represents and its effectiveness level (high,
mid-range, or low).

Workshop participants produced 216 total critical incidents. On average, they
each wrote 8.3 critical incidents. The critical incidents were reviewed by project
personnel for clarity and edited to a common format. In addition, a number of
workshop participants suggested that Seeking Guidance and Information was a
relatively narrowly defined category, and somewhat overlapping with the
Communicating Effectively category. Upon further review, this perspective was



verified, and it was further determined that items tapping this dimension could
be logically included with Communicating Effectively. Thus, Seeking Guidance and
Information was dropped and concepts represented by that dimension were
measured via Communicating Effectively.

The critical incidents that had been generated in the workshop provided an
average of 24 critical incidents per performance category, covering the range of
performance effectiveness. Adopting an approach developed by Borman (1979),
the critical incidents were content analyzed within each performance category,
and behavior summary statements were written that reflected the important
themes for that category at the high, mid-range, and low effectiveness levels.
These summary statements, then, became the behavioral anchors for the scales.

Anchor Retranslation

A critical next step was to verify that these 27 behavioral summary statements
written to anchor the three performance effectiveness levels for each of the 9
performance categories represented the behaviors associated with the intended
performance category and effectiveness level. This was accomplished by means
of an anchor retranslation process.

The anchor retranslation workshop was conducted with 11 Sailors at Naval
Station Mayport, FL. Participants averaged almost 14 years of active duty service
in the Navy, and had over 6 years of supervisory experience. Sixty-four percent
of the participants were Black and 36% were White. All of the participants were
male and most had attended at least some college. Seventy-three percent of the
group was assigned to shore-based activities and the remaining group members
were assigned to either aviation or surface force activities.

Participants were asked to read through each of the 27 summary statements,
place them into a relevant performance category, and then rate the effectiveness
of the behaviors described in each performance summary statement as high,
mid-range, or low effectiveness. Overall, there was a high level of agreement of
raters in terms of placement of anchors in categories and effectiveness levels.
Performance statements were sorted into the intended category and effectiveness
level 97.4 percent of the time. As a result of this retranslation process, the
wording for two anchors within one performance category was revised slightly
to help distinguish more clearly between effectiveness levels. The final set of
rating scales for non-supervisory jobs is presented in Table 2.
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Table 2

Final Rating Scales for Non-supervisory Jobs

Effectiveness
Dimension High Mid-range Low
Cooperation/Working Works very smoothly and cooperatively with Works reasonably well with supervisors and Has trouble working and interacting with

Well with Others

both supervisors and coworkers; is an
excellent team player; avoids unnecessary
conflict and works well with all types of people;
willingly accepts suggestions and guidance
from others without being defensive.

coworkers; for the most part, is a good team
player, but works better with some types of
people than others; is generally receptive to
constructive suggestions from others, but may
become somewhat defensive when criticized.

supervisors and/or coworkers; may upset
coworkers with unnecessary arguments, show
disrespect toward supervisors, etc.; may
complain inappropriately about work or about
others, resulting in unnecessary conflict.

Task Proficiency and
Productivity

Always completes tasks accurately and on
time; is very good at prioritizing and organizing
own work, resulting in highly efficient use of
time; consistently produces high quality work
and products; very effectively handles even
difficult tasks and assignments.

Completes most tasks competently, and
usually meets deadlines; effectively prioritizes
and organizes own work most of the time, but
may waste time on some tasks; produces
reasonably sound work products, but tends to
make errors or mistakes on, especially, difficult
tasks/assignments.

Often completes tasks inaccurately or fails to
meet deadlines; is disorganized in handling
assignments, resulting in significant
inefficiencies and wasted time; makes many
errors or mistakes on tasks or assignments.

Adaptability/
Flexibility

Very effectively adapts to changes in the work
environment, changes in assignments or
priorities, changes related to last minute
requests, etc.; responds well and reacts
constructively to stress, setbacks, or
frustrations related to change; is highly
effective at changing approaches or “switching
gears” when requirements shift; is very adept
at handling multiple tasks, if necessary.

Is reasonably flexible in adapting to changes
related to the job or work environment;
responds well in most stressful job-related
situations, but may complain, show frustration,
or otherwise react poorly in some situations;
for the most part, can change approaches or
switch priorities when requirements change;
handles multiple tasks when required to do so,
but prefers working on one task at a time.

Has considerable trouble adapting to any
organizational change; complains, shows
frustration, or becomes inflexible when the job
or work environment is stressful; tends to get
“locked in” on a single approach to handling a
task or assignment, even when a different
approach might be more effective; strongly
prefers working on one task at a time.
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Table 2 (continued)

Dimension

Effectiveness

High

Mid-range

Low

Initiative and Self
Development

Consistently takes on additional duties and
responsibilities without being asked; works
very well with little or no supervision; seeks out
opportunities to learn new skills for self
development; often suggests new ways of
accomplishing tasks, improving the work
environment, etc.

Will take on new tasks, when asked, but does
not actively look for additional responsibilities;
generally works well without supervision, but
must be reminded of duties from time to time;
shows some interest in learning new skills;
occasionally finds new ways of improving
processes or systems.

Shows little or no interest in taking on
new/additional job assignments; requires
considerable supervision to complete tasks;
may resist or avoid learning new skills; does
not look for ways to make improvements or
new ways to accomplish tasks.

