Best Practice Guidelines for Hearing Conservation Program Management
There are three key elements to laying the foundation for successful hearing conservation program management.  These key elements consist of a comprehensive knowledge base, knowing both internal and external customers, and establishing effective communication.
Comprehensive Knowledge Base:
Introduction:  In order to establish and maintain an effective program, managers should possess a comprehensive understanding of the responsibilities and services they are expected to provide.  This includes in-depth knowledge and understanding of all pertinent instructions, mastery of the tools of the trade to include operation and trouble-shooting of the Defense Occupational Environmental Health Readiness System Hearing Conservation (DOEHRS-HC), report capabilities from the Defense Occupational Environmental Health Readiness System Data Repository (DOEHRS-DR), ability to navigate and interpret specialized reports from Oracle Discoverer, and compiling metrics to communicate program effectiveness.
Tools:

· Instructions:  All instructions are available in both electronic and print form.  Electronic copies of the instructions are particularly useful for quick reference.
· DODI 6055.12
· Army

· DA Pamphlet 40-501

· Air Force

· AFOSH Standard 161-20 (under revision to become AFI 48-20)

· Navy 

· OPNAVINST 5100.19 series
· OPNAVINST 5100.23 series
· NEHC TM 6260.51.99.2
· Marine Corps 

· MCO 6260.1 series
DOEHRS-HC:  As the primary tool for testing, program managers need to have a full and comprehensive understanding of the software application as well as all related hardware.  Program managers often serve as the first point of contact for troubleshooting and data integrity issues.  Resources and trouble-shooting information for DOEHRS-HC are available from the following sites:  
· Army Center for Health Promotion & Preventive Medicine (CHPPM)
· Navy Environmental Health Center (NEHC)
DOEHRS-DR:  The DR serves as the primary warehouse for data storage of all hearing test information.  Standard reports are available to assist program managers in evaluating individual, regional, and Navy-wide program performance.  Occupational Audiologists, Regional Hearing Conservation Program Mangers and users must have an active account and regularly utilize this resource.  Account applications can be made at: https://doehrswww.apgea.army.mil/dohrsdr/.  Reports available within the DR include:
· Compliance reports:  Provide information each supported command’s compliance with annual testing requirements.
· Positive STS reports:  Provide data on supported command’s rates of significant threshold shifts on annual, first, and second follow-up testing.  Includes data on command delinquency with regards to follow-up testing requirements, new cases of permanent threshold shifts, and revised reference audiograms within a specified date range.

· Records Received reports:  Provide productivity data for each supported testing site within a specific area of responsibility.  Program managers are able to track data uploads to the data repository for each testing site.
Oracle Discoverer:  Ad Hoc reporting tool for the development of user specific reports.  Requests for unique reports not available in the standard reports of the Data Repository should be made to the Audiology staff of CHPPM or NEHC.  Current specialized reports available include:

· Detailed information on data uploads by user and testing site.
· Tracking of known erroneous data elements for ensuring data integrity.

Metrics:

· Compliance:   Number of individuals within a supported command receiving annual hearing tests divided by the number of individuals enrolled in hearing conservation, expressed as a percentage.

· STS Rate:  Number of individuals within a supported command demonstrating a significant threshold shift on annual testing divided by the total number receiving annual testing, expressed as a percentage.

· Revised Baselines:  Number of individuals within a supported command determined to have a permanent change in hearing sensitivity.
Identifying Customer Base 
Effective program management mandates knowledge of whom you serve.  It also requires the support of internal customers to augment your services.  The two basic groups of customer are:

Internal Customers:

· Industrial Hygiene:  Provide noise hazard surveys to supported commands.  An effective source for identifying commands with hearing conservation programs as well as denominator data for calculating compliance metrics.

· Occupational Health Nurse:  For regional program management, the Occupational Health Nurse often serves as a primary point of contact for commands with civil service populations.

· Occupational Health Physician:  A primary source of referrals for occupational hearing loss.

· Command Safety Officer:  Primary source for identifying individuals enrolled in their hearing conservation program.  Industrial Hygiene works to identify hazardous spaces and the Command Safety Officer serves to identify the individuals that work within the space.  Safety Officers also monitor unit hearing protection compliance.
External Customers:  Identification of a primary point of contact for each external customer is critical.  For each supported command, find the individual who has a vested interest in the success of their hearing conservation program.  Important data to keep for each point of contact includes the POC name, phone, command, UIC, and e-mail address.  The list of POC’s must be maintained and updated at least quarterly to ensure accuracy.
Effective Communication Strategies
Effective and regular communication between the Hearing Conservation Program Manager and the customers is vital for attaining and maintaining an optimal HCP.  These interactions facilitate the understanding of the program manger’s role as the hearing conservation subject matter expert, and the communication of available services and resources that can be provided to the customer.  Effective interactions with customers will assist in promoting optimal hearing conservation workload and productivity while minimizing employee time away from work.  Ultimately, these exchanges will result in a focused team approach to preventing occupational noise induced hearing loss.  Tools available to facilitate effective communication include:
· E-mail groups:  For large programs, setup e-mail groups for the different populations served.  This allows the program manager to forward timely information efficiently.  Information to be shared with these groups includes:

· Availability of hearing conservation services, such as safety training, program reviews, record reviews, site visits, and availability of mobile testing services.
· Objective performance metrics for supported commands:  This information provides feedback to the primary POC on the current hearing “health” of their program.  Note:  When sharing specific program metrics, make certain it is made available only to those with a need to know.
· Software upgrades.

