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ABSTRACT

The United States Coast Guard's increasing employment of
advanced technolcgy abecard its cutters, aircraft and shoere
commands has introduced an eveclving demand for +he consider-
ation of a quality dimension in manpower planning. During
racent years, this demand for quality psrsonnel has outdis-
tanced input. Recognizing the :equi:ement for a long *erm
organizational change effort to reversa this trend, this
+hesis identifies the recruiting program as the most effec-
tive agent for that changs.

In order +> determine the recruiting program's curcen
level c¢f effectiveness, the program objectives wers compared
t0 its FY-82 performance. Additionally, & recruiting sffsc
tiveness model was developed from a review of current
lizerature. While a significant lzvel of quantitativs
effectiveness was noted within current organizational
limits, tha*t level was reduced as considerations wsre mads
for the qualitative dimension and rscruit attrition. The
reduction in effzctiveness was largely attributable to the
lack ¢f clsarly statsd gualitative ocbjectives and the
absance of quality measurss from the performance evaluation

and centrol processes.

Significant improvement ia +he lavel of gualita=zive

.

a2ffectiveness requires “he explicit inclusion of +hs gquali-
tative dimension within the program's strategic decision
maklng process. The qualltatlve objectives can be defined
mor< clearly and operationalized through the dsvelopment of
appropriate performance measures, implemented in recognition

cf each district's irhersnt quality and quantity potential.
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I. INTRODUCTION

"To meet the Navy's expanding manpower
needs only in numbers is not enough;
manning a growing naval fcrce has a
gualitatives dimension as wsll." (Ref. 13.

Appearing in the Secretary of Defsenss's Manpowe:
Requirsments Report (CMRR) to the Congress for FY-83, this
statement's message is no less applicable to the U. S. Coast
Guard.

A. PURPOSE

Recognizing that earlier this yesar thz Coast Guard's
level of awareness was 2levated with ragard to deficienciss
in <he basic skill and knowlsdge ~squirements,! “he purpose
of *his +*hssis is to identify the recruiting program, fronm
among the many alterna*tives, as having the grsates<t poten-
tial for effectively evaluating and controlliag ths gquality
dimension. This thesis will explore the concept of '
rscruiting effectivaness as it can be defined in tzsrms of
quantity AND quality within the Coast Guard recruiting
program. The Coast Guard recruiting program has generated
consideratle expertise and efficiency at operating within
the gqguantity dimensicn. Thersfore, this thesis will focus
attention upon the guality dimension as it relates to, and
can be manigpulated by, the recruiting organizaticn. The
specific elements of the recruiting program having potential
to impact effsctiveness through quality will be iden+tifisd

-y D - -y W - ayy . -

1J.S. Ccast Guard, Commandant's Briefing "A"™ School C
Scozesg, 13 Sspiember 1952, - - -
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and evaluated in 1light of currsnt research. Recommendations
concerning those elamf‘ntq and their usefulness in the svalu-
ation and ccntrol of the guality and quantity dimensicns
will be offered with the intention of improving %the Coast
Guard's responsivensss to evolving quality demands.

B. BACKGROUND

As late as 1975, the Coast Guard snjoyed a resputation
for attracting recruits of superior quality to those

2f2nse (DOD)

W

enlisting in 2i“her ¢f the Depariment of D
szrvices. Ferhaps because this relative positicn had
existed for many y=ars, a general perception svolved +hat
the Coast Guard could routinely attract sufficient gqualiz

with nc more than the normal effort rsquired to attract the
necessary quantity of recruits. Quality was presumed toc be
no major problem. While no docubt this perception may still
2xist within some elements of tha organization, a review of
recent and related trsnds suggest thes2 axpectations of
assumed quality are ill founded. There appears to be scme
imbalance between the currsnt personnel inputs and the
desired level of guality as greater emphasis has been placed
upon quantity.

Prior %o 1975 the Coast Guard consistently recruited
greater percentages cf M=ntal Category I and II and lsssar
pe:centages of Category IV and V Zndividuasls +han any of <he
cthers services. Since that time however, the relative
position has declined such *hat in FY-1982, the Coas* Guard
compared faverably only +o the Marine Corps and *h2 Army.
Initially the relative decline seemsd to be simply a func-
tion ©f the misnorming of the ASVAB. However, as
illustrated in Figure 1.1 and Figure 1.2, the relative
decline remains apparent in the most racent data for FY-82.2

D - A > 4D - —— - o

2The Department cf Da2fenss daxa for FY-81 and prior can

10
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While mental category does not stand alone as the singles
characteristic or predic+tor of gquality, the various catego-
ries (I thru V) have proven to be valid predictors of Class
wA" gchocl performance which in turn serves as a valid pred-
ictor for jcb performance.3

During recent years the short %“erm performance of
recruits in basic *raining has followed & similarly unset-
tling pattern. The recruit +training attrition rate* has
increased from 12% in 1978 to approximately 19% in FY-82.

By comparison, Navy recruit training at+rition was 8.3% fcr
FY-82, aand averaged dust 8% over the pas*: three years.S
Beyend recruit t¢raining, attrition at the Class "A" schocls
has also resached larger proportions, averaging more than 13%
system wide in FY~-82, far exceeding the 7% rate experienced
by the Wavy during the same *time period., At one technical
A" school, more than 40% of the s:tudents wers rephased, or
or extended in training, at least once during the training
period [Ref. 2]« This level of atctrition and rephasing
carty considerabie implications for tha costs of recruit and
specialized skill training.

This relative decline in the attracticn of quality
recruits intc the Coast Guard could not have arrived during
a less desireable pericd. During rscent years, the Ccast
Guard has begun positive movszment into the tachnological
age. Whether abcard the 270' WMEC's, the HH-65A helicopters
or the HU-25 Falcon Jjets, the tarm 'skilled personnel' has
begun to take on new meaning. This trend is further

- - . A

be found in Referencse 75' FY-82 was provided by the
Menpovwer Data Center (DM &) "; and the Coast Guafd da
provided by the Office of Perscnnel.

Dafense
ta is

3J.S. Ccast Guard, Commandant's Briefing A" School cut
Scores, September 13,1982,

I3 v

4Those tegruits discharged prior o the completion of
recruit training. :

SU.S. Navy, Memorandum Subject: Navy Recruiting Da*a, 7
February 1983,
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evidenced by the svolution of advancsd management infecrma-
tion and decision sugpport systems such as the Personnal
Managemsnt Informaticn System (PMIS) and the Joint Unifcrmed
Military Pay System (JUMPS), as well as prcgrass with the
C-3 ccmputer network installation. Considering the advancad
skill requirements that accompany cach of these innovatiors,
the personnel demands being placed on the Coast Guard arz -
unlike those sxperienced at any tims in our history.
Although new to the Ccast Guard, these quality demands are
simultaneously b=zing placed upon the other military sesrvices
as well.

The nature of these trends and thair serious implica-
tions on current and and future operational performance have
not gcre unnoticed by the Commandant. Earlisr in this
fiscal year, in direct attempts t¢ impact the quality dimen-
sion ir manpower planning, the Coast Guard took four
significant action steps:

- a scholastic requirement was sstablished as an
eniistment standard: high schocl graduate
¢r high scheccl GED

- thes mental standards for =nlistment were raised to
match tre minimum 'A' school standards

- the *A' school mental battery qualifying scores
were raised for sixteen of twenty-three schools

"= the development of an Education Enrichment Pregram
(EEP) was authorized for use at Coast Guard
training centers in order to 2lsvats the reading
and math skills to acceptabls levels.

Clearly +he demand for personnel is becoming more than a
demand fcr numbers. Ths quality dimension in manpower plan-
ning is receiving increassd attention. The Commardan+ has
recognized the significance of improving the quality dimen-
sion and meeting the challenges of technologicél growth., Yet
as impoertant as these initial steps arse, they must be viewed

14




within the context of other alternatives. Ths raisirg and
lowering of qualification scorss is not a unigue occurancs.
6 Having been used before and given some combination of
critical conditiecns, i.z. lcw unemployment coupled with high
personnsl needs, the temptation for their lowering may occur
at some time in *he future. Additionally, as initially
approved, the need fcr the education sarichment program is
expected to decline in future years {Ref. 2]. In a sense
then, these initial steps reapres=nt reasonabls band-aid
solutions fer a series of serious problems. The void of a
long term organizaticnal strategy for changs remains
present. How can the organization sufficisntly adjust
itself sc that guality apd gquantity demands are routinsly
recognized within the planning process and operationally
achieved?

C. OBJECTIVES AND SCOCPE

In develeoping this long term stratsgy, two primary
alternatives seenm open for consideration. In the f£irsz, a
transformation siratsgy, recegnition of th=z problem is
accompanied by a desire to minimizes and cope with its conse-
quences. In addition to the Education Enrichment Prcgranm ’
(EEP), there are many other alternative actions open to the
Coast Guard that would provide methods of coping with an
influx of minimally gqualified individuals. The Coast Guazd
ight adcpt and pursue any one, or combination, of the

alternatives appearing in Table I.

These are but a few ¢f the options available for impacting
the quality dimension given thai the individuals are intro
duced within the system. Within this s*trategy the

assumptions ar=2: 1) we are attracting the best of the

J.5. Ccast Guar
September 13

d, Commandant®s 3risfing "A" Scheol Cut
s 198 2. - -
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TABLE I
Options for Impacting Quality

Require that additional forms of basic gkill
training to be accomplished prior to sglection
fcr specialized skill schools, i.e. additional
correspondence courses.

Lengthen the curriculum of "A" schools, |
maintainingg the current performance, critsrions

but ccverifg matsrial at a mors basic lavel.
Rewrite the curriculum for "“A" schools Tacognizing
the current entrance knowlsadge lavels.

Initiate a service-wide task redssign adopting
simplification as a standard operating principle.

Provide additional funding and support for the
off-duty education pregram.

Develcp incentive systems that promote
advantages of a continuing education

*he
rogram,
i.e. attzsndance at schools on Ccas: Guarg time.

Encourage the development and use of skill
building courses admlnistered at the lavel of the
cperational units.

Conduct periodic reductions in force to seperate
the unqualified from the servics. :
Authorize Enlisted Screening Panels which _
would provide additional personnel reviaws prior
te authorizaticn for re-enlistment.

Adopt milestones to success thazt would identify
specific personal quality improvemsnt actions
required by certaia time=in-3arvicas datss in
order to remain on active duty.

reate a "mentc;"_program by promoting and
publicly recognizing thoss of superioer quality
as examples for others to2 follow.

16



quality that is available, and 2) currznt deficiencies in
quality are some*hing over which the Coast Guard exsrcisss
little or nc control, i.e. the high schools aran't what they
used tc be. While each of these actions offsrs potential
for a measured impact cn the quality dimension, they recog-
nize and accept existing quality deficiencies as a givsn.
The seccnd alternative, aa input/control strategy,
ra2cognises the problem and aspires to nip it ian the bud:
impact the gquali+y dimension directly a*t the input source.
This strategy assumes; 1) the Coast Guard can identify its
2)

manpower nesds in qgualitative and guantitative terms, and
put

n
these nzeds can be effectively operationalized at the in
source sc as to facilitate optimal selaction.

The recruiting prcgram sesms best suited for pursuing
this input/ccontrol strategy. " As <the organizational ara
rasponsible for the selection and =2nlistment of ths manpowsr
resources, it occupies a unique position affording the
potential to be the most sffective agesnt in addressing both
the quantity and quality demands.

Whern viewing =sach of the primary altsernatives, as well
as the many appearing in Table I, =ach shares an inherent
cost differential in addition to variations in the potzantial
impéct upcen rscruiting effectiveness. Some of the alterna-
tives require considerable budgetary, personnel and time
inves*ments while others can essentially be iacorporated
intc existing programs and policies. In any case, these
costs will rot b2 addressed zs issues in this thesis as +he
primary focus will be the policy and proczdural issues
affecting recrui*ing effectivensss.

In +*erms of the quantitative aspect of this alterna+tive,
the Ccast Guard has sstablished planning procsdures for
det=2rmining its manpower regquirsments. Addizionally, infor-
‘mation systems are in place which provide soame evaluation
and control capability insuring that the menpower strength

17




is maintained at the desired level., At the ipput source,
the Ccast Guard has consistently exhibited skill and succsss
at meeting enlistmen* quotas through the recruiting program.
Over the past eight years, the r=cruiting program has aver-
aged an achievement cf more than ons-hundred per-cent cf its
assign2d quota. As an additional indicatcr of success, in
Septembar 1982, Captain Stsvens Smith, the division chief
responsible for the recruiting program, was presented with
*he Award for Achievement in Equal Opportuni4y by the
Secretary of Pransportation Transportation.?

With the qualitative aspect however, a similar level cf
planning and achieving success has been scomewhat elusive.
Perhaps due to +the lack of a singular or universal defini-
tion or understanding of the term "Quality dimersion", there
are no specific quality goals of achievement for any lievel
above that cf th2 minipmum enlistment standards.® In +he
absznce of explicit organizational gquality goals, there has
been 1little activity to aesign measures of iaput quality.

In shor%, other than %o insure that minimal standards ars
attained, the Coast Guard has no other mechanism to iden-
tify, obtain or evaluate “he quality dimension at the pcint
¢f input. Accordingly, the objective of this thesis is <o
pursue the second alternative, identifying “hose aspects of
the recruiting program possessing the potential to impact
the quality dimensiorn, focusing on the specific aspect of
monitcring and ccntrclling gquality.

D P P WD D - D s A - - =

7Ccnmandant's Bulletin, v.23-82, p.9, 11 October 1982.

8The stardards as defined by thes Recruiting ¥anual
(COMDTIINST M1100.2). .
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D. OQUALITY DIMENSION

Few ccncepts within ths recruiting context seen capable
of generating as much controversy as does *he concept of
"quality". Since the introduction of the All Voluanter Force
(AVF) in 1973, the concept and its implications have baen
used to the advantage and the disadvantage of the Department
of Defense. The desire for quality was viswsd with such
importance Lty Congress that specific goals and constraints

=

ere lzgislated for the Army. ([Ref. 1]. Alzhough not y2t a
specific cecncern to external agenciss sxsrcising control '
cvar ths Coast Guard, internal intsrest in quality has
recently been heightened.?

Of general concern and desire in esvary organization, the
term quality seems tc be one of those broad intargiblss that
is difficult to define explicitly, mors difficult *o measure
and extremely difficult to predict accurately. When applied
to an individual or tc that individual?!s performance, it
becomes the product of innumerable traits +hat prove diffi-
cult *to0 evaluate in a cumulative ssnss. Ability, aptitude
and attitude are but a few of the quality traits. Having
identified these traits, the individual's contributicn
within a team, toward a project or operational goal is still
subject to a great many situational factors. As great as is
the desire for a measurs of gquali<y, there are barriers
which prevert its sxact mea sursment. Having identified many
of the desirable 4raits, measuring thsm becomes fraugh*t with
difficulties as recruiters are limited in their abilities to
gather evaluative information in order to conduct comprehen-
sive applicant screenings. While rssearch indicates thaz
access to arrsst records, school expulsions and family

stability cculd reduce attrition by nearly four percent*

2U.S. Coast Guard, Commandant's Briefing “A"™ Scheol Cut
Scores, September 13,1982.
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{Ref. 3], this information is frequently unavailable due to
various state and local statutes.1o

All is pot lost hcwever, as there are two aspects of
gquality that can be measured; education attainment and
mental akility. To scme degree, each of these individual
measures serves as a composite for many of the previcusly

menticnzsd single traits.

1. Education Attainmen

—a—— - s e v

et

Evaluating the highest levsl of education a*tained
serves as arn indicater of an individual's aptitude, attitude
and ability. Additicnrally, considerable research has
repeatedly supported the link betwesn education level and
the successful accomplishment of subsequsnt training. 1In a
1981 study bty the Center for Naval Analysis, it was
concluded that educa*tion level had the greatest impact on
survival c¢f a recruit through the first eight years c¢f
service [Ref. #]. Recent Coast Guard data tends to support
that conclusion as shecwn in Table II.

TABLE 1II
HSG vs. Non-HSG Completion Rates

Completing Recruit Trainiang FY-82

Gradua%ad Discharged
HSG 82.5% 17.5%
Nca HSG 69.0% 31.0%
-Overall Average 81.2% 18.8%

10Most notable difficulty is encountered in California,

20




2. Menzezl Aptitud

P 1

In the military context, mental aptitude is define
as the potential to benefit from training, in other words, a
measure of trainability. Tests for mental aptitude are NOT
int21ligence tests, ntil Pebruary 1983, the Ccast Guard
derived these measures from the admipistration of the Ccast
Guard test battery during the fourth wesek of recruit
training. Since that time, the Cocast Guard has joined the
ther services in the use of the Armed Servicses Vocational
Aptitude Battery (ASVAB) which is administered pricr to an
ndividualts enlis*ment. The test battery consists of a
number of individual tests that sesk to detsrmine levels of
verbal, arithma*ic, mechanical, clsrical and electrenic
skills. The composite derived from selected tests arese then
combined with certain physical, medical and educational
standards tc determine an individual's eligibility for
enlistment into the armed forces.