Knowledge and Support
of Unit/Command
Objectives

Demonstrates understanding of and actively
maintains knowledge of unit's function and
operations; understands unit
procedures/processes and how they are
important for unit and Command success; is
able to frame problems and issues in terms
relevant to Command and larger Navy
perspectives; is knowledgeable and supportive
of unit/Command initiatives.

Possesses knowledge of own unit's function,
operations, and procedures/processes, but
does not always fully understand how they
relate to overall Command success; for the
most part, is able to frame problems and
issues in terms relevant to larger perspectives;
usually is supportive of Navy initiatives.

Possesses little or no knowledge of the unit’s
function, operations, or procedures/processes;
is unable to understand how the unit's mission
relates to the mission of the Command and the
Navy; has little understanding of how problems
and issues impact the Command and larger
Navy perspectives, and consequently tends to
be less than supportive of Navy initiatives.

Problem Solving and
Decision Making

Quickly recognizes and defines problems, and
analyzes potential solutions; efficiently weighs
the pros and cons of potential solutions to
problems and is highly effective at choosing
appropriate courses of action; presents
anticipated problems and potential solutions to
appropriate personnel.

Is able to recognize and define most problems,
but sometimes has difficulty with unusual or
unanticipated problems; can identify the pros
and cons of potential solutions to problems,
but may not always choose the most effective
course of action.

Is unable to recognize and define many
problems; has difficulty identifying the
positives and negatives of potential solutions
to problems, and thus may choose an
inappropriate course of action; frequently fails
to inform affected parties of problems,
resulting in the need to correct errors at the
last minute.
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Table 2 (continued)

Effectiveness

Dimension High Mid-range Low

Integrity/Honesty Demonstrates integrity, honesty and openness | Exhibits integrity and honesty in the vast Has a tendency to act irresponsibly or be
in all work-related situations; always conducts | majority of situations; usually conducts oneself | dishonest in certain situations; for example,
oneself in a professional manner by exhibiting | in a professional manner, including display of may use inappropriate language or even lie
appropriate behavior, language, and appropriate behavior, language and military about own behavior to avoid getting in trouble;
appearance in uniform; keeps sensitive appearance; is careful to keep extremely may fail to keep sensitive information
information in the strictest confidence; accepts | sensitive information confidential, but may not | confidential, resulting in embarrassment or
consequences of own actions; shows be as attentive with less sensitive information; | other negative consequences to individuals or
complete integrity in handling and protecting is almost always careful in handling or the Navy; may try to blame others for own
Navy property and other resources. otherwise dealing with Navy property or other | mistakes or misuse Navy property/resources

resources. for own personal gain.
Work Ethic Always puts in the hours necessary to Most of the time can be counted on to put in Frequently does not finish own

accomplish work; is consistent in informing
others if unable to complete work within
deadline or budget constraints; has excellent
work attendance and always arrives at work
on time; demonstrates very high reliability and
conscientiousness at work.

the necessary hours to accomplish own work;
for the most part, keeps others informed if
work is progressing slower than expected or if
there are errors or other problems; exhibits
good attendance and almost always notifies
supervisor beforehand if about to miss or be
late to work; tends to be reliable and
conscientious in completing tasks or
assignments.

tasks/assignments on time, even when it is
important to do so; may fail to notify others of
problems or errors in work, causing delays due
to other sailors having to correct problems;
frequently misses work and does not call in
when late; is not conscientious about
completing tasks or assignments.

Communicating
Effectively

Communicates with others in a highly effective
manner, both orally and in written form;
speaks very clearly so that others always
understand what he/she means; demonstrates
excellent listening skills, for example, asking
questions when appropriate to clarify and
ensure understanding.

Generally communicates well in discussions
with others or in written form; expresses
oneself clearly enough to be understood most
of the time; shows reasonably good listening
skills.

Does not explain things well, orally or in
writing, so that supervisors, coworkers, etc.,
are often confused or do not understand what
is being communicated; may have trouble with
listening to others and thus fails to pick up on
important information.
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Defining the Performance Domain for
Supervisory Jobs

In order to define the performance domain for supervisory jobs, a series of
workshops were conducted at a number of Naval installations within the
continental United States. These workshops were designed to identify a
comprehensive set of performance-related behaviors relevant to all Navy
supervisory billets, and reduce this list of behaviors to a manageable dimension
set summarizing all of the behaviors.

Performance Behavior Generation

The first stage of defining the performance domain focused on gathering
information about the important components that lead to superior performance
by supervisory personnel. This process began with a series of workshops
conducted with a representative sample of Navy Officers.

Performance behavior generation workshops were conducted at Naval Station
San Diego, CA and Naval Station Norfolk, VA. A total of 55 Officers participated.
The Officers in the workshops averaged over 16 years of active-duty service in
the Navy, had worked in a supervisory capacity for almost 15 years, and been at
their current command for over 1 year. Most of the participants were white (78%)
and male (76%) and had a four-year college degree or higher. In fact, 47 percent
of the participants had a graduate degree of some form. Participants were
currently assigned to aviation, surface force, submarine force, and shore-based
activities, with the largest group (47%) being assigned currently to shore-based
activities. Additional detail regarding the demographics for all of the supervisory
workshop participants can be found in Appendix D.

