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	Overview


One of the Army’s major initiatives in Force Protection is the deployment of Risk Management. This tool provides a consistent and rational basis for assessing risks, prioritizing actions and ultimately preserving human resources. For the past few years major commands and the U.S. Army Safety Center have made Risk Management a priority in implementing Force Protection. With increasing demands for resources around the globe, preservation of current resources is an important need.  Risk Management is a well-accepted approach in both the private and public sectors in the safety and loss control communities. 

Needs

Any implementation of a Risk Management strategy should be consistent with the Army’s organizational values, cultures and demands. It should not diminish valued elements such as the Warrior Spirit. Building into this context requires an effective implementation strategy as well as an honoring of existing organizational culture.

The success of this Risk Management strategy depends on troops, officers, and the entire organization making a paradigmatic shift in the way risks are viewed, decisions are made and actions are taken. It is difficult to imagine that personnel would use Risk Management tools while on duty if the same care were not exercised while off duty. This is an artificial distinction that suggests the need for a real cultural shift in dealing with risks.

Demographics (e.g., age, sex, education, socioeconomics) for field personnel present natural tendencies for more risky behavior. Assessing risks and acting on these risks are not natural or learned strategies for people in general and perhaps even less for younger individuals. Individual life choices and behaviors can interfere with the performance of duties. Moreover, if Risk Management activities are unfamiliar to them in their personal lives, it will be more difficult to use while on duty. Finally, off-the-job incidents that directly or indirectly affect a soldier’s performance have always been a concern for the Army. Few strategies have been able to adequately address this need.

Strategy

Professionals from Safety and Loss Control in USARPAC have noted the above needs and have been working over the past few years to find a way to implement this program. They have identified the need to promote the same Risk Management strategy deployed at work to peoples’ lives outside work.  This would accomplish at least three goals: First, people would practice these skills outside of work, making them better at it while on duty. Second, using these skills away from work would provide personal benefit that would make the work-related benefits more understandable. The ability for people to help themselves in a positive way has enormous learning potential for behavior change. Finally, it would create a more consistent work/non-work reality. It is difficult to imagine a soldier being consistently reckless at home and being consistently safe at work.  Promoting Risk Management in this broader context could make non-linear positive gains in improving the use of Risk Management and ultimately in Force Protection.

Other cognitive or performance-based interventions are appropriate for traditional training models. However, we feel that this is not a training need. People already receive the technical training about Risk Management tools and how they can be used at work. The strategy to be deployed is for people to utilize these skills outside of work so they can realize some of the benefits cited above. This is a deeper and more personal intervention that is predicated on values and behaviors rather than learning. Therefore, the entire approach on intervention needs to be re-evaluated.

A pilot project should be conducted to serve as a prototype for developing an organization-wide solution. This smaller scale project could provide valuable lessons about the nature and scope of the problem, effective implementation strategies, and user feedback.

	Goals:


Teach risk management based decision making to enlisted soldiers (E1-E5).  The primary goal of this intervention is to reduce accidents. Reducing these accidents has major implications for soldiers’ well-being, Army Force Protection, troop readiness and staffing requirements.

The intermediate goal is change peoples’ behavior and reducing unnecessary risky behavior that leads to accidents. To affect this intermediate goal we need to identify specific risky behaviors and provide tools for the soldier to understand and alter situations.

Integrating this program into all areas of the soldier’s life will enhance goal attainment.  This includes compatibility between Risk Management into day-to-day tasks and current programs geared to soldiers’ well-being. This includes:  Army Community Services, Chaplains, and alcohol and drug unit prevention leader. Involving those individuals who can influence behaviors directly will enhance goal attainment. This includes: squad leaders, peers, and informal leaders.

	Goal of this Phase:


This phase of the project focuses on understanding the organizational context, climate and need for Risk Management as well as customer needs. Understanding of the organizational need, developing a clear definition of project objectives, and understanding the organizational context are important features in this phase.

This assessment can serve as the basis for recommending next steps in designing a strategy for targeted success. 

	Methodology:


Two professionals with extensive experience in behavior change training conducted personal interviews with Army and civilian personnel from 5-9 October 2003. Timing, contracting and troop deployment constraints did not permit the execution of an extensive questionnaire as originally planned. Instead, a smaller more in-depth questionnaire was used among support staff. Additional follow up took the form of reviewing a wide range of supporting Army documents, web-based information, internal communications, telephone and electronic communication.