Fer quality detsrmination purposes, the arithmetic
and verbal scores have traditionally besen combined and
grouped intc the five distinct percentils catsgories identi-
fied in Teble III.

TABLE III
Mental Category by Percentile

Mental Category Percantile
18§ II 65 - 99
ITIT A 50 - 64
IIT E 31 - 49
IV e vV 3 - 30
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Persons who score in Category I or II are considered above
average in trainability; those in Catsagory III, averadgs;
those in Category IV, below avarage; and thoss in Catzg
V, well below average. (For comparative purposes, readin
ability for those in Category III equates to *the eighth
grads level.) The military services have traditionally
identified those in Categoriss I, II and the upper half of
IIT *¢ be the most desireabls applicants. Members of these
groups generally qualify for a widsr range of specialized
skill t-aining schools and experience less at+rizion,
thereby reducing training costs in tz2zms of time and
dollars. Additionally, as in the educational levsl
attained, persons in the higher mental categories have exhi-
bited greater prcbabilities of completing recruit %raining
than dc those in the lower categoriss [Ref. 5J. Recent
Coast Guard data tend to support this conclusion as shown in
Table IV.

TABLE IV
Recruit Training Success By Category

Completing Recruit Training FY-82
Graduated Discharged

Category I & II 97.9% 2.1%

Categery IIIA 96.8% 3.2%

Cateqgory IIIB 93.1% 6. 9%

Categery IV & W 85.9% 14,1%
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3. Summary

Although the strength of the relaticnship betwsen
the two measures and quality are freguently discussed 2and
bear some interpretational limitations, substantial research
bas indicated that bcth =2ducation attainment and mental
ability ars valid predictors of future success in training
{Ref. 1 p. VIII-1.]. These two factors then 2are represented
by the term "quality dimension". The desgree to which the
Coast Guard incorporates these measures in iis goal setiing
processss and the degree *o which these measurss are charac-
teristic cf +he recruiting program's output indicate the
level of success achieved with the quality dimension.

E. RECRUITING EFFECTIVENESS

In avaluating the performance of an organization, two
criteria commonly utilized are efficiency and effectivensss.
Ir *he former, organizational outputs ar=s compared t¢ its
inputs, whereas in the latter, ouzputs are compared with the
organizational objectives. Organizations generally strive
for bcth efficiercy and effectiveness cacognizing that one
may meoderate the other. Considering that resourcs inputs
desisicns are bureaucratically beyond the control of the
recruiting crganizatiocn, and bsing primarily concerned wit
achievenent of qualitative and quantitative objectives, this
thesis will focus upcn racruiting effactiveness.

1.

h=

easures

et

As was ths case2 with *the term "quality dimension®,
recruiting effectiveness is another abstract term that is
difficult to define. There is no absolﬁte value of sffec-
tiveness., Operationalizing the term, we generally sp=sak of
its measures, measures which rela<e output‘to ~he obdjec-

tives. A teeruiting rprogram may be considerzd effactive *c
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the dagree that it attains i“<s overall goal; the minority
goal; th2 non-prior service goal; the prior ssrvl c2 geal;
the high school diplcma graduate goal; the female goal; or
ary combination thereof. In the normal usage of the tern
+hen, in crder for a recruiting program to achisve a d=zgree
of effactiveness i+ must first develop a comprehensive set
cf objectives which, collectively, will define its purpose

The second requirement is that the program design an
appropriats control system that will provide meaningful and
comprehensive performance mesasurss affording <hs comparison
of program outpu*s to program objectives. 1In order for the
Coast Guard's recruiting program to achisve ths desired
level of effectiveness with the qualitative and quantitative
dimensions then, it wculd first be requirsd to have clearly
stated objectives with regard to both dimensiorns; and
sacondly, a controcl system offering the capability to

i+

ccmpare the gquantity and quality of recruits to the

]

program cbjectivaes. Having this capability in place, effec-
tiveness measures can be obtained in continuous short %ernm
pericds, creating an sarly waraing and control system iden-
tifying the need for adjﬁstments that enable achievement of
long *term objectives. This effectiveness cycle is illus-
trated in Table V.

n

2. Effesctiveness Element

As impocrtant as is the measursament ¢f effectivensess,

cne is sventually confronted with the question of how teo

contrcl it. To this end, it is necessary to identify *he
program ¢lements that have a potential to impact effective-
ness and *o understand *their interrslationships. Clearly
there is nc simple path, no single button to push in
achieving a desired level of rscruiting program effective-
nass as there must be cooperation and coordination of

nam2rcus slements. These elements are identifiable howevear,
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TABLE V
Recruiting Effectiveness Cycle

Program .
Quantitative program
and |

Qualitative .

Objectives ad justments

Objective Bas=24d

Mgohitoring early

of Program P —

Performance varnzng
adjustm=nt

A

Effectiveness

Comparison of

Progran anrual

Obj2ctives and P -

ResSultant adjustment

Qutputs

each independsantly and collectively having the potential to
affect tke level of effectiveness 2tzainsd in res
cbjectives., Five such elsments and their intzracti

censidered to be particularly critical and will be
cally addresssd: 1) territorial potsn<ial, 2) the
rzcruiters, 3) individual recruiter charac*teriszics, 4)
recruiting source characteristics, and 5) management pcli-
cies (i.e. goal setting, quota detsrmination and assignment,

incentive and reward system).
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F. METHCDOLOGY

In order to provide an overview of the total enlistsed
recruiting program as it relates to the development of the
input strategy, a theoretical model of recruiting effeciive-
ness, in terms of its five critical elements, 1s developed
from a review of current research litsraturs. This modsl is
+hen cemrpared with a description of ths existing Coast Guard
recruiting program, forming a base from which useful conciu-
sions and recommendations may be drawn.

In addition to +he thsorstical modsl, 2 unigue computer-
ized perscnnel data set has besn constructed which allows
for a dsscription of the recruiting program's output in
qualitative form as well as the practical exercise of this
thesis' rzcommendations.

In order to describe comprzhensively the current Coast
Guard recruiting program and its performance in relation to
both the guality and quantity dimensions, thsrs was a:n
initial need for system-wide performance data.

Specifically, what have been +the output characteristics of
the overall system, the districts and the recruiting
cffices? <Considering the presant lack of a computerized
management information system, the gquesticn could not be
answered as that type of data had never been collected in
the past. While there were manual mechanrisms for monitoring
the guantity dimensicn, there wers none £Or any other type
of information.

1

Accordingly, in November 1982, with the funding and

(RS

support of the Recruiting Division of the Office cof
Perscnnel (G-PMR), and the assistancs of *he USCG Training
Center Cape May, an intensive effort was undertaken to
construct a uniqué data set +that would provide qualitative
as well as quantitative'data. The r2sulting data base

includes demograhic and per formance data, as outlined in
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TABLE VI
Recruit Data Points FY-82

Name, first five lstters of the last name
Social Security Number

Type of Enlistment

District of enlistmant

Recrui+ing Office of enlistment
Method of Contact

Method of Follow=-up

Typs of Recruitsar

Citizenship

Educaticn level

Sex

Marital status

Mincrity grcup

Religion

Height

Weight

Ccast Guard Battery Scores

Age |

Indication of Rerhasal.

Reason for rephasal

Entrance test used for gualificazicn
Score on *hat entrance test

Date of Enlistment

Indication of graduate of discharge from recruit training
Reasca for Dischargs |

Company in recruit traininag

Ccmpany ranking at graduation

Rate upon graduation (SA/FA)
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Table VI, fcor 3454 of the 3490 regular recruits who entersd
recruit +raining at TRACEN Cape May during FY-82. The data
tass does not include those recruits entering USCG Training-
Centar Alameda prior to its closurs in February 1982.

The significance of this data base is that for the first
time, recruiting perfcrmance over a wide range of variables
can be evaluat=d for the‘program ovaerall as well as for sach
district, recrui+ing cffice and detachm2nt. Supportive of
the quantitative data already obtained, this is the first
glimpse at recruiting which ceonsiders guality.

Additionally, although cross-sectional in form, the data
base cffers the potential for a longitudinal study of
recruit accessions fcr FY-82. 1In addition to the computer
data based information, telephone interviesws werse conduczed
with each district's Enlisted Recruiting Supervisor, as well
as with individual recruiters and Officers-In-Charge. Each
interview was conducted in a similar manner using questions
designed to provide a background on policy interpretaticns
and implementation. The questiohs are provided in Table
viI.
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2.

4,

8.

TABLE VII
Interview Questions

Can you identify the Eerfcrmance mesasures *hat
you use to evaluate the performance of your
recruiting offices?

What perfcrmance measurss do ycu believe are
used fy Headquarters to evaluats your '
districtt's pérformanca?

Dc §cu rgceive the Dischargsz
Mcnth? Hew 4 i

Log from Cape HMay
¢ you use it?

t

#What individual charactetristics do recruiters
in your district use <o determine an applicant's
"quality"?

your monthly gquota among
S7

Dc you have a formal recognition/reward program
fcr ycur recruiters?

How many of your recruiter

; S recaived any type of
performance award during FY-822

major problem within the

ntify cne
t*s recruiting program?

C
cI
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II. EFFECTIVENES

MODEL AND LITERATURE REVIER

A. BACKGROUND

The end of the military draft ia 1973 brought several
changes to the recruiting activitiss of the DOD services.
Primary among these was a heightenzd concern about the
guality of the All Vclunteer Force (AVF). This concernn
served to initiate a broad range of resesarch that is coenti-
nually investigating the relationships between the varicus
elements of the rscruiting program and th=ir potential to
postively impact the quality dimension ¢f manpewer plannirzg.
While oriented tc the DOD services, this research carries
many uszful implicaticns for resolving similar gquali+ty
issues facirng ths Coast Guard recruiting program. This
literature review is representative ¢f the research linking
varicus elements of +he recruiting program to the snhance-
ment ¢f recruiting effectiveness and the achisvsment of a
quality objsctive. 1In order, the following recruiting
elements will be addressed: territorial potential, recruiter
characteristics, numker of racruitsrs, recruiting scurces
and management pclicy.

B. TERRITORIAL POTENTIAL

In a study prepared for the Naval Personnel Reasearch
Development Center (NPRDC), Dr. James Arima sought %o
elop a measure of recruiter effectiveness that would

lect the inherent potential of a territory for producing

accessicns. Reccgnizing that all ¢ itories did nct share

w
L)
r

=}
b
b
(2]
r’.

the same potential for generating =2 ees, he scught *o
determine a set of variables that could fit into an equation

reliakly predicting the expected production of a recruiter.
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In his initial attempts 4o predict net preductivity, gress
productivity corrected for attrition, the results provad
unreliable. However when the qualitative dim23nsion was
considered, the measures became responsive to territorial
differences. The resulting =squation demonstrated the feasi-
bili+y of utilizing educational data from the school
districts to predict the expected recruiter production.

The findings of the study produced several interasting
implications for the management of recruiting sfforts.
First, *he author found *that while the normal elemants
‘utilized by policy makers in establishing quotas (Qualified
Military Availables (QMA) and number of high school gradu-

tes) were associa*ted with the number of accessions from a
territory, there was no statistically significant causal
re2lationship. Further, these elemsnts lackad ary qualita-
tive dimensiocn whatscever in distinguishing the differing
potantial of the territories.

Secondly, the trend of assigning recruiter resources
based on QMA resulted in dense metropolitan areas having
large rtecruiting stations whers recruitsers spent inordinate
amounts of time with ungqualified applicants and produced
poorer quality rectuits. As an alternative, th2 number of
female high school graduates proved to be the best predictor
of quality recruit production in a given territory [Ref. 6].

The notion of territorial potential and the uss of
educational data as a determinant of guality is further
supported by the findings of the Profile of American Youth.
In a 1980 nation-wide administration of the Armesd Services
Vocational Aptituds PBRattery (ASVAB), test performances were
comparsed regionally. The mean AFQT percentile scores, whaen
divided into the nine regional divisions utilized by the
0.S. Bureau of the Census, identified New Englaad as having
the highest average (60), followed in order by the West
Cantral (58), Middle Atlantic (53), East North Centrazl (52),
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Moun+tain (52), Pacific (50), Wes* South Central (48), Scuth
tlantic (44), and the East South Central (42) [Ref. 7].
Emphasizing differing regional sducational performancs,

el

‘a study prepared for the Center of Naval Aralyses asszasss
the impact of varying standards for GED certificates on
recruit survival. Dividing the fifty states into four
unique categories based on the stringency of GED rTeguire-
ments, thke survival rrobabilities sxhibited a2 consistent
pattern of increased survival with increased requiremsnts
for achieving passing grades. The report suggests that
benafits can be attained by treating GEDs from *he s+tates in
a differential manner with regard to the applicant screeaiag
process [Ref. 8].

Through thes=z research efforts, it is apparent that ir
allocating valuable recruiter resources as well as enlist-
ment quotas, criteria superior to QMAs and numbers of high
schocl graduates exist. The research would suggest +aat
these allocation decisions are not as simple as they may
appear. The considera+*ion of territorial differences offers
the decision-maksar greater £flexibility and control over
increasing the probalilities of achisving an improved
racruiting/recruiter output (guality and gquantity).

C. RECRUITER CHARACTERISTICS

As the organizational representative mest directly
involved in the recruiting process, the individual recruiter
provides a unique set of personal characteristics, skills
and abilities that have obvious potential impact on
attracting desirabls applicants. Sevsral studies have
focuses on the variety of characteristics required in devel-
oping a successful recruiter.
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In a University cf Wisconsis- Madison study, Individual
Reactions to Organizational Recruitinbg: A Review, the
authors examine the influsnce of the recruiter on the appli-

cant's attitudes and job choice behaviors. The recruiter is
identified as having a definite impact on the decision-
making of the applicant. In reaching this conclusion,
several srecific recruiter charasteristices were examined.
Applicants were generally in agreement that ags, verbal
fluency, personality and current knowledge had positive
influences cn their decisions. The preferencs was for
young, but not too young, racruiters with a "plsasiag®
personality, capable cf discussing smployment opportun:ties
in mere thar general terms and Ofepared to offer a "smooth"
essntation on the crganization. Additionally, a job title

o]
r

'~l-

csitively influenced the perception of rscruiter compe-

c+"0

nce. Although not strongly supported, race was determined
+0 have soms impact as black apllicants seemed to respond
more favcrably *t¢ black rscruiters while race seemed of
little importance *o whits applicaats. Similarly, the
support for sex as a detsrminant was n2ar neutral as female
rscruiﬁsrs were =valuated as "better than or at least squal
tc" their male ccunterparts {Ref. 9]. v

In addition *to relating effectively *o applicants, ths
rec*u*tef must b= capable of accomplishing a diverse set of
non-recruiting tasks. Each military service is interssted

[

in identifying these additiocnal skills as they may lead <o
proper performance svaluation as well as snhance *+he selsac
tion ¢f potential recruiters. In a series of three studiss
prepared for NPRDC'(Eorman, Hough, Dunnette 1976; Bcerman,
Toquawm, Rosse 1979; Bcrman, Rosse, Toquam, Abrahams 1981),
more than eight hundred critical incidents describing *h=
range of effective tc inzsffective recruiter performance wers
initially reduced to nine descriptive dimensions. 1In final
form for the last phase of study, ths number of dimesnsichns
was further reduced <tc four:
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- Selling Skills: selling Navy effectively
tc prespects; displaying confidence
and zffectiveness

- Human Relations Skills: establishing and
maintaining gced interpersonal relations
with the rprospects, recruits and persons
in the community

- Organizing Skills: planning ahead, accurately
ccempleting pagerwork

- Overall Performance: a composiia measure

of the three primary skills.

These performance categories, broken down by factor
analysis, identify specific behavioral and vocational
intarest items that reliably predict dasired performance.
The study in final fcrm provides a test battery compcsed of
110 persomnality and 6C vocational items that reliably
predict Navy and Marine Corps recruiter performancs.