Participants were told that their task was to reflect on outstanding Officers they
had known or served with in the past, focus on what qualities made them
excellent Officers, and design their own performance management system by
naming and defining those behavioral dimensions of performance.

The supervisory behaviors and definitions, produced by workshop participants,
were reviewed and edited by PDRI project personnel to a common format, and
to reduce redundancy. In addition, each behavior was reviewed for multi-
dimensionality, and where necessary, was separated into its constituent
components to make it uni-dimensional. The end result of this review was 126
behaviors covering the performance domain for supervisory jobs in the Navy.
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Sorting of Performance Behaviors

The next stage in defining the performance domain involved reducing the 126
behaviors to a smaller but representative set of performance categories. This was
accomplished in the same way as the non-supervisory case by using a sorting
task that asked SMEs to independently sort the behaviors, based on similarity of
content, into categories.

The card sorting workshops were conducted with 23 Officers at Naval Support
Activity Mid South in Millington, TN. Participants averaged over 14 years of
active duty service in the Navy, and had held supervisory positions for almost 12
years. Workshop participants were primarily white (83%), male (74%), and most
had obtained a graduate level degree (52%). All of the group members were
currently assigned to shore-based activities.

Participants were instructed to sort the 126 behaviors that had been placed on 3 x
5 cards according to their similarity in content, and encouraged to, essentially,
derive their own ideal performance measurement system for Navy supervisory
jobs. After sorting all of the performance behaviors into summary categories,
each group member labeled and defined the categories. Participants were
encouraged to try to place all of the behaviors into a defined category, but were
also allowed to place them in a “miscellaneous” or “does not fit” category if
necessary.

Pooling of Behaviors and Principal Components Analysis

The final stage in defining the performance domain involved collecting and
comparing participants’ solutions. Once again, an indirect similarity index was
derived for each behavior pair by computing the correlation of these proportions
for each of the two behaviors and all the other behaviors. In this way, the
judgments of all participants were captured and pooled.

The resulting summary correlation matrix, consisting of correlations between
each pair of performance behaviors, was then submitted to a PCA with
orthogonal rotation of components to a varimax solution. As before, component
solutions, ranging between 5 and 15, were analyzed and interpreted. Results
from the PCA indicated that the nine-component solution was the most
interpretable. Appendix E contains the component loadings for the Officer nine-
component solution. As with the non-supervisory PCA, the criteria for assigning
a performance statement to a category was a loading of approximately .50 or
greater and near zero loadings on the remaining components. In addition, the
ninth component only had one behavior and was not included in the final model.

The eight performance categories that resulted from the PCA were reviewed,
labels were applied, and definitions were written to clearly describe and
differentiate the categories. These eight performance categories and their
definitions are presented in Table 3.

16



Table 3
Navy Supervisory Performance Categories and Definitions

Performance

Category Definition

Coaching/Mentoring | Providing guidance to subordinates; assessing strengths and weaknesses in personnel and providing
them with honest and specific feedback; designing opportunities for subordinates to develop new skills
and assisting them in establishing career plans; providing subordinates with strategic vision and goals;
sharing knowledge and experience with subordinates; creating a work environment that makes
individuals feel valued and motivates them to excel.

Resource Managing resources efficiently and effectively; ensuring deadlines are met through planning and

Stewardship effective communication of objectives; gathering information, identifying goals, assessing available
resources, and developing innovative plans to complete projects on time and within budget; prioritizing
tasks and delegating work appropriately; relating tasks/assignments to the overall unit mission; sorting
through large quantities of information efficiently.

Displaying Accepting responsibility for own and subordinates’ actions; always maintaining ethical principles and

Professionalism
and Integrity

telling the truth, regardless of consequences; displaying uncompromising values (e.g., honor, courage,
commitment, integrity); willingly undertaking necessary actions, even when physically risky;
maintaining sharp military appearance and physical health/fitness; supporting Navy and Command
missions and goals.

Communication Practicing meaningful two-way communication (i.e., speaking clearly, listening attentively and clarifying

Skills information); providing timely and relevant information up and down the chain of command; tailoring
presentations to the level of the audience; expressing opinions when appropriate; expressing oneself
in a manner that produces a productive and harmonious environment; ability to evaluate the
importance of information being communicated.

Leading Change Being open to new ideas and new methods for accomplishing goals; ability to adjust to a rapidly

changing environment, and modify goals and objectives based on emerging requirements; embracing
change and looking for better methods/techniques to accomplish tasks; ability to adapt to new and
changing missions, tasks, and situations; remaining calm, focused, and competent in changing or
stressful situations.

Leading People

Effectively building and leading individual and team activities; persuading, inspiring, and motivating
others, regardless of their relative positions in the hierarchy; creating a sense of enthusiasm and
purpose in own team; demonstrating a positive attitude, team spirit and personality to inspire
subordinates; effectively adopting different leadership styles as appropriate to individuals and settings.

Displaying Having a thorough understanding of military regulations and initiatives and carrying them out in

Organizational accordance with Navy standards; following policies, regulations, and orders, and defending them to

Savvy subordinates; understanding the chain of command, and accepting and respecting the decisions of
superiors; displaying appropriate courtesies to superiors, peers and subordinates; understanding how
policies and actions fit into the overall mission scheme.