Gal of this 

	The Current Organizational Context:


Risk Management Methodology 

Risk Management is a highly effective decision making tool for leaders.  Soldiers generally are not taught and do not understand Risk Management, since it is primarily targeted to leaders.  There is unevenness in how the tool is perceived and used at different levels.  Some leaders understand that Risk Management is a decision making process which can be applied broadly, to both safety and other areas. Some leaders perceive Risk Management as a burden, on top of all their other responsibilities. Some junior leaders perceive Risk Management primarily as an administrative task – a tool of documentation, not of flexible application.  Platoon level leaders or higher may practice some form of Risk Management on a regular basis. Risk Management has a general, informal reputation as a formal written process.  

Training Delivery System

The safety department is the natural home for risk management given the way that the organization has conceptualized this methodology. As such, the safety department serves as the primary delivery system for risk management training. Efforts in this area take the form of safety briefings, risk management training, and other resources (e.g., publications, websites). 

Our understanding of the current delivery of risk management training involves train-the-trainer with no system feedback. The absence of structure and feedback from the field causes risk management training to be a matter of personal preferences or individual understanding rather than a core value.

More generally, the Army has relied on traditional pedagogical classroom method to convey most training. These efforts (e.g., safety briefings) are perceived as one-way protocol that does not require the soldier to be engaged or pay attention.   

Stakeholders:  

Soldier well being organizations. Safety, drug and alcohol, suicide, and equal opportunity program managers and leaders, Morale Recreation and Welfare, and Chaplains are involved in incidents where individuals engage in risky behaviors. There appears to be overlap, a shared concern, and cooperation among these stakeholders.

Officers. The Army command structure seems to leave much of the value assessment and implementation of safety policies to the individual officer. There was some frustration that officers are not displaying sufficient interest in safety policies. There does not seem to be a consistent information exchange or mentoring system to leverage off of existing experience.  

NCOs. Risk Management is not taught consistently to junior officers. Neither does there seem to be a consistent delivery of safety at this level. There does not seem to be a consistent information exchange or mentoring system set up to leverage off of existing experience.  This seems to be true within the ranks of the NCOs, and between officers and NCOs. 

Target Group Characteristics

The high-risk soldier seems to be the new male recruit between the ages of 18 and 24, E1 through E5 ranks and in the operational forces (infantry, armor or artillery). Persons with these characteristics are natural risk takers outside the organization. However, the Army’s organizational culture reinforces risk-taking behavior as part of being a good soldier. This group does not like to be told what to do and is intelligent and educated.

The demographics of the Army recruits represent an emerging majority of Generation Y in the U.S. population. A general study of United States youth classifies soldiers between ages 18 and 22 years old as Generation Y.  Soldiers age 23 to 25 fall under the Generation X classification. Generation Y youth are twice as numerous as Generation X. NCOs are likely to be Generation X.  This is an important demographic for any type of training or mentoring strategy. 

	Age
	Year of Birth
	Generation Class

	17
	1986
	Millennium/ Gen Y

	18
	1985
	Millennium/ Gen Y

	19
	1984
	Millennium/ Gen Y

	20
	1983
	Millennium/ Gen Y

	21
	1982
	Millennium/ Gen Y

	22
	1981
	Millennium/ Gen Y

	23
	1980
	Generation X

	24
	1979
	Generation X

	25
	1978
	Generation X

	26
	1977
	Generation X


Millennium or Gen Y characteristics:

· Born between 1980 and 2000. 

· Well educated

· Team players who like to contribute but have as sense of own value

· Accept authority/like rules

· Civic minded/confident

· Sociable/achievers

· Optimistic

· Live under the expectation that their learning is all up to the teacher.

· More retention through Kinesthetic learning models

· Find pictures and images more accessible than text. 

· More inclined to be comfortable with a non-sequential mode of thinking, and investigating.

· Show a preference for self-paced learning and customized products and experiences.

Ethnicity
This is the most ethnically diverse generation. 

 


One in three is not Caucasian.  



Nine out of 10 children under the age of 12 have friends of different 


ethnicity than their own.  

Home

One in four lives in a single-parent household. 

 


Three out of four have working mothers. 

Money
One out nine high school students have a parent co-signed credit card.

 


Teenagers have an average of $100/week disposable income. 




40% of the teenagers hold at least a part-time job. 




Generation Y seems to be less cynical and more concerned 




about social issues than Generation X.   

          Connectivity
75-90% of the teenagers have a computer at home.  




50% have access to the Internet from home.  

Interaction
Prefer directness to subtlety, action over observation, and cool above all else.  

 


Heavily influenced by their peers and brands names.  


 

Status

In 1998, 29% of entering first year students felt overwhelmed during 


the past year.  They feel "crunched" for time.  