D. NUMBER OF RECRUITERS

+ ceems obvious that +he more recruiters there aze in

I
+he system, the greater the output will be. 1Indeed this
relationship has been verified in many studies [Ref. 6.1
However when the recruiting objective is breadensd from mere
numbars to include a guality dimensicn, and when the
marginal cost of each addit ioral rscruit is considsered among
the alt=rnatives for attracting applicants, increesing the

number of recrui*ers must be reviewed more closely. Twe
recan* studies address these issues as +he marginal effec-
+iveness of an additicnal recruiter is comparasd to the
marginal effectiveness of increased advartising.

In a field marketing experiment conducted for the Naval
Recruiting Command (NRC) by the Whartom Applied Rec=arch

Center, advertising and recruiting resources were varied in
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systematic and centrclled way. The advertising budget
levels were varied from plus to minus one-hundred percent,
and recruiter strength was varied from plus to minus twenty
percent for four<y~thres markets that were irvolved as
either treatment or control markets. Among the findings,
the experiment confirmed “he significant relationship
bstween the number of recruiters and the number of enlist=-
ment contracts signed. A similar stzong relazionship was
obsesrved ketween advertising budget levels and the number of
enlistmenf contracts signsd. With an increase in either
determinant, the experimant revealad an 2xpanded markst
share of +the number cf contracts for the Navy relative to
+he other services. Unlike advertising, recruiters were
relatively more effective in recruiting individuals wit
life and career goals. Additiorally, with advertising, a
"lagged" effect was cbserved which indicated that adver-
tising benefits may not actually occur until +three to four
months after the treatment.

When comparing the marginal cost differences, recruiters
were de+xermined to show the strongsst and most consistent
effects on enlis*ment, hence a relatively less risky invest-
ment, but at greater cost. In this report, the marginal
cost for a recruitsr greatly exceeded that of advertising.
Additionally, the experiment observed +that for both adver-
tising and recruiters, as quality constraints ar< included,
the marginal costs steadily increase [Ref. 10].

In the second study, Recruiters, Advertising and Navy
Enlistments, a regression analysis was utilized to determine
the relationship between high schoel graduate enlistments,
the number of recruiters and the levzsl of advartising expen-
ditures. The study's findings parallel those of the Wharton
tudy: bcth the recruiter and advertising were de*+ermined to
positivzly affect the number of contracts signed.
Addi+ionally, *he study noted a current year impact for the

TecC

3]

uiter and a future orisnted impact of advertising.
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An interesting distinction of this study is that it
identifies recruiters as affecting enlistmeﬁts in the upper
mental categories whereas advertising's greatast impact was
with the lower mental groups. Additionally, al*kough adver-
tising maintains a marginal cost advantage over the use of
recruitzsrs with respect to "all high school graduates®
(31700 <o $2200) , when the quality dimension is considered
by a comparison within mental group I - IIIU, recruit=rs
develcp a distinct advantagé ($2500 to 34600) [Ref. 11].

E. RECRUITING SOURCES

Recruitment 1is frequently considered a2 one-way process:
the organization searching for prospactive employees. 1In
reality however, recruitment is a twc-way process: prospec-
tive emplcyees sseking organizations Jjust as organizaticns
seek prospective employees. Using this ma+ing theory of
recruitment [{Ref. 12], success is achievad as the two form a
simultaneous match. This match can be accomplished only
when there is a commen communications msthod: some form of
contac*t linking both rrospsct and prespector. The
recruiting program uses a variety of advertising methods for
this express purpose: TV/radio, magazines, classified ads,
direct mail, etc. The question then bascomes one of identif-

ing the most effective form of advertising from among the
many alternatives.

In a study preparsd for *he ¥aval Recruiting Commang,
Richard C. Morsy of Duks Universicy used a variety of
regressiocn techniquas to predict the impact of the varicus
media alternatives on ths number of national lzads and the
number of high school contracts. In gsnesral, he found *hat
natiocnal leads werzs affected fo a small degrese by expendi-
tures for general, non-mirority TV/radioc, very strongly by

non-minority printing related =xpenditurss, and very
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strongly by territorial elements such as relative pay,
propensity to enlist, unemployment, etc. The samge charac-
teristics affacting national leads similarly affect high
school graduatz contracts ... but with a two month lag.
Noa-high school gradhate contracts were affected mos+t pesi-
tively by qucta, classified ads, minority advertising,
genzral TV/ralio and +the territcrial percentage of blacks.
The authcr notes that one high schoel graduate contract
results from zpproximately 44 national leads or 65 lccal
leads.

As these initial findings were raviewsd in the context
of their relative cost effsctiveness, the author concluded
that the majority of expsnditures should be dirscted in *he
area of printed materials, i.e. magaziaes, direct mail,
newspaper supplements, stc. Using Navy CY-78 furding levels
and at 78 docllars, the marginal cocsts per additional high
schocl graduate contract for TV/radio was $3u,024; fer
printed materials, $2,046; and for ainority advsrtising,
$26,611 (Ref. 13]. In a subsequent rsport published in
1982, further analysis served to differentiats the varisty
c¢f printed materials by their ability o increase the yield
cf male, non-prior service, high school graauate contracts.
The use of general magazinses was the clesarly superior,
followed by general direct mail, joint DOD magazine and
finally, local newspaper/high schcol advertisement
{Ref. 14]. Interestingly, this study is supportive of
cthers reviewed in that the author indicates the grzater
effectiveness of recruitsrs as opposed tc advartising in
obtaining the higher mental group contracts.

The importance of e2fficiently matching the Coast Guard
to prospective recruits is heightened when consideration is
given to *he scarcity of recruiting dollars and the _
declining pcpulation of 18 year old malz, high school gradu-
ates. Population studies have shown tha*+ by 1992, +*hers
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will be 25 percent fewer_high school graduatess than thesrs
were in 1676 [Ref. 15]. As the compe*tition for these
resourcses with the DCD services and the civilian market
begin *o increase, ccnsideration must be given to.identif-
ying altzrnatives that expand the traditicral recruiting
markat sc as to locate increasing numbers of high quality
racruits. In a recently released Rand Corporation report,
two-ysar cclleges and postsecondary vocational schools were
identifisd as ons viable alternativa.

Lcoking first at the potential size of the market, the
authors snccuntered some difficuliy as ths reports c¢f total
enrollment in two-year institutions vary greatly by source.
Gensrally, considering only male students within the
targe*ted age ranges fcr non-prior servics recruits, the
population is estimated at one million. If consideratien is
given to recruiting prior services students, as well as those
exceeding the 18 to 21 age range, ths population could swell
by more “han 500,000 men. With regard to meeting enlistment
standards of age, ability, moral character, etc., these
scurces could positively impac* the guality of the snlisted
force. Geographically, these five largest concentrations of
these potential recruits are in the states of Califcrnia,
Texas, Nerth Carolina, Illinois and Ohio.

This markst has yet to be significantly penetrated. The
student's mcbility as well as their unstable educational and
occupational aspiraticns imply great potential for military
recruiting efforts. Past studiss have indicated that
members having pcstsecondary education 2xperisnce lower

ttrition rates than do their counterpar*s having less
education. With the right zrecruitment incentives and stra-
tegies (i.e. addressing student's educational expectations
and cccupaticnal aspirations and financial needs), this
market might be renetrated successfully [Ref. 16].
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F. MANAGMENT POLICY

Whereas each of the preceseding four elements of the
recruiting effectiveness model address the operational
performance and potential of the recruiting system, the
management policy element addresses crucial administrative
functions that provide the impetus for operationai action.
Two particular aspects of the broad range of management
actions will be addressed; goal setting - qucta, and rewvard
- reccgniticn. Using goal setting decisions to fcocus organ-
izational activity, and reward - rscogniticen actions to
identify and promote desirable recruiting behaviors, the
recruiting management (Headgquarters levsl) can exerciss
considerable control cver the ultimate organizaticnal
output. '

1. Gcal Setting - Quota

Typically within the recruiting context goals, or
quotas, are thought of in terms of their operational impli-
caticn: statements of organizational manpower aspirations.
They are generally short ferm in nature, one month or one
year, and serve to direct recruiting behaviors in specific
directions. There is another side of the goal issue
however, that being the goal development decisions. 1In his
book Qrgapizational Effectivensss, A Behavioral View,
Richard M. Steers identifies a major ingredient of success
for a gcal seeking crganization to be its ability to "...
clearly define the specific nature of the goals and objec-
+ives i+ wishes *o pursue". He warns that the failure +o
address goal specificity may allow lower lavel managers
unintended degrees of goal a*ttainmsnt discretion that can
lead to conflicting efforts and wasted encrgies [Ref. 17].
Applying this concept to recruiting, we might first seek to
clearly identify the gqualitative as w2ll as the quarntitative
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quality recruits, and observing that districts with low
quality pctential could very well have disproportionataly
large pocls cf eligibleé, one recommendation was to sstab-
lish variable district quality requirements with regeard +<c¢
quota. The policy may provide that for a given quota, a
variable percentage of that quota should be upper maental
category recruits., For example, in a district whers low
quali+ty pctential exists (i.e., New Orleans), a low
requirement for high mental category rscruiis may be estab-
lished at maybe 55%, whersas in a district having gréater
quali+y pctential (i.e. Boston), the high quality recruit
requirement may be established at 70 to 80%. A policy of
this nature could serve to minimize the inhibiting effects.
0of quota as the military services racognize and att=mpt to
satisfy the concurrent demands of quality and quantity.

In an aprendix to this study, +thes authors address
the determinants of tlack enlistmencts.  The findings indi-
cate a strong postive relationship for "recruiter" and a
negative relaticnship for "quota". The conclusion drawn was
that: 1) ra2cruiters are necessary and valuable in "selling®
the Navy to blacks, and 2) when quotas go up, recruiters
tecome tusier, have less time to "sell" to blacks and thers-
fore intensify their efforts to recrui: whites as it is
sasier to locate high quality whites than to do so for
tlacks.

2. Reward - Reccgnition

In the absences of recognized laws of human behavior,
there is cne type of behavior that approaches law: people
continu2z to do what they have been rewarded for doing. A
ccnsiderakle pody of ressearch existis which serves to demomns-
trate the interrelaticnships betwesn :éwa:d, mctivation and
performance. This research is inclusive of B.F. Skinner's
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(1971, 1953) positive reinforcement, and Lawlser (1973) and
Vroom's (1964) expectancy theory which 211 us that human
behavior can be shaped by the expectation of a positive and
dasirable reward for some established behavior [Ref. 201

Perhaps because the concept of rewards is so basic
and well reccgnized, it has often been taken for gran*ted and
overlccked in organizational devslcpment. On the occasion
when i+ dces raceive cursory atiention, as ths policy maker
grapples with a rsward system and f£iands that one parson's
reward is ancther person's punishmsnt, ons commen solution
has been *o throw the baby out with the wash, purposely
avoiding a difficult issue. 1In spit2 of the difficulities,
and tc take advantage of the obvious behavioral benefits,
careful thought should be given to identifying the desire
behavicr and to the development of an appropriate reward and
recognition system. In a well known practical application
of Skinner's positive reinforcement theories, Emery Air
Freight supervisors wers taught to us2 positive reinforce-
men+ as a management tool. The company provided more than
150 types of recognition and reward ranging from a simple
smile to detailed praise for extraordinary performance
[Ref. 21]. The reward and recogrniction actiomns are not all
expensive nor do they all involve the outlay of caskh.

In his paper "On the Folly of Rewarding A, While
Hoping For E*", Steven Kerr provides a variety of contsmpe-
rary societ2l and business examples in which *he behaviors
being rzwarded are the¢se the rewarder is trying to
discourage, while the desired behaviors are not being'
rewardsed a+ all. In education, where society hopes that
teachers will not naglect their tesaching respensibilities,
rawards ars based almost entirely on the research and publi—
cation sffor*s that take “hem from the classroom. Similarly
in spcr+<s, where the desired behavior is teamwork,’the

trophies 2nd awards generally go to the player with the mest
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- apportions its quota lzvels advantageously
in 1light of territorial diffsrences, resourcs
allccation decisions and program
goals and objectives,

- and finally, maintains a capabiliziy-
+0 monitor system performance: recognizing,
premc+ting and rewarding (thus shaping) those
human behaviors desmed beneficial o the
achicesvement of program goals and objectives.

This review emphasizes that quality is no%t an easy
objective to achisve in that the costs, in tzrms cf dollars
and effort, are greater than those required for the achieve-
ment c¢f quantity alome. Similarly, achieving quality’
objsctives reguires greater management investments as
numercus macro-level decisions require the consideration of,
and trade-off between, the various effsctiveness elements.
These decisions cannct be sffectively consider=sd at the
lower levels. These research efforts indicate that as
difficult as it may be to defin= gquality, and as complex as
the recruiting envircnment may be, a quality obijective can
te achisved through rational consideration of the elements
and objective oriented decision-making.
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III. THE CCAST GU

A. OBGANIZATION

The Ccast Guard recruiting mission is administered by
the Recruiting Division (G-PMR) of the Office of Personnel
within Ccast Guard Hsadquarters in Washington, D.C. Divided

o}

+hree branches: cfficer rscruiting, enlisted recruiting

fo)
jm}
[o )
)
o

vertising, the division's responsibilitzies include
publishing quotas, precviding rectuiting guidance +o the
district ccumanders, and serving as a coocrdinating pcint
ithin Headquarters for all matters affecting recruitment of
military personnel.

As depicted in Figure 3.1, the Coast Guard is adminis-
tratively and operationally divided into twelve Districis,
within which sixty-seven recruiting offices are located. Az
each district office, the Military Personnel Recruiting
tranch (pmr) sup=srvises the conduct of the enlisted
recruiting program within its boundries by coordirating the
activities of ths individual rescruiting offices.!! Although
there are currently nc activs recruitiang detachments,t? the
" organization does have a provision allowing these cffices %o
serve as sub-uanits of established zecrui+ting offices, At
current manning levels, the organization is supported by 243
recruiting killec<s. _

Although not & fcrmal element of the recruiting organi-
zaticn, Training Center Cape May, located in Cape Méy, New
Jersey, is the single recruit training center. In February
of 1982, as a result cf FY-82 budget reductions, +the s=cond

- - D G - - -

: 11The Savenptsenth Distri
quaz+ter through the Thirteen
staff a recru1t¢1g prografe.

c rocessas its one quo
£ it

t ta p=2
h District (pmr) as does

T
not
12The result of FY-82 budge*t rzduction ac%tions.
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U.S. Coast Guard Districts

Pacific Area / Atlantic Area
COMPACAREA COMLANTAREA

, 13t DISTRICT
BOSTON

COAST GUARD
HEADQUARTERS

s GISTRCT

v 2nd DISTRICT o

ST, LOUIS

Sth DISTRICT
NEW ORLEANS O

4 HAWAH /
4

et DISTRICT
HONOLULY

Figure 3.1 Coast Guard Recruiting Districts
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racruit training center, Training Csnter Alameda, was perama-
nently closed. The reduction to one training center,
complicated by barracks structural problems at Cape May, bhas
introduced a new variable, maximum training ceiling, into
the manpewer planning process. Having illustratzsd the rela-
tionship between guality (education attained and mental
aptitude) and fecruit'training attrition in Table II, and
Table IV, this factor alone suggest benefits to be ortained
from id=zntifying quality prior *c enlistment. Clesarly low
quality requires greatsr training capacity.

B. OBJECTIVES

The recruiting pregrams?!s mission suggests three central
cbjectives: 1) W...recruit gualified enlisted personnel...”,
2) "...in sufficient numbers...", and 3) "...the proportion
of minority members...". In addition to these, and perhaps
less cen*tral in that it receives lsass explici+ a+<ention
throughout the .program, is a fourth objective, that beirng
the recruiiment of "...the best qualified personnel avai-
lable" [Ref. 23]. Fcr clarification purposes with respect
+0 the first and fourth objective, tha first objective,
recruiting gualified rersonnel, serves only a (0) or a (1)
purpose, insuring that each applicant clearly doss or does
not mee* the minimum enlistment standards. In the fourth
objectivs however, the scale is a continuous one suggesting
that whiles quality may have no sxplicit definition, ¢f those
minimally qualified, cnly the best gualified will b=
selacted.

C. GOAL SETTING - QUOCTA

The annual detzrmination of enlisted manpowsr requirs-
ments is initiat=2d within the Enlisted Personnel Divisicn
(6-PE) of the Offic= of Personnel. Prior to the beginning
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of 2ach fiscal year, <he Programs Braach (G-PE-4) generatss
the enlisted Military Employment Capability Plan (MECP)
identifying anticipated personnel transition flows. Ons
utilizaticn of this rlan, sxhibited in Figure 3.2. is to
identify <he number ¢f recruits requirad %o maintain th

)]

maximum authorized enlisted strength.!3 Having identified
+his quantitative dimension of the manpower Cequirsments,
h
h

o

this number is transmitted to the Recruiting Division re

o &

D

it becomes, wi+h no specified qualitative parametsers,

ot

recruiting goal for the upcoming fiscal y2ar. Subssquen
iterations of the MECP are conducted to insure that target,
but nc¢ mcre than target, strength will be achieved.