Embracing Continuously improving professional skills, knowledge, and abilities through formal and informal

Personal and training, off-duty education, on-the-job training, etc.; ability to find purpose, personal benefitand growth

Professional in work; balancing self development and training with job completion such that performance does not

Development

suffer; maintaining superior technical skills through training.
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Developing a Performance Management System
for Supervisory Jobs

In order to develop rating scales for supervisory jobs, another series of
workshops were conducted. These workshops were designed to: 1) develop
behavioral anchors for the eight dimensions to provide detailed behavioral
definitions for each dimension; and 2) retranslate the behavioral anchors to
provide information about the clarity of the category system and the behavioral
statements.

Critical Incident Generation

After defining the performance domain, the next stage in this process involved
designing a performance management system based on these eight categories of
performance. The first step was to collect critical incidents. This task involved
asking experienced Officers to describe examples of performance that
represented the eight categories described in Table 3.

The supervisory critical incident generation workshop was conducted with 21
Officers at Naval Station Mayport, FL. Workshop participants averaged almost
18 years of active duty service in the Navy, had supervisory responsibilities for
almost 15 years, and had been at their current command less than 2 years. They
were primarily white (71%), male (91%), and had attained at least a four-year
college degree. Approximately 52% of them were assigned to shore-based
activities, and 38% were assigned to surface force activities.

As with the non-supervisory scale development, when writing performance
examples, participants were asked to describe the circumstances leading up to
the performance example, what the individual did (or did not do) that made the
example effective, ineffective, or average in performance, and finally what
happened as a result of the individual’s actions. They were also instructed to
indicate which performance category the example represents and its
effectiveness level (high, mid-range, or low).

These group members produced 161 critical incidents. On average, workshop
personnel each wrote 7.7 critical incidents. The critical incidents were reviewed
by project personnel for clarity and edited to a common format. In addition, in
conversations with a number of workshop participants, and other Navy project
personnel, it was suggested that Mission Accomplishment was seen as an
important “bottom-line” component of performance. Upon further review, this
perspective was confirmed, and it was decided that a ninth performance

19



category should be added to our set of dimensions representative of the
supervisory performance domain. Mission Accomplishment was defined as:

“Accomplishing the mission under all difficult conditions or when obstacles
present serious difficulties; communicating a vision that reflects the
command’s strategic goals and develops an implementation plan that aligns
daily activities to that mission; consistently inspiring subordinates and peers
to drive toward mission execution; continuously identifying means and
methods to improve processes and sets an atmosphere that facilities positive
change; holding self and subordinates accountable, commensurate to their
level of responsibility; developing and implementing measures of program
and policy evaluation and emphasizes accomplishing results.”

The critical incidents that had been generated in the workshop provided an
average of 18 critical incidents per performance category, covering the range of
performance effectiveness. Again, adopting the behavior summary scale
approach developed by Borman (1979), the critical incidents were content
analyzed within each performance category, and behavioral summary
statements were written that reflected the important themes for that category at
the high, mid-range, and low effectiveness levels. These 27 summary statements,
then, became the initial behavioral anchors for the scales.

Anchor Retranslation

A critical next step was to verify that these 27 behavioral summary statements
written to anchor the three performance effectiveness levels for each of the 9
performance categories represented the behaviors associated with the intended
performance category and effectiveness level. This was accomplished by means
of an anchor retranslation process (identical to what was done with the non-
supervisory group).

The anchor retranslation workshop was conducted with 11 Officers at Naval
Station San Diego, CA. These Officers averaged almost 16 years of active duty
service in the Navy, and had 14 years of supervisory experience. Eighty-two
percent of the participants were White; 82% were Male. Most had a graduate
degree. Fifty-five percent of the participants were assigned to shore-based
activities, 27% were assigned to aviation activities, and the remainder was
assigned to either submarine or surface force activities.

Group members were asked to read through each of the 27 summary statements,
place them into a relevant performance category, and then rate the effectiveness
of the behaviors described in each performance summary statement as high,
mid-range, or low effectiveness. Overall, there was a high level of agreement
across raters in terms of placement of anchors in categories and effectiveness
levels. In 99.2 percent of the cases, the Officers sorted the performance statements
into the intended category and effectiveness level. As a result of this anchor

20



retranslation process, minor wording changes were made. The final set of rating
scales for supervisory jobs are presented in Table 4.
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Table 4

Final Rating Scales for Supervisory Jobs

Dimension

Effectiveness

High

Mid-range

Low

Mission Accomplishment

Always accomplishes mission even under very
difficult conditions or when obstacles present
serious difficulties; in all situations has a vision
of the most important elemens of the mission
and how to meet or exceed expectations for
accomplishing the mission; consistently
inspires subordinates and peers to drive
toward mission execution.

Consistently accomplishes mission although
difficult conditions or obstacles may result in
occasional failure to execute elements of the
mission; has a good feel for most missions
and typically meets expectations for mission
accomplishment; is reasonably good at
leading subordinates toward mission
execution.

Fails to accomplish parts or all ofthe mission
when even minor difficulties arise; may be
unable to visualize the mission, resulting in
failure to meet expectations for accomplishing
the mission; is ineffective at leading
subordinates toward mission execution.