· Inter-Office Shared Electronic Calendars:  This tool is useful for regional programs to track resources in real-time.  By sharing an electronic calendar out to all office staff, each member can view and schedule resources simultaneously.  Contact your Information Technology support for more information on setting up and maintaining shared electronic calendars.
· Site Visits:  Site visits put a face on the services provided.  A quarterly visit to supported commands is an effective tool for stimulating hearing conservation workload and command compliance with hearing conservation requirements. 
· Electronic Program Evaluation Memo:  The sharing of objective performance indicators with supported commands provides a non-punitive means to evaluate the “Health” of a particular program.  An example is provided in enclosure (1).  Objective elements within the memo consist of:
· Rate of compliance
· Rate of STS
· Mean STS rate for similar commands:  The “Dynamic Mean” replaces the concept of a single fixed acceptable rate of STS.  The dynamic mean is determined by the average rate of STS for commands with similar exposures.  The assumption is that different populations have different exposures to hazardous noise.  For example, aircraft carriers have unique exposures not found on submarines.  When reporting out the dynamic mean, it is important to include all commands that fit within the specified population.  The ultimate goal of the dynamic mean is that each command within a sub-group should strive to perform below the group average.  This becomes a self-propagating tool for reducing the overall annual rate of STS for each grouped like command.
ASSESSING HCP EFFECTIVENESS & Targeted Intervention

Targeted intervention replaces the “shotgun” approach for affecting positive change for each supported command.  It provides an efficient and practical set of tools for focusing resources where they are needed.  These tools consist of:

· DOEHRS-DR Records Received Reports:  As stated earlier, this report focuses on data uploads from testing facilities.  A monthly examination of this report provides the program manager with information on which testing facilities are compliant with uploading data to the data repository.  Using this report, managers are able to contact delinquent sites and intervene to ensure uploads are performed.

· DOEHRS-DR Positive STS Reports:  This report is useful in establishing dynamic means and targeting commands within the sub-groups that have annual STS rates that exceed the mean for intervention and training opportunities.  It also provides information on commands with annual STS rates below the mean as a source for investigating successful processes to share with the rest of the sub-group.  This report highlights compliance with follow-up testing as well, which provides intervention opportunities for the program manager to assist with the requirement to complete the testing cycle within the mandated 30-day time frame.
· Oracle Discoverer “Bogus Data” Ad Hoc reports:  This set of tools focuses on known erroneous data elements.  Examples include command UIC’s such as “99999”, “12345”, “54321”, etc.… and erroneous job codes such as “9999” from testing sites other than recruit training facilities.  The report identifies individual patients by region and testing site as well as the examiner who performed the test.  Erroneous data corrupts the data quality and reduces confidence in the reports generated from the DOD database.  These reports enable the program manager to intervene and provide additional training to the individual examiner, and identify records that require corrections.
Summary

Effective hearing conservation programs require efficient and focused involvement and oversight.  Program managers are encouraged to use this guide as a standardized framework to shape their programs and to affect positive changes with improved compliance and reduced STS rates for each of their supported commands.
MEMORANDUM

From:  Head, Occupational Audiology Department

To:      Hearing Conservation Program Manager, <SUPPORTED COMMAND> 

Subj:    HEARING CONSERVATION INFORMATION FROM <DATE>

1. We are scheduled to provide mobile hearing testing services to your command from <DATE> to <DATE> at <Testing Site>.  As a service to our supported commands, we provide current information regarding your rate of significant threshold shift (STS), the average STS rate for like commands, and your rate of compliance.  

2. By definition, the rate of STS is calculated by dividing the number of individuals who presented with a significant shift on annual testing by the total number of patients seen annually.  Compliance is calculated by dividing the number of annual hearing evaluations performed by the total number enrolled in your hearing conservation program.  HCP enrollment numbers are provided by the command POC.  If the precise number of enrollees is unconfirmed, then the average of all like commands is used to calculate compliance.  The numbers for each of these calculations are derived from the Defense Occupational Environmental Health Readiness System Data Repository (DOEHRS-DR). 

3. To date, a review of the HC program for your command for <DATE> indicates an STS rate of ____% with compliance at ____%.  The average STS rate for similar commands is ____%.  Our records indicate ____ individuals currently enrolled in your program.

4. The fundamental goal of all Hearing Conservation Programs is to increase compliance to 100% while decreasing the rate of STS on annual audiograms below the average of like commands.  If you have questions regarding this information or would like assistance with your program, please contact our office at (999) 999-9999.

r/,

Signature Line
Enc. (1) 