Within +he Recruiting Division, several factors ace
considersd as this annual goal is “ransformed into monthly
district recrui*ing guotas. Among these considerations are:

re

[el}

+0 lzvel-lcad +the arrival of recruits

-

s

{3

a de
tc the training center
- the nesd *o peak-load the trainain
- maintenance of an equal production reguir=ment
fer each recruiter
- 3llow for a light quota during the menth of Dec2amber
- the Coemmandant's policy seeking a 20% minority
propcrtion in recruits.

These factors considered, of the total annual rsquire-
man+t (5474 for FY-83), 220 are designated for the acnth of
December with the ra2mainder being equally distributed
through the remaining eleven months. Having developed the
sarvice-wide monthly gquotas, ecach district's quota is appeoer-
tioned by calculating its number of recruiters as a
percentage c¢f t+hes total number of recruiters. For exanmple,
if the system-wide mcnthly quota is determined “c be 460,

- - - —— e n - =

‘4 s : power
ceéilings, actual strength i1s that wh pproved by the

13plthough there are Congressional%y,apprcved pan
ich is " a
Cffice of Management ahd Budg=st (OMB) .
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SThE FISCAL
ENLISTED MILITARY EMPLOYMENT CAPABILITY PIAN (MECP) 29 JULY 1983 : viar 83
RN R S A T A YN P O P PO TP TSPV S Y ST Y T PO T T Pl T TIRAL AVERAE,
TTECTRATION
o ; 6
S 536 507 225 636 491 506 380 372 176 584 582 19 5814 485
RESERVE 2 2 2 2 2 2 2 2 2 2 2 b1 24 2
ATTRITION .
HETIRMENTS 35 30 25 30 23 22 20 30 35 35 35 35 355 30
onER 120 115 120 110 125 170 165 115 130 150 130 140 1590 133
DISQIARES
REEHLISTMENTS 270 | 235 137 277 224 253 181 193 203 283 255 269 2740 228
BECALLED 2 2 2 2 2 2 2 2 2 2 2 2 24 2
RESERVES i
HECRIITS 464 465 150 465 465 465 465 465 220 465] . 465 465 5019 418
@ BOARD 31025 {31073 ] 30990 | 30956 | 31006 | 31026 31107{ 31248} 31130 31109] 31082| 31022 372774 31065
(nﬁ;: +3} +48] -83) -3f +s50) +20] +81]+12s1) - 118} ~21] - 27} - 60 0 0
£
CONTEMPLATED PAY GRADE DISTRIBUTION
E-9 303 310 k) 3] 310 311 312 314 318 317 317 315 309 3747 312
E-8 478 480 481 482 485 486 489 494 493 493} 490 484 5835 486
E-7 2651 | 2658 | 2658) 2657 2659) 2661} 2665) 2674) 2673 2672] 2670] 2663 31961 2663
E-6 5015 | 5020 ) 5019 sooo| 35005] s007] 5030 sua2] s5n38f s5036] S034F 5025 60271 5023
E-5 5265 | s271 | 5270 s251f s255) s2s57) s27s) s290) 5286f s284) 5281} 5270 63255 5272
E-4 77226 1 77301 7730} 1714y inre} 7r2a ) 773s) 7iss| vasil 7r46) 77420 7732 92799 7733
E~3 4990 | 4996 | 4993 | 49741 49791 4981| 4987 5020] 5016] 5011} 5006 4999 59952 4996
E-2 37251 3731} 3728} 3721} 3726 37300 3735) 3760} 3756 3751] 3744] 3740 44847 3737
E-1 874 877 800 847 867 871 877 895 800 799 800 800 10107 842
TOTAL 31025 | 31073 | 30990 | 30956} 31006} 31026} 31107 31248] 31130l 31109] 31082 31022 372174 31064

Figure 3.2 Military Employment Capability Plan




and the First District has 24 recruiters from the
system-wide 243 (10%), their quota for the month will be 46
recruits (10%) .

In pubklishing the monthly quota for =ach district, a
portion of that guota is identified as the minority goal.

To de*ermine the appcrtionment of the monthly minority goal
to the districts, the Recruiting Division refers to annual
demographic surveys cbtained from the Recruit Market
Network. The survey reports identify the minority popula-
+ione withir a fifty mile radius of each recruiting office.
With these minority population breakdowns, each district
rec2ives a minority gqucta in proportion to the minority
compcsiticn of their recrui ting areas. (The demographic
reports identify an area's minority ccmposition in gross
numbers c¢nly. The report does not provide composition by
education level, age, sex, propensity to enlist, or any
cther variable.)

Once received at the district level, the quota and the
minority goal are again apportioned among the individual
recrui4ing cffices. Although =ach district has considerabls
discretion in devising the methodology for goal-setting, the
normal methcd is to evenly distribut

({1}

the gquota on “he basis
of the number of recruiters assigned to each recruitiag
cffice.

Throughout +he goal-setting process, from initial devel-
opmemt (G-PE-4) +to the operational level (recruiting
offices), the gqucta is expressed ONLY in its guantitative
dimension. While there is the underlying premise that each
guota be £illed by a "qualified" individual, and there are
expectations that they will be £illed by "...the best quali-
fied rperscnnel available...", thers are no explicit
definitions of any standard of "quality" abovas that of thse
minimum enlistment standards.
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D. QUALITY CONSIDERATIONS

In seeking to acccmplish its mission *o recruit quali-
fied snlisted personnel, the recruiting program addresses
quality thrcugh two mechanisms: enlistment standards and

"selective rscruiting”.
1. Eplistment Standards
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M1100.2) identifies for the recruitsr the minimum eligi-
bility requirements fcr an individual aspiring to enlist
into the Coast Guard. These minimum rsquirements primarily
seek to identify "ad=sguatse intelligence, a sense of Isspon-
sibility, goced moral character and a mesting of physical
requirements". These are the individual characteristics
that the recruiter is to atiempt %o idsntify. To dc so, the
requirements are divided into six e2lem2nts: age, citizen-
ship, character, mental :equiremen:s, physical reguirements
and depsndents. Each of these =2lemsnts will be addressed in
such a manner as to detail the Coast Guard requirements or

limitaticns.
a. Age

The accerptable ags for enlistment of a non-prior
sarvice individual is less than 26 years of age bu= not less
than 17. Applicants who are 17 years old reguire parental
consent prior to enlistment. TFor an individual having prior

ctive military ssrvice, including Coast Guard, and the
enlistment is authorized at pay grade E-4 or higher, the age
must ke less than 35. Similarly, £ =<h=z prior servics
eénlistment is authorized at th2 pay grade of E-3 or below,’
the individual must te less than 30 years of age.
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In 2ffecting an enlistment within the Coast
Guard, the individual is responsible for providing conclu-
sive proof of the date of birth, place of birth and prorer
legal name. Procedurss supported by standard form
processing are available f£o +the recruiter should it be
necessary tc verify the birth information.

k. Citizenship

Generally only United States citizeas or
nationals are eligible for enlistm2nt within the Coast
Guard. Ths applicants ars requirsd tc provide positive
procf that they are citizans or nationals. In the case of a
naturalized citizen, naturalization certificates are
required.

The Commandant may authorize the enlistment of
immigrant alisns providsd they have bean admitted for perma-
nent residence. These individuals must meet all normal
requirements as well as those specifically required for
immigrant aliens.

c. Charactsr

In an sffort to establish the degrze of an
applicant's moral character, Coast Guard recruiters rely
primarily on individual rsferences, police rscord checks
(vhere allowable), the applicant's personal statements and
the ruiter's perscnal observations. Character references

requlred from all applicants. Using a stardar-d form,

jo 1}
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r mails or personally obtzins references frcem
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ach schccl atternded in thes past three yzars as well as sach
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loysr of *the three past y=ars. In addition to these,
2

a
thr ¢ personal, or other applicant suggss=zed rsfarences ar

obtained. References exclusivaly from r=2liatives or closz

rh
|.A~
D
o ]

ds alors ar= unacceptable.

52




Evidence of the applicant's involvement with
civil authorities raises caution flags regarding +he appli-
cant's meral character but does not automatically provids
cause for redjection. Wheres not hamper=ed by state laws,
recruiters use a standard form to obtain police reccrd
checks frem every city, *own and county in the United States
in which the applicant has resided since his/her sixteenth
birthday, or the last five years, whichever i1s ths latsst
pericd. The Recruiting Manual provides a detailed itenmiza-
tion of factors that contritute to the ineligibility of an
applicant. The manual allows that individuals convicted cf
"ainor offenses®, as invest igated by the recruiting oificer,
may be enlisted provided a determination is made +hat the
individual is £it for service in the Coast Guard.

The recruiter is encouraged to consider his/her
personal appraisal of the applicant's moral character.
Through a visit to the applicant's home or following the
enlistment interview and personal interaction, the recrui-
ter's judgement is a crucial determinant in identifying
desirable mcral character.

d. Mental Requirsments

The Coast Guard requires that esach applican= te

a high school graduate or possess a high school GED certifi-
cate pricr to the date of enlistment. In the case ¢f a high
school senior enlisting in the Delayed Entry Program (DEP),
failure to graduate results in a discharge from the DEP.
Additionally, each applican*, including *those with pricr
military service, must successfully complete an entrance
qualificaticn sxamination. As of 1 February 1983, the Coast
Guard joined with the DOD services in the utilization c¢f the
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ASVAB for enlistment gualification. The minimum gualifying
score on the AFQT composite is 40.14

¢, Physical Requirements

Applicants for enlistment must meet the physical
standards as outlined ir the Medical Manual (COMDTINST
M6000.1). In assessing the aplicant's physical ccndition
rslative to these standards, three levels of review ars
utilized._ In the first, the razcruiter conduc*ts an informal
scr2ening of the applicant in order to detect any grcss
physical defacts that would obviously result in rejecticn.,
In the sscond review, a pre-enlistment physical is adminis-
tered by a local contract physician or personnel locatzd at
a DOD Military Enlistment Processing Station (MEPS). The
Tesul+ting physical is reviewed by the recruiter as well as
at the dis*trict level ip an effort to detect any physical
deficisncies. After successfully passing these “wo resvisws,
the individual is enlisted in the Coast Guard and transfered
to the recruit training center where the final review is
conducted. Prior to the recruit dspariing the recruiting
office, he/she is made aware the the *raining center
physical MUST be passed pricr to being permitted to enter
recrui+ training.

f. Dzpendents

The number of dependents an applicant may have
is contingent upen <he pay grade into which the enlistment
is made. Generally, unmarried applican*%'s shculd be unen-
cumbered, though it is permissable to contribute o the
financial support of no more than two individuals in <he
rermananent lsgal custedy of another adult. Applicants

. 14This pinimum quall¢ﬂcat*oq SC3
categery, represents a score ten po:
IIIA level.

f‘O
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enlisting into the E-1 thru E-3 pay gradas are permitted two
dependzsnts whereas those =snlisting into the E-4 and abovs
are permittsd three.

e
n

Inclusive within this resquirements element
the recruiter's review of the applicant's Statement of
Financial Obkligatoin/Wife's Consent form. Relative to

o
jo
»

potential income of a recrui*, indication of excassive
irndebtsdness requies a review and approval by ths district
commander (r) prior tc enlistment. Additionally, marcied
applicants must obtain a signed statement from their spouse
indicating an unders*anding and agraement to the enlistment
contract that their spouse is about to enzer.

Recognizing *that the recruiting quotas deal strictly
in numbers, the recruiting organization secks to £ill thos2
numbers with quality individuals through the concept of
‘tgelective recruiting". This concept clearly states that
although an applicant may meet or exceed each and every
minimum requiremsent, he/éhe is NOT automatically entitled to
enlist. The recruiter, based on his or her service experi-
ence, percepticn of the current and projected service needs,
and understanding of the recruiting environment must give
consideraticn to the manner in which the applicant's quali-
fications blené +ogether, This emphasis on the "whole
- persca® evaluation forms the primary basis cf iden*ifying
“guali<y" within the Coast Guatd recruiting program.

3. Summary

In considering both the enlistment standards and the
concept of selective recruiting, +ths Coast Guard expreéses
toth an explicit set ¢f aminimum standards and a stated
desire *o0 sslact quality individuals. To a d=sgrse, the

minimum standards assist selective recruiting in that they
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clearly identify the rejects from those that are acceptabla.
However, in operationalizing the personally subjective stan-
dards implied in the "whole man" evaluation, the Coast Guard
its=21f becomes captive to more than two-hundred levels cf
perscnal exrperience, perceptions of service nesds and evalu-
ations of the recruiting environment. It is unclear within
the rscruiting organigation whethsr this level of discretion
and ambigui<y in defining quality z=xist by design cor by
defaul=.

E. RECOGNITION - REWARD

Withir “he recruiting program, as promulgated by the
Recruiting Manual, there are no policies or guidance with
respect t¢ a positive recognition or reward systém.

Although prior to 1975 the Recruiting Division did corduct a
Rzcruiter-of-the-Year competition, it was discontinued when
i+ was determined that there were insufficisnt valid
measures indicating superior performancs. Currently each
individual district, wh2n cognizant of superior recruiting
pexfeormance, can fracly pursue “he established Coast Guard
procedures for recognizing and rewardiag that individual.

F. EVALUATION AND CCNTROL

The primary perfcrmance and cutput evaluation and
control instrument utilized throughout the recrui<ing organ-
izaticn is the Monthly Report of Recruiting Activity
(C6-2957) . Initiated by evety recruiting office on *he last
day ¢f sach menth, the, the report is forwardsd to the
district cffice (pmr) whers, Zin ccnsolidated form, each
recruiting office's performance is evaluated for its contzi-
buticn *o the assigned district's guotas and goals. By no
la*ter than ths fifth day of sach month, thess district

reports are forwarded *o the Recruiting Division whers,
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again in consplidated form, program-wide performance is
monitcred and evaluated ralative to its organizational coals
and objectives.

Inclusive of both the regular and reserve enlisted
programs, this report comprehensively tracks racruiting
efforts by identifying appllcant transitional flows. Tha
information included in the répcrt is depicted in Tabls
VITI. '

TABLE VIII
Mcnthly Repert of Recruiting Activities

* Number of new, canceled and rsj=scted applicants
- identification of reason for rejection

Number of recruits

Number of non-rate and petty officer enlistments

Size cf the waiting list

Quo+ta and percentage obtained

#* o9 *  #

Number of appllcan+s being procsssed but not appearing
cn *he waiting 1list _

#*

Number of women enlisted
* Minority goal assigned and percentage obtained
- breakdcwn by minority group
- number tha+ are school qualified
* Delayesd Enlistment Program (DEP) schedulsd by month
* Numter of recruiters assigned

- number of minority recruiters assigned

In addition to the historical data provided by the docu-
mentation of program performance, the monthly report serves
as a valuable maragement tool as it idesntifies areas of
weakness and forms a base from which trend analyses can be

performed. Quan+titative in form and content, the =lements
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ef this rzpecrt reflact both the primary program objectivs
(guota and minorirty goal attainment), and a fature supply
oriented concern (waiting list and applicant growth rate).

If +he rec:uiting‘division were %0 rely solzy upon this
monthly report for performance monitoring, it would experi-
ence time related evaluation and planning difficulties in
that the report is not received until mid-month. Operating
crn 2 mon+thly quo*a cycle, there is an information n=eed
sarlier in the planning process. Addressing the informa-
tional need, 2ach dis*rict (pmr) is tasked *o submit a
Recruiting Frogrsss Report, in messag2 form, on ths last
working day of the mcnth. The report provides information
similar tc that contained in the monthly activities report:

* total regular enlistments

- number of minority and women included
* total reserve enlistments (RP and RK)

- number of minority and women includ=d
* total other :esérve enlistments

- number of minority included. ‘

At year's end, the twelve monthly reports ars summed <o
produce “he Recapitualtion of Regular Recruiing Activities.
Compiled within +the Recruiting Division, this resport,
depicted in Figure 3.3 and Figure 3.4., ssrves as a synopsis
" of the year's recruiting activities as it includes both the
reqular and raserve enlisted programs. The rz2port is dise-

inated thrcughout the recruiting organiza+ion as a
pe:fcrmancé rsporting document. To some extsent, +he raport
does cffer a respresentation of precgram effectiveness as it
dces include both quctas/goal and performance data.