Coaching/Mentoring

Provides subordinates with highly useful
guidance to enhance their professional
development; very clearly defines expectations
for subordinates’ assignments and then
provides timely, constructive, and supportive
feedback on performance; provides the
developmental opportunities to encourage
subordinates to continuously learn and
improve their performance; takes a highly
active interest in subordinates’ professional
growth and career progression.

Typically provides subordinates with useful
guidance regarding their professional
development, but advice may at times be off
the mark or otherwise unhelpful; usually
provides subordinates with clear expectations
about performance, but may sometimes not
give feedback on tasks or feedback may not
be constructive; provides some developmental
opportunities to subordinates; shows a
moderate degree of interest in subordinates’
professional growth and career.

Either does not give guidance or provides too
much direction on subordinates’ assignments,
resulting in micromanaging their performance;
defines expectations poorly regarding
subordinates’ assignments, and feedback on
subordinate performance is lacking or
unhelpful; provides little or no developmental
opportunities to subordinates; shows very little
interest in subordinates’ professional growth or
career.

Resource Stewardship

Is highly efficient and effective at prioritizing
tasks and managing people and budgetary
resources; always meets deadlines for
completion of the unit's work as a result of
excellent planning and organizing skills; is very
good at gathering and analyzing information,
accurately assessing available resources, and
developing innovative plans to complete
projects on time and within budget; knows the
strengths and weaknesses of sailors in the
unit, and assigns ta sks to take advantage of
strengths.

For the most part prioritizes tasks and
efficiently manages people and budgetary
resources; has reasonably good planning and
organizing skills and applies these skills to
meet most deadlines; may at times move
forward on an assignment before all relevant
data have been gathered or be overly
optimistic about available resources, but most
projects are completed on time and within

budget; delegates work reasonably effectively.

Manages people and budget resources
inefficiently; frequently misses deadlines and
often fails to complete projects on time or
within budget because of poor planning and
organizing skills; may gather insufficient or
irrelevant data, inaccurately assess available
resources, or develop inadequate plans
relative to completing work/assignments;
assigns tasks with little or no attention to
subordinate capabilities.
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Table 4 (continued)

Effectiveness
Dimension High Mid-range Low
Displaying Always accepts responsibility for own actions Usually accepts responsibility for own and Frequently deflects blame for own poor

Professionalism and
Integrity

and actions of subordinates; displays high
ethical principles, for example, always tells the
truth regardless of consequences and stands
by decisions and actions, even when it may be
very uncomfortable or otherwise difficult to do
s0; consistently supports Navy and Command
missions and goals, regardless of personal
feelings.

subordinates’ actions; uses power and position
responsibly, but may bend the rules or
occasionally use power inappropriately to get
around obstacles; sometimes avoids making
decisions or taking actions in difficult or
challenging situations, but for the most part
decisions and actions are consistent with high
ethical principles; is generally supportive of
Navy and Command missions.

decisions and does not take responsibility for
own or subordinates’ actions; may distort the
truth to avoid being held responsible for
problems; does not stand by decisions or
actions and may avoid difficult decisions that
have potentially negative consequences; is
often unsupportive of Navy or Command
missions.

Communication Skills

Communicates with others in a highly effective
manner, both orally and in written form;

speaks very clearly so that others always
understand what is meant; listens attentively to
others, making them feel their opinions and
input are important and valued; very effectively
transmits information up and down the chain of
command.

Generally communicates effectively in
discussions with others or in written form, but
may sometimes have trouble tailoring
message to a level appropriate for the
audience; shows reasonably good listening
skills; keeps chain of command well informed
regarding most important information, but
sometimes fails to convey some ofthe
background, context, or details.

Does not explain things well, orally or in
writing, so that others are often confused or do
not understand what is being communicated;
is unable to convey messages in a manner
suited to specific audiences; has trouble with
listening to others and thus may miss
important information needed for taking
effective actions or making good decisions;
may fail to inform the chain of command
regarding needed information or provide
inaccurate or misleading information.

Leading Change

Thrives in a dynamic work environment, and is
always open to new ideas and methods for
accomplishing goals; is adept at anticipating
changes and adjusting rapidly to the changing
environment; is very skillful at remaining calm
and focused during stressful or rapidly
changing situations; routinely applies creative
thinking to both old and new situations so that
individual and group productivity is improved.

Is willing to consider new ideas or methods for
accomplishing goals, as long as there is a
critical and immediate need for change; adapts
to changing environments, but may not
frequently anticipate them; for the most part
reacts well to situations as they evolve, but
may complain or show frustration in some
situations.

Is unable to effectively adapt  new or
changing situations; resists even minor
changes and tends to follow old procedures
even when new approaches are clearly more
effective; becomes easily frustrated when
confronted with stressful or unfamiliar
situations, and may react by displaying
inappropriate behaviors (e.g., complains
loudly, becomes inflexible, quits working).




ve

Table 4 (continued)

Dimension

Effectiveness

High

Mid-range

Low

Leading People

Assumes responsibility for effectively building
and leading individual/team activities;
motivates and inspires others by taking a
personal interest in their welfare and
contributions to the team; creates a sense of
enthusiasm and purpose in own team and
always projects a positive attitude; effortlessly
modifies leadership style to match the
audience and setting, as required; frequently
inspires junior Officers and Enlisted personnel
by demonstrating through own actions the
behaviors expected of the team.