Generation X characteristics:

· Like to have their own time

· Reject boomer’s values

· Process information quickly

· Late to marriage

· Independent and self-reliant

· Want to manage their own time

· Cautious of long term relationships

· Results oriented/ Like feedback

· Readily accept change

· Follow competence and not authority

· Survivors

· Interested in gaining more skills

· Informed about world issues

· Well connected with peers and senior leaders

Emotional and Life Experiences 

As a group the population of new recruits has little or no experiences exercising emotional or financial control, or living independently. Moreover, there are no assurances that they have had the benefits of role models that enable them to take on these responsibilities. This can cause people to feel overwhelmed and unable to control themselves in the new environment.

Physical, mental and emotional developments are not necessarily synchronous. The Warrior Spirit may not appear to contain these three dimensions to the new recruit. However, a more mature perspective might argue that this tripartite maturity is the Warrior Spirit.

Conclusions 

· Risk Management is an excellent leadership decision-making tool, but is used unevenly at different levels of the Army.  Further, it is perceived by some junior leaders to be an administrative tool for documentation. There is no connection with individual behavior or job performance. Risk Management concepts have not been taught to the troops because they are expected to follow, not lead or make decisions.

· Risk Management training is delivered by a Safety staff function and is not seen as an integral part of the Army’s value structure. There does not seem to be a clear sense of the value of safety or how it applies to the individual.

· There is no perceived impact of Safety or Risk Management to the individual. These procedures are “must do” tasks rather than “tools to help me succeed”. 

· While there are useful Risk Management resources, the traditional delivery methods (e.g., briefings, trainings) are not perceived as effective.

· In addition to persons outside the organization, there are numerous stakeholders inside the organization that are affected by poor choices in individual behavior. 

· The target group presents a mismatch between their natural inclinations and life experiences and what the Army expects and presents to them. This mismatch explains a great deal in why the process has not been more effective. 

	Alternative Scenarios for Risk Management Intervention


Operational goal

1. Create an awareness of risks, consequences and choices in every day life.

2. Change perceptions about risks in everyday actions and ordinary events.

3. Realize benefits of risk management through learning, practice, and simulation.

4. Create greater opportunity for positive transfer of managing risk to work life.

Options for Goal Achievement

Option 1. Stay the course
· Continue on current course, tweaking plans

· Realize modest safety improvements

Option 2. Step change in safety performance
· Identify a vision, strategy for Risk Management; change our behavior, how we think about the risk.

· Fully engage and integrate the entire organization.
Delivery Methods

1. Do not deploy training. This training is either not practical or the skills are not trainable.

2. Deploy in the usual classroom format. Develop curriculum, materials, train the trainer sessions, deploy in modular format.

3. Facilitated discussion groups in semi-structured group activities. These experiential workshop formats could deliver lessons and practical skills for people to understand the consequences of choices and risks.

4. After deploying an initial training, use bulletin board positing to allow people to develop their own thoughts, lessons learned, and successful strategies.

5. Develop web-based scenarios that allow people to view situations, make choices and subsequent decisions based on feedback. The risks and consequences for each situation are described and explanations are offered for each choice.

6. Develop a martial arts approach to behavior change. The martial arts vehicle can be used as context to developing and maintaining the Warrior Spirit

7. Develop a computer simulation (or existing gaming software) to allow learners to experience the consequences of choices that people make in virtual time. The lessons learned and strategies are discussed in facilitated group discussions that augment the gaming experience.

Delivery Platforms

1. Deliver from Safety Center, base safety office.

2. Deploy from natural, pre-existing organizations (Chaplain, MWR, Social Services, Education Center)

3. Create new communities of learners who participate voluntarily held by common interests, but initially may be formed by incentives such as promotion points.

4. Initially launch as a family or couples program to develop reinforcement and common language and support base to begin the community. 

Delivery Criteria

The delivery method will be instrumental in increasing the effectiveness of this or any project. Our initial study has uncovered the following heuristics:

1. Simple and universal message

Most officers and soldiers agree that the message needs to be simple and universal.  It should be something that can be added easily into current tasks. 

Short messages delivered more frequently, are more effective than more information delivered less frequently. Repetition with variation in different contexts would be more effective.

The message is more likely to have impact if it is customized to the occasion. It should be applicable to the majority of people -- officers and enlisted alike. The delivery is likely to have more impact if it is valued and delivered consistently by the chain of command. Success as well as failure should be reinforced. 

2. Visual and creative delivery 

Visual delivery will work best. The new generation of soldier has a higher rate of retention when information is delivered visually and graphically.

3. Impact and relevance to the soldier

Messages that have a direct impact on a soldier are more effective. This means translating it into something that has personal relevance to the soldier. This is a marked departure from traditional methods of safety training delivery. 