Whereas the above rsports allow for the monitoring of
the enlistment of appropriate numb=srs of individuals, one
other report allows for the monitoring of recruit perfor-

mance in recruit training. Once weskly, Training Center
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COAST GUARD

RECAPITULATION OF REGULAR RECRUITING ACTIVITIES
FISCAL YEAR - 82 - -
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7 25 620 2.07 486 490 66 | 100.8 | 153 | 188 | 38.4
8 26 663 . 2.13 513 518 53 | 101.0 | 155 | 187 | 36.1
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Figure 3.3 Recapitulation of Recruiting Activities
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Cape May cormpiles and publishes the Weekly Training Report
(CG-3696) identifying those individuals discharged prior to
the ccmpletion'of training. 1Identifying =ach recruit by
name, the report provides the name of the recruiting office
processing the enlistwent as well as *he reascn for disc-
harge. Alttough provided weekly +to the Racruiting Division
and to the districts, no specific actions are gensratsd by
the report. At the Recruiting Division level, thes reports
are cocnsolidated at the end of the fiscal year and utilized
in the planning process. Within the districts, although is
is assumed that they are used appropriately, actual use
ranges frcm a detailed review %o a casual glance.

In addi+ion to the hottom-up reports, +there is consider-
able infcrmal, two-way communications between ths varicus
organizaticral levels as waivers ars processed, policies are
clarified and problems are solved. Though ths frequency cf
these communications varies, it does offer opportunitias for
evaluating program p<rformance on an informal basis.

G. ADVERIISING - MARKETING

The advertising and marketing =fforts in support of ths
enlisted recruiting rprogram is administered by the
Advertising Branch (G-PMR-4). Divided into two primary
media groups, electrcnic and print, *hz Branch utilizes a
variety of media sources: radio, telzvision, naticnal maga-
zinas college newspapers and direct mail. With both nedia
groups, the Advertising Branch is assisted in the technical,
creative and implementation arsas by a coniracted =xternal
advertising agency and a contracted fulfillment house.

Within the electronic media group, at leas: one new
televisicn spot commercial is develop=d each fiscal year.
This new spot, in addition *to those previously produced, is
distributed annually to =ach of tha ihree national networks,
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USCG - REGULAR

ENLISTED APPLICANT RESOURCE AND DISPOSITION TOTALS
FISCAL YBAR - 82
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Figure 3.4 Applicant Resource and Disposition
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two cable outlets (CNN and TVS), and the 500 largest local
broadcasting stazions. Additionally several radio ccmmex-
cials, cf bcth 30 and 60 sacond duration, are producsd and
given a similarly wide distribution. Due primarily to the
restrictive budgetary resources,1S the elactronic media .
advertising effort is dependent largely upon *the generosity
of broadcasters in using Coast Guard»commercials for public
service arncuncement material. During FY-82, the Ccast
Guard DID NCT purchase radio or televesion air time. 1In
that same time psriod however, after incurring $120,000 in
producticn and distribution costs, data derived from thse
Broadcas* Advertiser's Report indicated that the Coast Guard
received a dollar eguivalent value of public service air
time in excess of $3.9 million.1s

The greatest single pcrtion of the advertising budget
(32% for FY-82) is reserved for the print media as its cost
per lead falls more into line with ths budgetary comnst-
raints. Additicnally, a careful s2lection of appropriate
national magazines and college newspapers allows for greater
focusing c¢f the advertising effort on targeted segments of
+he population. As +the Coast Guard is experiencing a
healthy general recruiting environment, thess advertising
efforts are being directed %c the most significant area of
need: mincrity and fenale recruiting. Accordingly, magazine
advertising far *hese groups utilize: Essence, Seventeen,
kBﬁsiness World Women, Jet, Ebony, Selecciones and Nuestro.

In an effort o m=asure +ths number of leads generatsd,
and to approximate a peasure cf effectiveness for the adver-
tising efforts, two forms of data collsction are available.
actual

In the first, for =2ach applicant who ly enlists, cr

- WD D S - D - D - - ——

1SThe PY-82 Coast Guard znlistzd T"—>c*u:.+'f1% advertising
budget of $648, 000 can be compared zo that av% (312.1y,
Aray ($57.8M), Air Force ($7.5M) and darine (3$10.2M).

16The repozt ap lies to televisic¢cn advertising only, and
does nct include cable network air time.
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begins prccessiné and becomes a "canceled applicant", an
Applicant/Enlistee Profile Questionnnaire (CG-5060) is
completed by the recruiter. One item of this form, labeled
WHow initial contact was developed", is intended to indicate
the primary medium of Coast Guard information that stimu-
lated the arplicant's desire to contact a recruiter.
Although designed to gather useful information, historical
data indicates that the form is not a reliable mesasure of
advertising effort.

For +he second data collection method, thz Coast Guard
has ccntracted for an "800" +telephone servics. Ths= "800"
number appears in each form of advertising and is mcnitorsd
continuously by persconel trained to obtain profils data
from each respondent. While this method does identify a
por~icn ¢f the lsads developed by each media source (more
than 30,000 in FY-82), and it Jdoes allow for the follow-up
distribution of applicant literaturz, it does not provide
sufficient data +*o measurs advertising effectiveness.
Recording only the "800" users, and lacking supportive,
reliable information from the recruiting offices, thers is
considerakble potential for the miscalculation of the adver-
tising impact. The recruiting program does not have
sufficient resources (budgetary, personnsl or technology to
identify leads by source, quality or final disposition.
Lacking the data captdring and analyzing ability, the effzc-
tiveness ¢f the advertising effort is largely unknown.

H. RECRUITERS

The recruiting manual clearly identifies the recruiter
as " ... the most important element of the recruiting
program.” As such, considerable care and effort are devoted
to the ccoprehensive screening and selsction process. Ths
selection process is initiated by the recruiter himself as
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each member of the Ccast Guard recruiting strength is a
volunteer.1? The availability of rescruiting billets is
advertised within the Coast Guard through the Commandan:'s
Bulletin and other mediums. Within many districts, +he
district recruiting rersonnel actively seek to identify and
recruit their own recruiters.

During the initial screening conductsd within the
Enlistzed Assigments Eranch of the 0ffice of Personnel
(G-PE~-5), *he aprlicant's personnel file is reviewed so as
to identify positive performance evaluations, a desirable
career pettern and a favorakle endorsament by the appli-
cant's Ccumanding Officer. Upon satisfactory completion of
this initial screening, an applicant interview with with the
approfpriate district recruiting staff is authorized.
Additionally, in conjunction with the applicant interview, a
structured intsrview following a standard format, the 16-PF
personali“y profile examination is administered. Duritg the
interview itself, and with each subsequent contsnt review,
the process seeks to identify the applicant'!s lavel c¢f moti-
vation, attitude, communications ability, professicnal
competence, personal confidence and adaptability to the
unique out-of-rate demands of recruitiang duty. Upon a posi-
tive review by the district staff, the Recruiting Division
and the Enlisted Personnel Division, the individual is avai-
lable fcr assignment %o recruiting duty.

Formal recruiter training is acccaplished during a threse
week comprehensive ccurse conducted at Training Center
Gevenor's Isiand, Nevao:k. In addition to thoroughly
reviewing each chaptsr of the Recruiting Manuazl, racruitsrs
receive training in salesmanship, public speaking, teslerhcns
sales techniques and interviawing skills. 1In defining +*he
organizational expectations with regard to recruiter prcduc-

- - " A - ——— — — -

1745 of 28 Febru ry
i}

217 of the 243 recruiting billets
wers flllad 25% wit 0 9

€
inority recruiters.
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tion, twe criteria are smphasized: quota/goal and "seleciive
recruiting®. The instruction identifies "selective
recruiting” as the recommendsd quality analysis *technique.
The instruction recommends that recruiters respond tc a "gut
reaction" in appraising an applicant's appearance, attitude
and general demeanor. Using this tschnique, the ultimats
test of an applicant's potential is found in %the recruiter's
response to thes question "Would I want to serve with this
person?". Throughout +he course of instruction, recruiters
are encouraged +tc be "selsctive" in the £illing of their
quotas.

In allocating recruiter rssourcss, the Coast Guard does
not attempt ¢t canvas the entire United Statss. Rather,
considé:ing the number of recruiters, the goal is to cover
the major popaulation centers, concentrating on the surburban
areas where possible. Givsn the district boundries depicted
in Figure 3.1, the number of recruitiers assigned within
cach district districtld are listed in Table IX.

The numter of recruiters assigned to each district is a
significant element cf the r2cruiting program as it is the
primary determinant in assigning monthly quota. While there
iz nec current algorithkm fot the allocation of rszcruiter
rssources, it is apparent that an areas total and minority
population characteristics ars given considerablese weigh+.
As was the case in determining +the minority goal apportion-
ments, the population numbers utilized ares devoid of the
qualitative element. The Recruiting Manual currently tasks
each district commander to review biennially his recruiting
‘office locations and staffing levels to <ensurz thelr mcst
effective utilization. Aadditionaliy, zhe bisnnial repor:
revievws the validity of assigning quotas bassd primarily

D - —— - S D A T

18FY-82 Recapitulation of Recruiting Activities.
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TABLE IX

Allocaticn 6f Recruiters by District

Disrrict
First

ir

l.l

0]

Seccnd
Third
Fifth
Seventh
Eighth
Ninth
Eleventh
Twelfth
Thirteenth
Fourteenth

upon th2 number

ct

Bazters Number
Bcston, Ma.
St. Louis, Mo.
New York, N.Y.
Pcrtsmouth, Va.
Miami, Fl.
New 0:1eans, La.

Ch.
Long Beach, Ca.

Cleveland,

San Francisco, Ca.
Seattle,
Hcnolulu,

Wa.
Hi.

avthorized recruiters.

e

Due on 1 April of

each ¢dd4 calendar year, the first series of reviews are

currently being completed.

66




A. REVIEW

The opening chapter of this thesis introduced the
evolving demand for quality personnel as 2 result of thse
Coast Guard'!s increasing employment of advanced *“echnolcgy.
Similarly, +he Ccas*t Guard's historical performance in
attracting quality personnel was resvieswed, as was current
racruit +training and 'A' school performance trends. In
comparing the trends in quality supply versus ths antici-
pated d=zmand, it was evident that without organizaticnal
change, the increasing demand for quality weculd not be
attained. This trend did not =scaps notice by the
Cemmandant as significant organizational changes were imple-
mented (i.e2. 2levated mental apiitude snlistment standards;
impositicn c¢f a scholastic enlistment requirement and ths
development of +he Education Enrichment Prcgran).
Significant as these changes are, thesre remains considerable
room for consideraticn of the quality demands. After iden-
tifying numerous alternatives for achie&ing quality
objectives, an input/control strategy implemented by the
recruiting program was identified as the most sffective.
This alternative proposes that quality consideratiocns be
explici+tly stated as front end objectives in manpower plan-
ning (addressed in the recruiting procsss), rather than
after-the-fact training objectives for individuals +hat have
become a part of the systenm.

The first chapter recognizss the "fuzziness" sdrrounding
the term guali*y and thus seeks to sharpen iis meaning by
introducing two reprssentative measures: education attain-
ment and mental aptitude. Representative ¢f an individual's
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aptitude, attitude and ability, these two proxies for
qgquality provide recruiters with tangible scresning elements
and c¢ffer the recruiting organization valid and reliable
indicators of expected individual psrformance.

Although attainment of quality objectives may seen
traightforward, those perscns laboriag within the
recruiting program recognize *he many complexities involved.
The second chapter, ty dividing the recruiting processs into
singular elements, attenmpts tc add order and direction to
the gques* for gquality. Through a review of current
recruiting literature, the chap+er links various elements of
t+he recruiting program to the enhancemsnt of recruiting
effectiveness and the achievement of quality objectives.

The literature review creates a model for viewirng the
recruiting program'at two organizational stages: planning
and implementation. Considering first the planning stage,
the research is suggestiva of two precepts common to a
quality oriented recruiting program: 1) success in
addressing +he quality dimension can b2 achiesved ONLY when
an organization develops an ability to defins clearly and
specifically its quality obijectives, and 2) each recrui+ting
territory has an inherent potential for generating appli-
cants. Accepting these *wo precepts, the effective
organizaticn proceeds through *the planning stage:

- carefully selecting and training recruiters who
posses the skills and abilities necessary for
attracting desirable applicants

- prudently selscting, balancing and allocating

| limited —recruiter and advertising resources

- effectually apportioning goals and quotas based
on a district's unique potential for generating
quality applicants, and

- anticipating program adjustmsnts to result fronm
an cbjective based evaluation and control systen.
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During the implementation stage, the literatur=e revisw
suggests four essential st2ps to the 2ffective accomplish-
ment of quality objectives

- cleerly and»speci ically define both quality
and quantity objectives

~ transform thecse ob jectives into challenging,
yet attainable, quotas and goals

- formulate an evaluation/toﬁt:ol systam
consisting ¢f measures clsarly identifiable
wi+h =2ach prcgram objective, and

- reccgnize, promot2 and reward (thus shape)
<hose human behaviors bemeficial +o
objective accomplishment.

Though seperate for discussion purposes, the planning and
implementaticn stages function simultansously within the

.

dynamic¢ recruiting program, each stage complementary %o the
cther. _

Fellcwing the literature review, the existing Ccast
Guard recruiting program is described in terms ¢of its crgan~

izaticn, objectives and management policies. After

reviewing beth the geoal settirng and performance svaluation
processas in some detail, it became evident that the
recruiting program seem2d to consider primarily the quanti-
tative dimension. rem the initial goal detzrminatien,
external to the =z2cruiting program, to ulitimz+e performance
summary (Recapitualtion of Regular Recruiting Activitiss),
primary attention is focused upon guota at:ainment and
minority‘goal accomplishment at all organizatrional levels.
Althoughk the guality dimension is not compréhénéively
defined within +the recruiting program, the program does not
operate in complete absence of qua¢’ty considerations. The
Recruiting Manual specifically provides recruiters with
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enlistment standards containing thes minimum quality determi-
nants. Additionally, through the concept of "salective
recruiting®, recruiters are encouraged to be select in
their fulfillment of guo*ta obligations.

As the chapter points out, this overemphasis upon quan-
+ity should not be interpreted as a unilateral, cognitive
decision on the part of the recruiting division. Clearly
the recruiting division is responding to the performance
measures and program cbjsctives established by the Office of
Personnzl (G-P). Whereas the literature review identifies
+hat the quest for quality requires comprehensive program
objectives, the annual recruiting goal is determined and
assigned to the recruiting division lacking in absence of
ths gquality dimension. Hence that goal is transformed to
+he monthly guotas and passed to ths districts irn a similar
manner. Similarly, while the literature review indicates
t+hat effort will be expended in those areas subject tc
performance measuring, the recruiting divisions performancs
measures lie narrowly within the quantity dimension. Hence
when district recruiting performance is mesasured, i* is done
so in a similar, quantity oriented mannar. Again, while the
literature review clearly identifies quality recruiting as
requiring additional recruiter and advertising resources,
the recruiting divisicn experienced budgetary and personnel
losses during FY-82., Accordingly, these lcssss were appor-
tioned *hroughou* the recrui+ting program. Achievement of
the quality objectives thus requirss support from the Office
of Perscnnel 2o *thes recruiting division as well as from the
recruiting division +*o the distric: and recruiting offices.

Having presented the sarlier chapters to identify a
problem (quality dimension), present a theorstical base for
discussicn (literature review), and outline the boundry for

tion (recruiting rogram), this chaptser will syn;hes:
these elements by resolving this primary question: How
effective is the current recruiting program?
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B, EFFECTIVENESS EVALUATION

Recruiting effectiveness has been introduced as ons
criteria commonly utilized for evaluating a program's
performance. As defined, a level of effectivenass is deter-
mined by comparing a rrogram's outputs with its stated
objectives along the quantitative and qualitative dimen-
sions. A program is said to bte effective to the extent that
its objectives are achieved. Therefore, in order to iden-
tify thz Coast Guard recruiting program's levsl of
effectiveness, we must identify both the units of ocutput,
the specific objectives to be achisved and methods for cper-
aticnalizing each.