For the most part, effectively leads individual
and team activities; motivates and inspires
others by showing an interest in their welfare,
but does so sporadically; is generally able to
keep team members enthusiastic and focused
on the purpose of the activity; almost always
projects a positive attitude, but sometimes
may get discouraged when plans do not work
as expected; usually serves as a good role
model r junior Officers and Enlisted
personnel, but sometimes may model less
praiseworthy behaviors.

Is ineffective at leading individual or team
activities; rarely takes an interest in the
activities/interests of subordinates, and rarely
involves them in planning or decision- making
activities; frequently behaves in a manner that
demoralizes the team and leaves subordinates
feeling disillusioned and unmotivated; may use
the same leadership style in all situations and
with all individuals, or prefers to avoid
assuming a leadership role at all.

Displaying Organizational
Savvy

Maintains a thorough awareness of military
regulations, policies, and initiatives and always
carries them out in accordance with Navy
standards; always ensures that subordinates
follow policies, regulations, and orders;
possesses a thorough understanding of the
chain of command and displays appropriate
courtesies to superiors, peers, and
subordinates; understands how policies and
actions fit into the overall mission of the Navy
and the Command, and uses this
understanding to accomplish work tasks
efficiently and effectively.

Possesses a basic understanding of military
regulations and initiatives; follows most
policies and regulations appropriately, and
usually ensures that subordinates follow hem
as well; for the most part, knows when and
how to effectively use the chain of command,
and displays appropriate courtesies to
superiors, peers, and subordinates;
understands how policies and actions fit into
the overall mission of own unit, but does not
always see the link to the overall mission of
the Navy and Command.

Lacks understanding of even basic military
regulations and initiatives, and is not
interested in engaging in actions necessary to
learn them; may violate policies and
regulations resulting in negative
consequences (e.g., damaged equipment,
delayed project completion); frequently
disregards the chain of command and is not
properly respectful of superiors, peers, or
subordinates; makes little or no attempt to
understand how policies or own actions fit into
the overall mission of the Navy or Command.
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Table 4 (continued)

Dimension

Effectiveness

High

Mid-range

Low

Embracing Personal and
Professional
Development

Continuously improves professional
capabilities through formal and informal
training (e.g., off-duty education, on-the-job
training); finds purpose, personal benefit, and
growth in work by seeking out all available
educational sources and then applying
knowledge gained to improve job
performance; adeptly balances self
development and training with work
responsibilities, ensuring that neither is
neglected; actively charts career development
plans for both shortterm and long-term
progression in ways that benefit both self and
the Navy.

Seeks out ways to improve professional skills
and abilities through informal training (e.g., on-
the-job training) or on-duty, Navy-sponsored
classes, but may not routinely do so if it
interferes with leisure activity; is usually able to
balance selfdevelopment/training with work
responsibilities; routinely plans developmental
activities to improve chances of gaining
desired assignment, but does not always take
into account long-term career objectives.

Rarely engages in efforts to improve
professional skills, knowledge, or abilities
through any sort of formal or informal training;
attempts to accomplish work responsibilities,
as required, but shows little or no interest in
actively seeking ways to improve work
performance; lacks a sense of purpose or
focus in learning new skills, or planning for
own career.




Developing Performance Feedback Tools for
Non-supervisory and Supervisory Jobs

The performance management systems developed for non-supervisory and
supervisory jobs were designed to provide a mechanism for formal performance
evaluations annually. However, to benefit fully from this Service-wide initiative,
attention should also be focused on evaluating and improving day-to-day
performance on these important categories that comprise the job domain.

Consequently, researchers developed two components of a performance
feedback and employee development system that could serve as the foundation
for such a system. First, a set of performance feedback forms were developed,
that when linked to the important categories of performance identified earlier,
provided performance themes for both supervisors and job incumbents to target
for development. Second, a performance feedback and development protocol
was designed to help supervisors prepare for and conduct the feedback and
development session.

Performance Feedback Forms

Having developed rating scales to serve as the cornerstone of the Navy’s new
non-supervisory and supervisory management systems, the next important step
was to specify a system that could serve as a mechanism for performance
feedback and career development. To accomplish this, researchers first returned
to the performance statements that served as the raw material for the sorting task
(100 for non-supervisory, and 126 for supervisory jobs), and the critical incidents
(216 for non-supervisory, and 161 for supervisory jobs) that served as the raw
material for subsequent development of the behavior summary scales. Then, all
performance statements and critical incidents for each dimension were reviewed,
and extracted relevant performance themes.

These themes were used, along with the behavior summary scale anchors, to
provide a more detailed list of behaviors for the feedback system. The rationale
here was for supervisors conducting feedback sessions to have as rich a
behavioral depiction of each dimension’s domain as possible to provide
maximally relevant feedback to job incumbents. These performance feedback
forms are included in Appendix F for non-supervisory jobs, and Appendix G for
supervisory jobs. Each performance category is defined, and then performance
target themes are provided.
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The performance feedback forms provide concrete performance themes at a
greater level of specificity than what is available with the rating scale anchors.
Consequently, supervisors are able to provide feedback during development
sessions directed at specific targeted behaviors within each performance
category.