4. Interactive delivery

The training will likely have more impact if the soldier feels he is a part of the discovery process. Interactive intervention seems to be having more impact in current successful programs. Today’s Generation X and Generation Y soldiers like to feel that they are involved in the process. They are more likely to retain information if they feel they have been involved in discovering the root of the message. Examples of this interactive delivery include:

a. Have other soldiers talk about their experiences

b. Teach communication skills to soldiers and officers

c. Get the soldier involved in the process

d. Teach junior officers what to look for in risky behavior

e. Facilitate mentoring for younger soldiers

f. Train the young soldier to think before they act 

g. Teach junior officers skills to spot and engage soldiers with at-risk behaviors

5. Peer and role model influence

Messages seem to stick if they have value to the soldier. The soldier values what is important to him/her. Peers and role models mold these values for the soldier. Examples of role models that the soldier can relate to include: officers, NCOs, informal leaders in a brigade, celebrities, athletes, and high profile individuals in the organization. This delivery by role models and peers must be consistent and sincere. The soldiers will respond more if they feel that the message has their well being in mind.

	Recommendations :


Any solution needs to encompass these elements:

1. General behavior change in regards to personal safety

2. Modification of soldier’s personal value toward safety

3. Ease of integration into existing systems

4. Synergy with existing Army culture

5. No conflicts with existing soldier fighting spirit

6. Encouragement of peer/mentor interaction and support

7. A new name, which distinguishes it from the on-duty “RM” model

The training model could be a combination of the following elements:

1. Create a new Personal Safety message. This will be the most important element of any new system, and includes development of:

· A comprehensive strategy that explains the value of risk evaluation. 

· A Personal Risk Management system (based on Risk Management elements) that is simpler and more applicable to the individual soldier. 

· A simple idea or set of ideas that can be promoted to the soldiers.

· A universal message that serves as the foundation of all other trainings.  

2. Modify existing Safety briefings and trainings to stimulate the learner.  Examples: 

· Include simple concepts or phrases from the new ‘Personal Risk Management’ system. 

· Include references to concepts brought out in the “new” trainings that are held – for example, Martial Arts Warrior Spirit.

3. Add new forms of safety training that are delivered in an interactive, visual manner, and which appeal more to the soldier demographics.

· Weave Risk Management elements into a new stylized Martial Arts training program, which complements and enhances the Army Warrior Spirit.  

· Develop training elements that combine Risk Management with physical, mental and emotional mastery (the “Art” of Martial Arts). 

· Present training in a way that actively engages the soldier as a person, and increases the perceived personal value of the message.

· Presents training in a way that encourages peer learning and mentoring. 

4. Create an interactive training tool that teaches soldiers how Personal RM applies to them.  Options:

· A scenario-based tool available on CD or web-based. It will be an interactive; audio/video medium that will get soldiers involved in personal, scenario-based safety situations that relate to them. It could also incorporate the Martial Arts Warrior Spirit delivery.

· A video game format (familiar to most soldiers), built around topics of interest to the soldiers. It could also incorporate the Martial Arts Warrior Spirit delivery.

· Any tool developed should incorporate elements that encourage peer-to-peer learning, and create a community of learning around Safety.

5. Develop incentives to take training and use existing training materials. 

· Promotional incentive, for example promotion points

· Privilege-based incentive 

Integration is key: 

The more integrated a system is, the more effective it is likely to be. This can be achieved at many different levels, depending on the commitment level of the Army to the project. 

Integration can be as simple as having a consistent message delivered across the different safety training mechanisms. Integration becomes even more effective when the simplified messaged is integrated into the daily operations, training, lifestyle and total environment of the soldier. 

Building on the Warrior Spirit: 

The Warrior Spirit appears to be a powerful and viable model to build Risk Management upon. Given the wide range of physical, mental and emotional development among new recruits, it would seem advantageous to develop a better and common understanding of this concept. One way of achieving this is through a Martial Arts paradigm.

The Warrior Spirit and Martial Arts allow people to experience control over themselves and their immediate environments. Developing the soldier’s physical, mental and emotional creates a synergy that allows the soldier to experience control. This personal control can be extended to mastery of the environment. This is a powerful personal experience that can transfer to other parts of our lives.

The mastery of the art takes years, however if taught correctly the feelings of empowerment can begin immediately. This develops a foundation for all aspects of the person’s life. The combination of all the elements in a program can develop attitudes of empowerment and self-control. The Martial Arts Warrior Spirit seems to blend well with the Army Warrior Spirit as both come from similar origins. Equally the Martial Arts Warrior Spirit is consistent with the Army of One.

Pilot testing and evaluation: 

In order to judge the success of this or any program, it should first be developed and tested on a pilot group of soldiers. Results of the pilot program can be benchmarked, and the effectiveness of the program can be assessed in a defined manner. Based on these data the Army can develop a scalable solution incorporating the most effective features of the pilot program. 
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