Recruiting program outputs are ganerally expressed in
terms of the characteristics ¢of those individuals processed
within the rrogram as either rejected or accszpted appli-
cants. Feor the purpcses of this evaluation, effectiveness
will te measured by considering only those applican*s
accept2d within *he FY¥-82 recruviting year. By reviewing *he
recruiting division's svaluation and control instrument, the
Monthly Repcrt of Recruiting Activitiss, Table VIII, and <he
Recapitulation of Regular Recruiting Activities, PFigurs 3.3,
and Figqure 3.4, three program output measures are ideanti-
fied: 1) Tctal Enlistments, 2) Female Enlistments, and 3)
Minority Enlistments. As previously noted, total snlist~
ments (gquota) and minerity enlistments (minority goal) are
broadly reccgnized within the recruiting organization as the
most important performancs m=2asures. '

Four program objectives have besn identified: 1) quali-
fiesd enlisted personnel, 2) sufficient numbers, 3) mincrity
proportion, and 4) best qualified available. Through inter-
views with Enlisted Recruiting Supervisors (see Table VII),
common understanding and broad accsptance of the first <%kree
objectives was evident. With regard to the fourth objesctive
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however, considerable differencss wers noted as to +*he defi-

niticn, cr existence, of a "best-qualified" objective. Of
+hese four objectives, the second and third ars clearly

- quantitative in nature, while the first and fourth are

qualitative.

1. Cuantita*ive Dimensio

D A W W~ -

te

Tc consider first effectiveness in the quantitative
dimension, program outputs (Figure 3.3) ars comparsd to the
second and +third objsctives respectively, sufficient numbers
and mincrity representativeness. Froam this comparison it is
evident with both objectives that program performance
excaeded expectations as quota accomplished was 100.7% and
the +total minority enlisted exceeded goal by 26%. Viewing
+he data in greater detail, <he 'erformance of zach district
appears *o follow similarly desirable patterns as =ach met

~ or zxcesdzd the assigned +*otal enlistmen® gquota and seven of
. t2n met ¢r =xceeded their assigned minority goal. Looking
beyond the stated objectives by reviewing Figures 3.4, it
app2ars that recruiters have been somewhat selective in
£111ing their quotas as ths number of rsjections is +wice
the number of accepted applicants. Similarly, Figure 3.4 is
indicative ¢f a heal*hy recruiting program as “he end-of-
year waiting list is representative of a three month supply
for enlistments.

By compazring the recruiting program's quantitative
output, as defined by ths existing program perfb:mance
measures, with the quanctitative objesctives, it is apparent

that a significant level of eiffectiveness has been achieved.
a. Limitaticns

When reviewing the datz points (located in the
mcnthly repcrt and the recapitual+icn) that ars utilized for

the quantitative sffectiveness detsrmination, twc guestions
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need be asked: 1) "Dces it provide data sufficien* for the
evaluation cf each objective?" and 2) "Is this repert
sufficiently descriptive of recruiting program'perfcrmance?"
If both arswers are in the affirmatives, we should be satis-
fied with the aforementioned effectiveness evaluation and
proceed no further. If either answer is in the nsgative,
further investigation would be desirable.

In answer to the first question, the existing
performance measures clearly lack the gualitative data
raquired to support an evaluation of the first and fourth
objectives (qualified and best-qualifisd). This point will
bz addrzssed in dstail in the following section.

Viewing the second question in the context of
current recruiting performance m=2asurass, the data appear
quite sufficient in a quantitative sense, however there is
one limi“*ation. At the current time, the recruiting 4divi-
sion's organizational responsibilities extend only to the
front gate cf the recruit training center. The task of *the
racruiting division is to provide sufficient nrumbers to the
training center, hence the perfcrmance measures extend just
to the recruit's arrival at the training cenzter. As a
result, the recruiting division's responsibilities and
performance measures are absent from any comsideration of
the survivability of recrui+s through recruit training. Of
the five military recruiting programs, the Coast Guard's is
the only cne that systematically excludes recruit attrition
from recruiting performance evaluation considerations.
Within the DOD services, racrult attriticn is a determinant
factor in program and individual recruiting performance.
These ssrvices have apparently rscognized that recruiting
rogram <xperiencing a 95% output sutvivability'is a mors
effective pregram than one having only an 81% survivability
rate.
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The cbvicus objecticn to the inclusion cf
survival data into the evaluation base resides in the fzact
that recruit survival is a function cf numerous variables
beyond the limited centrol of the recruiting program. While
this is a basically scund argument and is par+ially
supported by the FY-82 data shown in Table X., it dces not
absolve the recruiting program of limited responsibility nor
does it lessen the budgetary impact of a recruit training

TABLE X
Cause Factors for Recruit Discharge

Causs Factor Number Discharged Rercent Discharged
Madical 272 41.8
Refused Training 225 34.6
Emoticnal Problenm 67 10.3
Academic Deficiency 40 6.1
Swimming 32 4.9
Pregnancy 9 , 1.4
Other 6 1.1

651 100.0

ion rate exceeding 18%. For that portion of attrition
rellable within the recruiting program, the recrui+ing
ion shculd harber concern and react in a supportive and
aggressive manner in reducing rscruit attrition.
_ At the present time, Tralining Center Cape May
provides the recruiting'divisicn and <ach recruiting
district office with a weekly Recruit Discharge Log. The
log provides information on each discharged recruit: nanme,
date o©f discharge, reason for discharge ard +the individual's

recrui+ting cffice. The rscruiting division's expectations
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are that the valuable manzgement tool will be used as such
by the districts in concerted efferts to reducs attriticn.
In actual practice however, enlist=d supervisor's responses
o interviaws indicated that the log's usage ranges from nil
to a detailed identifica*ion of the circumstances
surrounding a non-medical discharge. While identifying ths
reasons for the non-use or limited use, it became chvious
hat

be cut of training csnter interest rather than the

ot

the districts ccnsidered the generation of the leog te

recruiting division. At the district level, this translated
into a perceived lack of interest by the recruiting divi-
sion. Further, when districts do use the log, they do sc on
a weekly tasis and therefore do not have a strong awareness
of their arnual atirition rate. Whan questioned, each
supervisor consistently underestimated +he annual attrition
rate experienced by his district for FY-82. Llacking the
identificaticn of recruit atrtrition as a performance measure
and a problem area, concern is not universally shared by
those carable of reducing it. '

This attitude should not be surprising as it is
an illustration ¢f Steven Kerr's "On the Folly of Rewarding
A, While Hopirg for B*", Within the rscruiting progranm,
recognizing that recruit attrition is not an 2lement of
performancs measure, there is no incentive to reduce cestly
attrition.

In order to rTeview a partial impact of at+tri-
tion, *he data base devaloped fct this thesis allows a
re-¢xamination of the quantitative dimension r2cognizing
attrition. As shown in Tzble XI; of the 4497 +total enlist-
ments, 3652 racruits completed recruit training. When this
number is ccmpared with the assigned guota (4466) and
adjusted for programmed attrition (14%),19 tha expected

19provided by (G-PE-4).
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TABLE XI
Impact of Recruit Attrition

Dist Tc¢tal At

Total, %gite out- ﬁinggltg M}ng;}ty Minor%ty
3 t % put Enliste Attrite Ocutput
=7~ ~-gIMTT  TSTEUIT* 362 73 7972 T7

2 588 21.7 (8) 462 167 31.4 116

3 587 17.4 (4) 486 134 33.6 89

5 520 17.2 (3) 432 117 21.9 92

7 496 19.3 (6) 396 188 19.0 153

8 518 24,1 (10) 394 187 29.6 132

9 435 17.9 (5) 359 79 33.3 53
1 301 19.3 (6) 245 53 15.6 45
12 329 23.8 (9) 252 50 41.7 30
13 291 14.3 (1) 251 17 25.0 13
1% 14 12.5 13 - - -
cG 4497  18.8 3652 1015 270 741

* relative ranking from 1 to 10 exclusive of the
relatively small contribution from
+he Fourteenth District.

recruit training outrut (3841) was underachisved by 189
(4.2%) r=cruits. Using a similar analysis, the minority
goal (806) adjusted fcr expect=d atirition indicates that
the expectected output (694) was overachisved by 47 minority
recruits. Table XI indicates that the parformance of each
district with regard to recrui% survivability =xhibits
considerable variaticn. While it must be emphasized that
recrulit attrition IS NOT th=2 sole rszsponsibility of thse
racruiting division,'it is nevertheless important to
consider survivability in the determinaticn of effectiveness
as its impact is significant. What was once a strongly
positive gquantitative level of effectiveness is now somewhat

.- 1

~diminished by the considsration of recruit survivability.
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While it is again evident that the causes for a
recruit training attrition rate of 18% do not lie exclu-
sively within the domain of +ths recruicting program, nsither
does it lie exclusively within the Education and Trainin
Divisicn nor the Operational Medicine Division (G-KCH-1).
Having a medically related a*%+rvition rates of 7.8% and a
non-medical rate of 10.9% indicates the need for global
concern on the part of each division ianvolved. The reduc-
tion ¢f recruit attri*ion requires ths acceptance of joinz
rasponsibility and shared determination for action by the
three divisicens.

o+

2. Qualitative Dimension

Effsctiveness dsterminaticons within the quantitative
dimensicon were relatively straightforward as both the cbjec-
tives and performance measures wers readily zpparent.

Within the qualitative dimension howsvsr, such is not always
the case &s qualitative data is substantially absent from
thke current perfermarnce mzasuring process. Neverthelsss,
through utilization of the thesis data bas=z, a lesvel of
offectiveness can be determined for the first and fourth
objectives (qualified and best-qualified).

a. "™ualified Enlisted Persognel"

The racruiting progran currently addresses this
first objective through the process of impli=d assumption.
Having provided recruitars with detailed nminimum 2nlistment
standards and a requirement that each applicant atﬁain these
standards prior to enlistment, the assumption is tha+ the
task has been accomplished and therefore all recruiis are
"gualified". This assumption is not supported by gualita-

tive da*a.
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During FY~-82, thers were no scholastic require-
ments for enlistment into the Coast Guard. In lien of these
requirements, each applicant was to achieve at mirnimum a
combined sccre on the Coast Guard Standard Test (CGST)
rzpresentative of ths Mental Category IIIB. Had sach indi-
vidual truly reflscted these standards, the Coast Guard
would not have accepted any individuals falling into mental
cateqories IV or V. As dstermined by administration of the
Coas* Guard Standard Test Battery (CGSTB) &t Cape May, the
racruits entering in FY-82 followed <h= distributicn
depicted in Table XTI1I.

TABLE XII
Recruits by Mental Category

FY-82 Mental Category Distribution

Mental Group CGSTB Range % Attained
TTrerr 110 - 195 T w20
IIT A 101 - 109 22.2
IITI B 90 - 100 22.7
IV &V ; 0 - 89 13.1

The point +o be made is that the administrative
establishment of a minimum gqualification scor= is not suffi-
cient to warrant the assumpticn that quality standards are
being maintained. Tc further illustrate this point, even
though 2ach recruiting district operates with the sanme
guidelines, a review cf Table XIIT indicates that some
districts are more effective than othars at screening for
the minipum mental agptitude standards.
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TABLE XIII
Mental Category by District

Listrict %aze%%§g C%%egogy -
T 92,3 el
2 85.8 14.2
3 88.7 11.3
5 83.9 16.1
7 80.6 19.4
8 76.1 23.9
9 89.1 10.9
11 93.2 ; 6.8
12 94.4 5.6
13 98.5 1.5
14 100.0 0.0
“ce "86.9 T13.1

Similar difficulties have been identified with
respect to the minimum physical requirsments. In a recent
review of 200 recruit medical boards conductesd by the
Operational Medicines Division (G-KOM-1), [Ref. 247, it was
determined that 61 cases should have bsen detected during
the initial examinaticn and 30 cases should have been
detescted on review (an additional 13 cases were questicnably
detactable). While the physical examinations and medical
reviews are beyond the control of the :ecruiting divisien,
they do have an obvicus and measurable negative impact ¢n
the rtecruiting progranm.

The evaluation of this objective indicates +hat
the Ccast Guard in general and some districts in particular
experience a degree of difficulty with +he accomplishment of
a thorough applicaht screening process. Underlying the
obviocus is the more subtle point that the difficulties have
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existed fcr some tims, yet the perfiormance evaluation and
contrcl procassses aprear unable to detect it in a tinmely
manner or focus attention to the specific arsas in nesd of
improvement. Interviews with recruiting supervisors indi-
cated that most lacked a clear understanding c¢f the mental
categcry percentiles. Hence, whil2 thz mental category
distribution of their district may have been lcwer c¢r higher
than +tha*t cf the program cverall, their complete unawareness
precluded a qualitative program adjustiment.

These quality shortfalls are of t+imely intersst
in view 0of “he existing psak loading situation at Cape May.
By reviewing Table III and Table X, it is evident that those
individuals in mental catesgory IV & V, and those medically
deficient ccntribute significantly to recruit attrition.

The cos+s are considerable in terms of travel funés,
training dollars, training time and training space. (One
training report has identified the cost of transportation
for medically discharged recruits to be near $200,000.) 320 As
evidenced by the FY-82 program and district mental category
distributions, the historical distributions evident in
Figure 1.2, and the rhysical examination and review diffi-
cultiss, the recruiting program's psrformance with respect
to recruiting qualified enlisted psrsonnel falls short of

the first cbjective achievement.
b. "Best Qualified Available”

This fourth objective sxists to some degree as
an anomaly: not specifically stated in the Recruiting Manual
nor clearly defined within the recruiting program. Where
the first qualitative objective benefited from a (0) or (1),
qualified or not qualified dsfinition, +this fourth objective
énjoys nc such normative understanding. Similarly, whers

- - — — —— D o —— -

20 (G-ETEF) FY-82 Training Report.
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the goal ¢f the first objective was presumably to have all
recruits "qualified", this objsctive has nsither 2 stated
goal nor recognized performance measure capable of providing
a "best-qualified" determination. The critical naturs of
this apomaly cannot beg overstated. How can the recruiting
program te expectad to provide for tha quality dimension in
manpowsr planning if it does not know what it is or how much
is desirsd?

Having n=zither a reccognizzd understanding of the
cbjective ncr performance measurss to identify the units of
ocutput, a m=zaningful measure of effectiveness cannot be
cbtained. In lieu cf an evaluative analysis this objective
will be approached frcm a descriptive perspective, devel-
cping both *he cbjective's definition and potential
performance measures.

Complying with the recruicting manual, individual
rscruiters indicated during interviews that "selective
recruiting® provides +the practical basis for "best quali-
fied" determinations. When gquestioned further as to the
meaning of selec*ive recrui ting, it became apparent one
man's best qualified applicant was another's rejectsd appli-
cant. Each of the mcre than two hundred recruiters vary in
their application of service expsriencs, perceptions of
service needs and svaluations of ths

3]

scruiting environm=ant.
Sevaral rescruiters suggested that it was not uncommen for
newly assigned recruiters to be hesitant to invoke selective
recruiting cut of a fear of attractiné a Congresssional
inquiry. 1In these cases, the minimaliy qualified applicant
becomes synonymous with the best gualifisd applicant.

; Due to the inherent subjective nature in :the
application of +the selective recruiting ccncept, it can be
considered neither a valid nor raliabls measurs of recruit
guality. This is not to say tha% sslective rscrulting does

ng

[§))
-

n

not havs legitimate value in *he applicant scrs

81



process. t most certainly does. Selec*tive recruiting
provides a necessary consideration of an individual's dispo-
sition and deportment. In othar words, selectivs recruiting
allows for the consideration of the "pon-guantifiables®.
However it must be clear that in and of itself, i+ DOES NOT
measure guality. If not selactive recruiting .... then
what?

Referring to the initial discussion of qualizy
measures and to +the literature review, there ars *wo valid
and reliatle criteria of quality: education atta
men+tal aptitude. Research has consist2ntly supported <he
hypothesis that individuals of higher mental categories and
education attainment levels exhibit greater prebabilicies
for surviving recruit and subsequent training. {[Ref. 4] and
[Ref. 5] Therefore, *the search for a valid and reliabl=z
dzfinition of "best gqualified" need go no further. Assuming
the acccmplishment of the minimum =snlistment standards, and
in conjunction with (not in place of) selective recruiting,
a best qualified individual is one who exhibits a high
educaticn attainment level and mental category.