The Performance Feedback and Development Protocol

To help supervisors conduct successful feedback sessions, a feedback and
development protocol was also developed. This protocol provides guidance the
session leader might use in preparing for and conducting performance feedback
and development sessions. The protocol discusses how to prepare for the session
and gives “best practices” suggestions on conducting the session, including a
recommended agenda to follow, “do’s and don’ts” for conducting an effective
session, and advice about after-session activities and follow-up. The content of
the protocol can be found in Appendix H.

The central goals of performance feedback and development sessions are to
motivate Sailors through recognition of effective performance and to facilitate
performance improvement and development. Effective performance feedback
and development sessions are achieved by: 1) proper planning for the session; 2)
high levels of Sailor participation; 3) a helpful and constructive attitude on the
part of the supervisor; 4) mutual setting of goals or performance objectives to be
achieved by the Sailor; and, 5) helping the Sailor solve problems and overcome
obstacles that are negatively affecting his or her performance and development.

It is very important for the supervisor to prepare for each performance feedback
and development session, and it is equally important for subordinates to
prepare. Supervisor preparation should focus on reviewing the dimensions and
behaviors on the performance feedback and development review form to
stimulate thinking about the Sailor’s performance or progress in each area, and
to provide a meaningful framework for the performance feedback and
development discussion. Supervisors should identify the key strengths,
behaviors, and activities observed over the past review interval, and elicit from
the Sailors the areas where they believe improvements are needed or where they
require support or help to improve. The supervisor should also develop ideas
about how to help the Sailor improve in targeted areas, how to remove barriers
or obstacles that hinder performance improvement, and how work experiences
and opportunities might lead to performance improvements.

Certainly, the review session is not a “one-way street.” Sailors should also be
included in the preparation, including: 1) reviewing the dimensions and
behaviors to provide a framework for discussion; 2) using the dimensions and
target behaviors to stimulate thinking about work accomplishments since the last
session; 3) identifying areas of improvement; 4) identifying recommendations for
how the supervisor might help to facilitate performance improvement; 5)
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thinking about short- and long-term career issues where the session leader might
answer questions, provide advice, or offer other forms of help and support.

In keeping with the philosophy of Task Force Excel and the Sailor Continuum,
the purpose of performance feedback and development system is to enhance
professional growth, create leadership education and training opportunities,
encourage personal development, increase the level of meaningful certifications
and qualifications, and improve communication among all Sailors within a
command. It should be a frank, open discussion of the Sailor’s performance, with
reference to the behavioral performance standards.
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Concluding Remarks

This report details the activities undertaken to create new performance
management and feedback tools for non-supervisory and supervisory jobs in the
U. S. Navy. As noted in the introduction, one of the most challenging strategic
actions that an organization can take is the development of employees during
their tenure with the organization. Accurate evaluation and performance
feedback are crucial components of any performance management and
development process.

Such a massive undertaking, under extremely tight time constraints, required
that a rigorous, scientifically-defensible, yet efficient approach be devised. In
sum, the following steps were required: 1) identify a procedure for capturing the
important dimensions of the performance domains for both Navy non-
supervisory and supervisory jobs; 2) translate these performance dimensions into
behavior-based rating formats that could be used by supervisors to evaluate the
performance of personnel under their command, regardless of their occupation
or duty assignment; 3) produce a system that could serve as a mechanism for
routine performance feedback and career development; and 4) involve the Fleet
in all phases of the development process.

To accomplish this, a methodology Borman et al. (1994) employed previously
with the Department of Labor in developing performance dimensions relevant
for all non-management jobs in the U.S. economy was adopted. This
methodology combined the extensive use of Navy SMEs from the Fleet and
innovative data analytic techniques to derive dimension sets targeted toward
non-supervisory ratings and supervisory jobs. The behaviorally anchored rating
scales appear widely relevant, and the performance management systems that
employ the scales are nearing implementation. A performance feedback and
development protocol was also designed to complement these performance
management systems. Designed in this way, these performance systems and
tools provide the Navy with maximal organizational alignment.

October 2002 through June 2003 has been established as a transition period
between the old and the new management systems. The Performance Vector
team of Task Force Excel has also developed a web site (Www.persnet.navy.mil)
to not only support this transition, but to serve as a tool to support the evaluation
process itself, and educate Navy personnel about the future of performance
management in the Navy. Currently, the web site contains such tools as the
performance categories, definitions, and targeted behaviors for both non-
supervisory and supervisory jobs, the feedback and development protocol, and
advice about how to prepare for a feedback session. In addition, in order to

30



facilitate the transition between the old and new management systems, a “cross-
walk’ has been developed that provides a mapping of performance categories
across the two systems. This comparison has been done for both supervisory and
non-supervisory jobs.