Having narrowed +the objesctivet's definition, the
recruiting program remains tasked with the n=2cessity %o
identify the degree +*¢ which the objective must be obtained.
As recognized within +he Department of Defenss,2! no service
can efficiently employ a force composed entirely of upper
mental category perscrrel. There is need for a mix of
mental category I, II, IIIA and IIIB individuals. (This
conclusicn is sugported within *he Coast Guard by reviewing
the broad range of scores serving as 'A' school qualifica-
tion standards.) Considering the many variablss +that enter
into a "quali+y-mix" determination, *hare is an obvicus
Tequirement for data and decision making authority beyond

- D - - D D D - ——— - -

21piscussions with Dr. R. Lockman, Center for Naval
Analysis.
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+he organizational scope of the recruiting division. Ths
most appropriate level for the quality-mix determination
would lie within the Enlisted Persoanel Division (G-PE) as
they maintain the responsibility for conducting the Coast
Guard's manpower planning. Where the division currertly
projects both the annual enlistment goal aad the 'A' school
training loads by seperate processes, a joint compilation
could rssult in an enlistment goal inclusive of the quality
objectives. The manpcwer planning system curreatly in use
by the Navy22 provides their recruiting command with quality
targets: (%) High-schcol graduates, (%) Mental Category
I-I113, and a ceiling (%) Mental Category IV. Whila the
Navy's recruiting pregram certainly do=s not reprssent an
ideal as far ag quality in recruiting, this element of their
program can provide a basis for Ccast Guard modifications.
Given quality targets that could be daveloped by the
Enlisted Personnel Division, the Recruiting Division could
then be concerned primarily with the implementation issues.
As the "test qualified" objective is defined

throughout the organization, performance measures nust
necessarily be developed. As identifisd from the literature
review, the perfcrmance measures must bes valid, reliable and
clearly understood by *hcse whose performance is +o be
measursd. The measurss must accurately and comprehensively
communicate the corganizationt's expectations to the opera-
tional levels. Four such measures operationalize this
objective and can be derived from data readily available
within the recruiting program:

- High §g§99; Graduates (HSDG): Repressntative of ths

educa+*tion attainment criteria of gquality, this measure

ZZPcintEagers utilized b% ADM. HAYWARD in a presentation
o the Nava ostgratuate Schecol, Dacember, 1982,
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identifies the psrcentages of recrui
high scheccl requiremernt.
- Mental Catsgory I-IIIA:

1

aptituds criteria for gquality, this

ts obtaining the mininum

Representative of the mental

measure identifiss the

percentage cf recruits most likely to be qualified for the

more demanding

- Minozity Meptal Group I-IIIA:

izational cbjectives

+echnical oriented rates

Recognizing the organ-

+0 promote minority reprssentativeness,

this measure provides a more sophisticated indicaticn of the

potential for objective achizvament.

- High School Graduats (HSDG).

Mental Group I-IIia,

Recruit Iraining QEQQEQEE (QBAQ):
+ion of the qualitative and dquantita
measure

of the three criteria.

This measurs

A composits representa-

tive dimension, this

identifies the percentage of output achisving =sach

gffectivaly offers a

"hottom line" measure of quality ocutput.23

These measures of output must be compared to quality targets

established for
a level cf effactiveness for

targets been generated for FY-82,

this objective.
th2 data

the recruiting program in order *o determine

Had such
reported in Table

XIV cculd be used for this comparison.

Recognizing again
for the recruiting progran,
to evaluate target performance as
did net identify quality targets.
however,

the absence of quality

targets

this data should not be reviewed

the goal setting process
In a dascriptive sense
a review of the data do2s provide irsights into the

varying performance levels of the program as a whole and

racrtuiting districts in particular.
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TABLE XIV
Alternative Performance Heasures

Category Minority HSDG + GRAD

District HSDG I-IIIA°  T-IIIA  + I-IITA _
TTTYTTTT T%lZ Tk 68.2 (5)  29.4 () 53.2 (3)
2 89.4 (7) 62.8 (7) 40.0 (u) 42.1 (8)
3 92.0 (4) 67.0 (6) 35.9 (5) 48.6  (4)
5 9.8 (6) 57.5 (8) 25.5 (9) 42.2 (7)
7 91.3 (5) 54.9 (9) 32.1 (6) 37.2  (9)
8 85.0 (8) 50.0 (10) 24.1 (10) 34.8 (10)
g 93.1 (2) 75.2 (2) 29.4 (7) 54.3 (2)
1 82.5 (9) 72.0 (W) 48.1 (2) 48.0 (5)
12 79.2 (10) 72.2 (3) 64.3 (M) 43.5 (6)
13 92.9 (3) 78.6 (1) 44.4 (3) 57.7 (1)
14 100.0 80.0 0.0 50.0
"¢ 9.3 T64.1 “33.0 5.4

rzlative rankin from 1 to 10 exclusive of the
relatively small contribution fronm
the Fourtéenth District.

The benefit from ths firs+t measure, HSDG, is
evident when viewed in conjunction with the recruit attri-
+ion data presented in Table XI. Thoss districts
experisncing high attrition rates generally exhibit lower
percentages of high school graduates than do those experi-
encing small attriticn rates. This relationship is
statistically significant as can bs demonstra*ed by a rank
crder correlation2¢ c¢f district performance with regard to
HSDG and recruit attrition (P = .764, p { .01) [Ref. 25].

In terms of effectiveness, thcse districis enlisting grsater
numbers ¢f persons with 2 high school diploma {or GED certi-

ficate) contribu%e mcre +o program effa2ctiveness than 4o

24Use of Spearman's Roe nonparametric statistic.
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those districts enlisting lesser psrcentages of high schocl
graduates. The empirical data provides an indicator of
guality output and supports the established link between
education attairment and training survivability.

Though beneficially providing a2 useful screening
tool for the reduction of recruit attrition, the HSDG
measure is not, in and of itself, a unitary measure of
recruit quality as 35% of the high school graduates are not
included in the mental categories I-IIIA. Comparing ths
HSDG and Category I-IITA data, i* is svidernt that the acgui-
sition of a high schcol =2ducation is not necessarily
indicative cf +he mental ap+titude. Although a district may
obtain a high relative ranking for the recruitment of high
schocl graduates, it does not necessarily follow that ths
sames district receives a high ranking for the recruitment of
upper mental category racruits. Again statisticaly
comparing the relative rank orders in district perfcrmarncs
for the variables HSDG and Category I-IIIA, the correlation
(p= .261, p ».1 is weak. The weakness of this correla-
tion ig particularly notable with minority I-IIIA (£ = -.30,
Py .N." These findings clearly indicate that percent of
High school graduates alcone is ar inadequate measure of
quality output: hence the requirement for an additional
“hest-qualifizd" measurs. This poin% is significant in
light of the program changes implamented earlier this year.
The data clearly indicates that ths establishment of a high
schocl graduate (or GED) enlistment standard will not in
itself be sufficient to iasure the accomplishment of quality
mix *argets: there remains a need to cognitively consider
mental aptituds in the rscruit screening and program perfor-
mance PLCCe&sSSeS. _ '

Recognizing thas second =2lement of quality
(mental artitude) and providing a more direct measure of

[1}]

"best-qualified" parformance, the following two measurss ar
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appropriate: Category I~IITA, and Minority I-IIIA. The
literature review suggests that consideration of thess
measures shculd include recognition of each district's inhe-
rent potential *+o0 produce guality output. Given the
disparity between the public education systems found within
the Eigh+th, and Thirteernth districts, their widely varying
quality distributions should not bs surprising.

(Territorial potential and its managment implications will
be addressed separately.) 2additiorally, the lower percen-
tages of minorities within the upper mental categories is
not unexpected. Nevertheless, should it be acceptable that
within scme districts cnly five of ten recruits qualify
within Category I-IIIA? Lacking clear direction, adminis-
trative requirement cr behavioral incantive to identify and
recruit persons in the higher mental categories, this da:a
illustrates the penalty paid for the sols utilization of the
"selective recruiting" concept t¢ identify quality.

The ultimate concern of the Coast Guard is ths
actual quantity/quality input into the personnel system upon
complatiocn of recruit training. £ter accounting for quota
accomrplishment and adjusting for attrition, what is ths
"bottom line"? The final "best-qualified" measure (HSDG +
GRAD + Catagory I-III2) is indicative of the annual quality
input by program and district. Consideration of this final
measure is necessarily dominated by the district's quality
production potential. While “he rslative district rankings
are representative of this potential and cannot be appreci-
ably altered by *he Coast Guard, the percentage attainmsn+
lsvels car and must kecome targets for change within the
Coast Guard. In a descriptive sense, when compared to the
rormal quantity program performance measures of Table XI,
this peasure indicates the program's guality performance in
the absence of quality =2valuation and control.' An effec-
tivaness determinaticn would r=quire the establishment of a
percent cbijective for this measurs.

87




C. EFFECTIVENESS SUMMARY

@
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When reflecting uron the preceeding analysis, the d
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ment cf its four objectives is primarily dependent upo
performance measures utilized and the point in time cof
measurement. Focr the quantitative objectives (quota attain-
ment and minority goal accomplishment), utilizing <he
traditioral quantitative performancs measures provided in
Figure 3.3 and observed prior to ths commencement of recruit
training, the program overall achisves a significant level
of effactivensss. Reviewing *the effectiveness of =2ach
recruiting district undsr the same conditions, a similarly
dssirable level of effectiveness is achieved. VYet this
bright picture of effectiveness is somewhat dulled by extean-
sion of the point in time of measursment to include
attrition experienced in recruit training. The data
provided by Table XI identifies weakness at divisional level
as well as the district lsvel. 1Inclusiorn of the attrition
element reduces program quantitative effectiveness from
100.7% of gcal to 95.8% of goal.ZS More significantly, when
distric* performance is adjusted for a*trition, *he pravi-
cusly repcrted guota attainment rangs of 100.0 o 101.9%,26
is decreased to 75.9 to 84.6% of quota.27 While at first the
adjustment for attrition may no*t appear significant, i+t
acquires cperaticnal significance when the adjustments are
converted to dollar equivalents: traval dollars, training
dellars, training +ime and training space.

255¢e computations on page 75 and 76.

26Exclusive ¢f the lightly goalsd PFourteenth Distric:.

27Factoring out medical attrition, the range beccnes
85.3 o 6i.8%. - I J
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Con+tinuing the ahalysis by expanding the performance
measures to include the gqualitative dimension, the concept
of effectiveness is likswise broadened beyond traditional
considerations. Where previously the central context of
perfcrmance measurement revolved around the guestion "Ares we
recruiting enough pecple?®, *he gqualitative dimension broa-
dens +the context to include "Are we recruiting the righ#
people?", A review of the third objsctive identified
performance that was dysfunctional t¢ program effactiveness
as 13% of +the recruits tested below *he =2stablished minimum
mental aptitude standard. Significantly, this percentage is
not adjusted for attritior: +these "lass than ninimally
qualified" individuals are passing through recruit training
and into the operaticnal Coast Guard. In addition to thess
shortfalls in effectiveness, the review identifies similar

ifficulties with the achievement of physical enlistmant
standards. This revisw supports the need to broaden the
existing performance measures to include the quality dimen-
sion. Clearly the program cannot rely on the existence of
administrative policies and procedures to insure the

nust be guality

achizsvement of quality objectives: ther

]

perfeormance gvaluaticp and control processes.
At perhaps the greatest distance from the traditional,

on2 dimensicmal rerspective of effactiveness, zhe analysis
of the four+h objective introduces three concspts for
consideraticn: 1) a definition of a "best-qualified" appli-
cant, 2) quality-mix determination in goal setting and
performance evaluaticn, and 3) gquality orientad territocrial
potzntial. With the introduction of =ach, it becones
evident that achievemen: of effectiveness within the quality
dim

imension is not conceomitant with quantitative =effective-
nes

n

. The analys;s identifies the inconsistency of qualit
cutput realized from the application of "selsctive
rzcruiting®. Clearly that one concept is an inadsguate
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screening tcol for gquality. The lack of specific attention
+o0 the quality objectives through the goal setting and
performanc2 svaluation processes has rasulted in their lsss

than significant acccmplishment.

In summary, *the analysis describes a program that is
expeTrisncing a lsvel cf quantitativs 2ffectiveness less than
that indicated by its current performance meacsures.
Similarly, the level of effectiveness is less than tha+
assumed and required by the administrative policies and
procedures. In both cases, the data suggsst *hat bensfits
can be achieved through a review of +hs program elzments 2nd
their relationship with the program objectives and ths eval-
uation and control prccess.
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V. CONCLUSIONS

The research indicates that with respect to the qualita-
tive AND quantitative dimensions of manpower planning, the
recruiting program is performing at less than its potential
lavel of efectiveness. In terms of Staven Kerr's "On the
folly of rewarding A, while hcping for B", the recruiting
program (Cffice of Personnel, Recruiting Division, Enlisted
Perscnnel Division) is rewarding gquanti*y while hoping for
quality. 1In reality, you get only what you ask for.

A. NOT DESIGNED FOR QUALITY

In summary, the research points to the conclusion that
the recruiting program simply is not designed for quali+y.
As a result of the over-amphasis upon quantity and the
unfortunate, general expectation that guality will naturally
arrive with quantity, the quality objectives are at best
loosely defined. Simgilac-ly, quality considerations are
practically absent from the critical program elements of
goal setting, performance evaluation, resource allocaticn
and general program planning and support. The infusion of
technoclogy into the Ccast Guard, with the resulting demand
for high quality personnel, has brought about an awakening
to the ccnsideration of these quality issues.

B. EFFECTIVENESS AND PROGRAM ELEMENTS

The establishment of an evaluation and control process
presumes an ability to svaluats program performance and an
inclination to utilize the resultant performance data,
adjusting and adapting the program +c¢ conform with dynamic
program cbjectives. Having discussed at some length the
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perfcrmance of the recruiting program, there remains thse
taék to identify the program slements that are candidates
for change as well as targeting the dirsction of changse.

At the cutset, it will be useful for the readsr to
understand that the comprehensive discussion of each prcgranm
element in relation tc the program objectives, and to other
elements, is individually a poterntial topic for further
research and investigation., The limited purpose of this
section is +*o identify general directiohs and magritudes of
change aprrcpriate ip light of *he svolving demands being
placed upon +*he recruiting program.

1. Qualitative Objectives Defined

Whereas the gualitative objectives in their current
form in+troduce ths primary gquality issues ("qualifisd" and
"best-qualified"). they fail to opsrationalize fully these
issues. The identification of a best-qualiified applicant
and the pricrity placed upon the enlistment of quality are
unfortunately abrogated to the middle and lower organiza-
+ional levels. PFor example in two proportionately largs
recruiting districts, having been provided with only the
minimum quality standards (while hoping for best-qualifisgd),
the expresszd attitude is: "if +he Coas+t Guard wanted better
than the minimum they would ask fcr i+: minimally qualified
is as good as best-qualified."28 §ithin +hese districts,
thers are anc concertsd effor+s to attract be-tsr than the
minimum. Ycu gez what you ask for,

The provision of a mors detailsd definition and
broader perspective on the gquality issues throughout the
rzcruiting crganization repressnts one avenue for enhancing
rogram effsctiveness.

- D - - -

28Tntervisws with recruiting supervisors.
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As is evidenced by the program's current procsdures
for allccating racruiter resources, apportioning minority
goals ard targeting advertising =fforts, there is recogri-
tion of quantity oriented territorial potential. Simply
put, thcse districts with a greater resident population
receive mcre recruiters, a higher minority goal and greatsr
saturaticn of advertising efforts <than do thosz districts
composed c¢f lesser pcrulations. This policy has l2d to a
greater concentration of recruiters and recruiting efforts
along +he East and Gulf coasts despite the stzady migration
of the population westward. {The gsographic distribution of
recruiting tillets appears in Table IX.) Describing the
distribution of recruitingvresources by geographic regiocans,
the greatest concentraticn appears in the South
Atlantic/Scuth Central (Districts 5,7,8), followed by New
England/Middle Atlantic (Districts 1,3), North Central
{(Districts 2,9), and lastly, Mountain/Pacific (Districts
1,12,13,14) . '

Just as each district exhibits and recognizes the
presence cf this gquantity potential, there exists, though
systematically unreccgnized, a qualiiy potential as well.
Intrcduced in the literature review, demonstrated in Table
XIII and supported by Table XIV, one characteristic of each
recruiting district is Its inherent potential to produce
"gquyalifiz=d" and "best-qualified" applicants. -Describing
rsgionally *he qguality potential as dstermined by the 1980
administra*icn of thé ASVAB to 11,914 youths, greater potsn-
tial resides in New England,/Middle Atlantic, followed by
Nor+h Central, Mountains/Pacific arnd lastly,‘South
AtlanticsSouth Central {Ref. 7.]. The Coast Guard data
gznerally ccnforms tc this pattern with the exception cf the
Mountain/Facific where performance i1ndica%ed In Table XIV
exceeds that which tbe_comparison would have predicted.
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Entering a recruiting environment where the qualita-
+ive dimension of mangpower is receiving increasing
attention, the quality oriented territorial poetsntial is cne
planning element that must not be ignored. Just as the
quantitative potential is reflected in the strategic daci-
sion making process, so must the gqualitative potential ke
considered. For exampls, in +he rscent review of minority
goal appcrtionmernt, cnly the pumber of mincritiss within a
fifty mile radius of the recruiting offics was considered.
Ignored were the guality characteristics of those minori-
+ies: ags, education attainment level, mental aptituds, etc.
As a result, districts having a high population of minori-
ties rut lower quality will now provide greater numbers of
marginally qualified minorities who will attrite with
greater frequancy and be of a lower mental aptituds than thse
average recruit. The end result will be that yes, minorizy
goal (quantitatively) will be achisved, but when reviewed in
light of the performance measures presented in this thesis,
in a potentially ineffective manner.