The activities described in this report contribute to the goals of Task Force Excel
to offer Navy personnel clearly defined career paths and milestones, and give
Sailors the tools and opportunities they need to grow professionally and
personally. The next step for the Performance Vector research team in this Task
Force Excel “transformational revolution” is to develop an Advancement
Algorithm that links performance across all five vectors on the Sailor Continuum
to promotion to the next pay grade. Results of this effort will be a set of validated
algorithms organized within the Task Force Excel 5 Vector Model. This model
will be capable of scoring Officer and Enlisted members on promotion factors.
Further goals include making the scoring system transparent such that personnel
can view their own record at any time and evaluate what they might do in their
career to earn additional evaluation points for future promotions.
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Appendix A

Navy Enhanced Dimension Relevance Survey for
Non-supervisory Jobs
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DIMENSIONS RATING
(Circle one)

Enhanced Dimension Relevance Survey

You will be asked to assess the relevance of each of the attached dimensions to the jobs in your
organization that you supervise or that you are familiar with. These dimensions are a representative
sample of job behaviors for a vast array of jobs. Before you begin the Enhanced Dimension Relevance
Survey, remember that these job behaviors or dimensions are intended to be relevant to a wide variety of
jobs. The rating task is designed to ensure that this goal was achieved.

As you complete the Enhanced Dimension Relevance Survey, you will find that several of the job
dimensions have the same name. We have found that although these dimensions tap the same job
behavior, it does so in a way that is a little different and may be worth including because of its
distinctness. There are no right or wrong answers and your responses will never be traced back to you.

This study is being conducted by the Navy Survey Policy Office (PERS-00N) on the behalf of the
Commander, Navy Personnel Command. If you have any questions, please feel to contact the project
director, LCDR Mark Bourne at (901) 874-4770; DSN 882; Email: mark.bourne@persnet.navy.mil.

Instructions

Please use the following scale for making your assessment of the relevance of each dimension to the jobs you
supervise.

1 2 3
Not Relevant Relevant for Some Relevant for Most
For all or the majority of non- This dimension is relevant for some For all or the majority of non-
supervisory jobs, this dimension is non-supervisory jobs but not for supervisory jobs, this dimension is
not relevant. others. relevant.

In generating your ratings, try to consider each dimension on its own merits and assess it individually. This survey
should take approximately 20 - 30 minutes to complete. Thank you for your time and assistance with this project.

Privacy Act Statement

Public Law 93-579, called the Privacy Act of 1974, requires that you be informed of the purpose of this survey and
the uses to be made of the information collected.

Authority: The Navy Survey Policy Office (PERS-00N) may collect the information requested in this survey under
the authority of Title 5 U.S. Code 301, and Title 10, Code 5013. License to administer this survey is granted under
OPNAYV Report Control Symbol 5350.28 which expires on 30 APR 03.

Principal Purpose: The information collected in this survey will be used to develop and validate a measure of job
performance among non-supervisory Navy enlisted personnel in the Navy. Data will be analyzed and maintained by
the Navy Survey Policy Office (PERS -00N).

Routine Uses: None.

Confidentiality: All responses will be held in confidence. The information you provide will be considered only when
statistically combined with the responses of others and will NOT be identified with any one individual. Personal
identifiers will be used only to provide a means of collecting additional Sailor performance ratings, if required. The
information will NOT become part of your permanent record and will NOT affect your career in any way.

Participation: Providing information is completely voluntary. Failure to respond to any of the questions will NOT
result in any penalties except the lack of your opinions in the survey results.

1 = Not Relevant for Most Jobs 2 = Relevant for Some Jobs 3 = Relevant for Most Jobs
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DIMENSIONS RATING
(Circle one)

1. Initiative - Performing tasks without being asked,;
Taking charge of assignments with little or no
supervision; 1 2 3
Developing or identifying new and effective ways to
accomplish a task

2. Written communication - Ability to read and understand written materials
pertaining to the job; 1 2 3
Generating understandable and appropriate written
materials

3. Accuracy - Completing job or duties efficiently;
Making sure tasks are completed correctly the first 1 2 3
time

4. Group Skills - Interacting effectively in a group to accomplish goals;
Being appropriately assertive; 1 2 3
Articulating ideas/information within a group setting

5. Versatility/Adaptability - Being willing to work a flexible schedule, change 1 2 3
priorities with little notice, and learn new skills

6. Follows directions - Understanding both verbal and written instructions,
procedures, or policies;
Seeking clarification if necessary at the appropriate 1 2 3
time;
Following directions in the performance of job duties

7. Time management - Ability to manage time based on work required;
Being aware of time required to complete projects
while managing other work and when necessary 1 2 3
prioritizing work to be completed,;
Being flexible and able to change direction when
needed to meet deadlines

8. Consistency - Maintaining stable and consistent level of work and
skill;
Not allowing skills to decline;
Maintaining performance standards at all times

9. Problem solving - Recognizing and defining problems;
Investigating and selecting appropriate goal-oriented 1 2 3
alternatives, considering the impact on various
stakeholders

10. Personal discipline - Adhering to rules and regulations;
Exercising self-control;
. L . 1 2 3
Demonstrating integrity in day-to-day behavior;
Not causing disciplinary problems

11. Commitment to task - Focusing on task and maintaining awareness of
required goals and expectations; 1 2 3
Not being distracted by irrelevant issues

12. Safety - Maintaining a safe work environment;
Following safety procedures with respect to proper
operation and use of equipment, dress, etc as
appropriate for the job

=
N
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DIMENSIONS

RATING
(Circle one)

13.

Work ethic

Demonstrating honesty and openness in daily job
performance;

Utilizing resources in a professional manner
considering time, money, and equipment in
performance of tasks

14.

Innovation

Suggesting new ways of doing things;

Working to improve materials, processes, or products;
trying new techniques to i