Within the recruiting program, there are +we
specific pregram elements whers consideration of the gquality
orisnt=d territorial potential can prove beneficial to the
enhancementvcf program 2ffsctiveness.

a. Rescurce Allocation

Comparing the recognized quantity potential as
describesd regionally with those regions of quality poten-
tial, there is one pcint of stark divergence: the Coast
Guard's grszatest concentratior of rscruiting activi+ty occurs
precisely in the region of greatest relative mental aptituds
weakness [Ref. 7.]. The Fifth, Ssventh and Eighth districts
jointly produce propcrtionately grsater numbers of mental
category IITIB, IV and V individuals than either of the
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remaining regions.29 This is not surprising in view of <%he
- regicnal quality potential. Converssly, while the Coast
Guard receives greater prbportions of up?er mental category
- individuals from the Eleventh, Twelfth and Thirteenth
; districts, that regicn receives the smallest lesvels of
. recruiting resources. Unfortunately, while the quality
' product of the latter region grsatly exceeds that of ths
former,kthe quota and resource diffesrentials are so grea:
that the lower quality production is not overcoms.
Reflecting on the recruiting environment in
existence when the initial recruiting resource allocaticns
were determined, and recognizing the incremental process of
subsequent changs, +he current resource allocation strategy
is easily understood. Nevertheless, the recruiting envircn-
“ men+ is changing, the priorities are being altered by the
impact of technology and the easy-to-use incremental change
- process 1s inadequate The distribution of recruiter
‘resources is in need of large scale review and alteration.
The quality oriented territorial potential is a real, 1live,
rhenomena deserving attenticn and inclusion in resource
allocaticn decision making.

b. Quality-Mix

The futility of employing a force composed
solzly of upper mental category individuals was previously
menticned, as was the concept of guality-mix: a guota/goal
definition of the quality objectives. As the program-wide
quality-mix detarmintion is determined and provided *o +*he
recruiting division, the remaining task is to distribute
effectively that quotas/goal to the recruiting districts,

- _ Whereas current methcds would result in a distribution based
upon th2 assumption that =ach district share the load

- - W L P D DN = - - -

4 295ece Table XIII and Table XIV
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(quantity potential), the result would actually impcse a
burden upon those districts in ths Southern regicn. This
reséarch would suggest the recognition of each district's
unique quality pctential as the basis for that quality-mix
distribution. The data of Table XIII and Table XIV indicate
for example, recruiters in the Thirteenth district would
experience less difficulty in recruiting upper mental cate-
gory individuals than would recruiters in the Eighth
district.

The operative understanding and advan+tageous use
of guality poten+tial as a planning factor in the appcrtion-
ment of recruiter billets, assignment of mincrity recruiters
and distribution of quota/goal reprazsents a second avenus
for the enhancement of qualitative sffectivensss.

3. BRscruiters

The Recruiting Manual corrsctly identifies the
recruiter as the most importarnt element of the recruiting
progtam. As the ultimate implementor of policy and proce-
dures, the performance of that individual iIs a key element
in the guest for quality objective achievement.

Accordingly, r=cruiter performance serveskas the common
denomina*cr in this analysis: "What policises cr procedures
must be altered, developed or otherwiss emphasized so that
he/she can recruit individuals of the appropriate quality
and in sufficient numbers to me=2%t program demands?"

While e2ach is fully capable of understanding and
accomplishing th2 guantitative objectives, rscruitsrs and
their variable understanding of “he gqualizy dimension repra-
sent a major obstacle in the achisvament of quality
objsctives. - Resulting from school training and =he
interpretation of written'guidelines, racruiters have a very
restrictive and tias<d visw of gquality detsrmination. As

has been discussed a* some leng+th, ths sole utilization of
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"selective recruiting” as a basis for quality determinaticn
is inadequate and deceivirng. 'Amcng recruiters however,
denunciation of "selective recruiting" is blasphemy. In
every discussion of education and mental aptitude criteria
of quality, a recruiter is guarsntssd to resurrect ths story
of *he Category I individual that was sent to Cape May only
to be discharged for a poor attituds. The data provided in
Table II and Table IV clearly indicate that this amyth is
without substance. Ccmbining the overesmphasis upcn gquantity
with the misconceptions concerning gquality, recruiters
represent an organizational barrier to quality attainment.
This barrier is not as insurmountable as it may
appear'due rrimarily to the available literature identifying
preferred quality determinaticn criteria and the postive
attitude, high motivation and gsnuine concern charactsristic
of *he Coast Guard's volunteer recruiting force. Recruiters
have an insatiable desire for constructive performance fsed-
‘back. Recruiters invest considerable personal prids in
their recruits, they want them to be successful. Recruiters
want to provide the product +that they think the Coast Guard
needs. Recruliters can identify and screen for quality when
they are instruc+*ed as to the proper criteria, and provided
timely and accurats feedback. '
Providing recruiters with one common, clear and
cperationally d=2*srminable définition of quality will
provide a third avenue for the =nhancesmen*t of qualitative

effectiveness.

~ While territorial potential addressed the recruiting
program's extsrnal environment, and recruiters were identi-
fied as those individuals implementing the recruiting
program, management pclicy IS ths rescruiting program.
Providing the program's structure, defining iis boundry and
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establishing its character, management policy is clearly THE
dominant program element. As such, it is essential that
management poiicy emkrace and =sxist in consonancs with
concerted efforts +o enhance the program's effectivensss.
Assuming that this is so, that management policy is adap-
table and in pursuit cf effectiveness, three policy
extensions are essential to achisvement.

a. Goal Setting

The litera*turs suggests that as a standard
measuremnent of adequacy, a goal setting mechanism must
clearly define in operational terms th=2 natur= of the
program's objectives. Judging by that standard, the current
goal s=2t+ting mechanism would score poorly. Consisting of
jus+ two elements, quota and minority goal, the current
mechanism ignores the remaining quality objectives. This is

rimarily due to the program's inability tc define specifi-
cally those quality oktjectives. Thz result of this goal
sétting weakness 1s that two signals are disseminated
throughout the program: 1) a strong, clear, unegquivocal
demand for guantities of recruits, and 2) a somewhat hollow,
il1l1-definesd and ambiguous request for gquality recruits.

The recruiting gquotas and goals, from initial
incepticn tc ultimate monthly distribution, are devoid of
explicit quality considerations. At each organizational
level involved in goal dsvelopment howsver, there is an
awareness of the Coast Guard's quality requiremsnts: the
organization neseds psrsonnel qualified £or +he AT, AE, ET,
ST, FT and cther technical ratss. Yet in practice, the
program asks for enlistment quota/minority goal while hcping
to £i11 the high quality r=squirements.

Previous analysis sugges+ts that while this goal.
set+ing mechanism may be anemic, it is not terminal: =ach
objective can be transformed into specific goals. Via the
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acceptance of "quality"™ as defined by education at+ainment
and mental aptitude, the quality cbjectives can be
addressed. The Fnlisted Personnel Division, in coordination -
with the Recruiting Division can devslop quality-mix targsts
that would identify throughout the program the goals perti-
nent to +he qualitative dimension. The weak and ill-dsfined
second signal can be made as strong and as ciear as the
first.

Adjusting the curren®t goal setting
comprehensively be inclusive of all prcgram obj v
provides a fourth avenue for *he snrhancemasnt of recr

effectiveness.
b Parformance Measurement

As the gcal setting mechanism idsntifies the
irection for the rscruiting program, the performance
measursment procass establishes the prioritizs. View
the bottom c¢f the organization upward, *he performance
measurss ideptify these areas of performance that are

0
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v
H O
o
£
n

apparen*t greater intersst to managemsnt: hence tho
receive the lion's share of attention and energy. If the
program's goals are *o be achisved, thers must be a recoegai-
zable cecnformity between the compreshensively stated goals
and the established measur=ss of performance. Within the
recruiting program, the good news is that thers is a dagree
of cenformity: the bad news is that ths goals are inconm-
pletely stated.

Viewed frcm the top of the organization, the

[0}

xistirng shallow performance measures are similarly trouble-
som2. By implying a comprehensive review of progranm
performance, these quantitative measurss obscure qualitative
performance. By halc effsct, it is assumed that quantita-
tive success producas gualitative success as well. The data
indicate +hat this is no%t always ths cass. '
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Just as it is possible to define the gqualitative
cbjsctives in a compreheﬁsive goal format, so it is with the
performance measures. Likewise, where it is necessary *o
provide, through goals, a dirsction for the qualitative
dimensicn, it 1s necessary to identify the priority placed
on quality by the dzvelopment of gqualitative performancse
measures. Qualitative performance measures tha* require
information resadily available from within the recruiting
program are demonstrated in Table XI and Tablzs XIV. When at
the operaticnal levels there is a rscognition of manage-
ment's interest in 2ducation a+tainment, mental aptituds,
racruit attrition and ths gqualitative dimension, similar
racogniticn and priority will be forthconming.

Enhancing the current performance measures o
include measures pertinent to the gualitativs cbjectives
represents a £fif+h avenue to the enhancement of rscruiting
effactiveness.

C. BReward - Recognition

Once the rrogram's diraction are defined and

4

prioritias established, *h2 remaining task is +to apportion
+he program's human energiss. In this process, driven by
human nature, recruiters are aware of their behavioral
requirements and can discriminats betws2en those that result
in reward and recognition from those tha+t 4o not. Quite
simply, recruiters are like ths rest of us, “hose behavicers
that result in scme reward will be repeated and those *hat
are without bznefit will be represssd. It is therefore
incumbent upon the recruiting program to identify thos=
beshaviors that are rewarded (and thus repezt=2d) in a compar-
ison to the behaviors that are desirad. Whers an equality
compariscn requires no action, diffarencss will reguires an

evaluation and resultant action.
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From the Recruiting Division to the districts,
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substitute for a positive reward. Accordingly, as identi-
fied through interviews with recruiting supervisors, the
accomplishment of quota and minority goals ars perceived to
be the sssential criteria to the avoidance of negative
recognition. As a result, the behaviors that ars rewarded
are *+hose that accomgplish quantitative goals. There are no
rewards for quality and likewise, no rewards for reduced
recruit attrition: hence no incentive +to devo+s ensrgiss to
these pricrities.

Within +he t2n districis, f£ive have developed
some variation of a positive raward and recognition systenm.
Via the presentation cf a plague or a letter of apprecia-
tion, saveral districts seek to promote superior recruiting
performance. In doing so however, the districts have been
left to their own devices o establish criteria for "supe-~
rior recruiting perfcrmance®. The result is that
performance rewarded in one district is no doubt considered
routine by another. The implication program-wide is that
there has been no cognitive attention <0 the identification
of desiratle behaviors and no specific action to promots
“"superior recruiting performance". '

This current situatior =zvolved from the
Recruiting Division's abandonment of the
Recruitsr-of-the-Year award. While at the time there were
insufficient performance measures to discriminats the supe4
rior perfcrmance from that normally sxpected, such is ﬁo
loenger the case. The data provided by consideration of *he
qualitative dimension provided in Tabls XI, Table XIII and
Table XIV clearly identify a range of performancs.
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By the establishment of a "Recruiting District
of the Year* Award, the Rec¢ruiting Division could provide a
clear communication ¢f its goals, objectives and priorities
as well as establish those behaviors considered to be supse-
rior. In the wake of Division level action, as each
district develops its individual recognition programs, the
recruiting program wculd be the primary beneficiary of
improved recruiter perfdrmance. Considering the recent
rTeduction of recruiter proficiency pay, and the increased
efforts and new behaviors that will be requir=d in +*he
achievement of gqualitative objectives, the timing could not
be better for the healthy injection of POSITIVE reward and
recogniticn. '

Development of criteria and recognition of supe-
rior rscruiting rerfcrmance can align the expect=2d and
actual human behaviors, thus representing a sixth avenue for
+he enhancement of rscruiting effectiveness.

d. Program Support

The difficulties described do not begin and end
within +the Recruiting Division. That division is well aware
cf the research and emphirical evidsnce *that supports reccg-
nition of the increased level of dollar and personnel
resourcss required tc recruit high quality individuals. It
clearly takes more time and energy to attract and recruit
exceptionally qualifisd individuals rather than the mini-
mally gualified: yet tudget and personnsl reductions ace
imposed. The case must be made within the budgetary process
+hat "people" are the Coast Guard and "qualizy people"
provide a quality Coast Guard. An increased level of
rasources at the front end (recruiting) will reduce the
resources required tc conduct subsequent *raining and
Education Enrichment Progranms. ' '
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C. IMPACT ON MINORITY REPRESENTATION

If the reader can recall the +hird objective, minority
proportions, and review the minority mental aptitude distri-
bution of Table XI, a quastion may arise as to ihe impact
upon minority representation of a recruiting program empha-
sizing quality recruiting. The simple answer is that the
impact can be either positive or neutral: it does not have
to be ﬁegative.

' The point must be mads clear that the term "minority" Is
not an antonym for "quality"™ &nd efforts to achizve both are
not mutually exclusive. A program secking a 20% minority
representation does nct have <o do so at the expenss of
quality. Likewise, a program sesking a gquality-mix propor-
tion c¢f uppsr mental category recruits does no*t need to
sacrifice minority goal attainment. The two objectives
represent urgent Coast Guard n=eds ard can be pursued in
consonance. In spite of its first appearance, there is no
Z2TrC-Sum game: no one or the other.

Within the Navy's recruiting program, recruitinag
districts are prcvided target percantages for Mental Group
I-IIIA, High School Ciploma Graduates, Hispanic and Black
accessions [Ref. 26.]. In much ths same mannsr, ihrough
existing enlistment standards, minority goals angd
quality-mix targets, the Coast Guard's recruiting progran
could achieve each of the four objectives simultaneously.

An approach *5 these objectives ‘hat secks first to achiave
a 20% mincrity representation within the Coas* Guard prior
to addressing quality is an approach *that will precduce a
mediccre Ccast Guard manpower forcs. The objectives must be
pursued concurrently.

This is not %o say *hat the minority objsctives can be
accomplished sasily hewever, as thay cannot. Fortunately,

+he literaturs dces rprovide insights to the dvelcopment of a
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ninority recruiting strateéy. As in any recruiting stra-
tegy, you get what YOu ask for. _ i

Due +o0 the historical differential in AFQT scoras fer
minorities versus whites, thes element of territorial guality
potential is a critical element in the recruiiment of quali-

ied minorities. As is the case in the general recruiting
program however, the program seeks to recruit proportion-
ately more minorities from the South Atlantic/South Central
region. Given the gquality potential of tha* region, is the
experience cf poor quality surprising?

Research into recruiter =ffectiveness indicates that
minority recruiters are more successful in the recruiting of
minorities that are white recruiters. Combining this obtser-
vation with the existing territorial potentials, reseaczch
would suggest th2 assignment of minority recruiters to +ths
First, Third, Eleventh, Twelfth and Thirteenth districts.

In practice, the First district has oae minority recruiter
and the Thirteenth ncne. Y2t 50% of the minority recruiters
are assigned to the Fifth, Seventh and Eighth districts.

The difficulties experienced with the effective
recruiting cf minorites are similar to those experienced
program-wide (i.e. gcal setting, goal specificity, territe-
rial po+tential, reward-recognoition, =2tc.) and the remedies
are the szams. The avenues leading to the enhancement of
recruitinc effectiveness will similarly lead *o the enhance-

ment ¢f minority goal accomplishment.
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In making these recommendations, it is clearly under-
stood that there are no simple, one step answars to the
enhancement of rzcruiting effectiveness. Rather the
attempt will be quite complex when considering the indivi-
dual and combined impact of the recruiting environment,
external scomdmic factors, and intsrnal organizational
demands. The presentation of these gualitative effective-
ness issues provides an identificaticn of the independent
alternative courses of action. The most crucial decision is
not so much which to consider first, but to consider any of
them at all. While cbviously each recommenda+*ion cannot be
initiat=d simultaneously, some initial action carn and must
ks taken.

A. OFFICE OF PERSONNEL (G-P)

1. Rzview —he currert manpower planning process and the
degree <o which +he quality dimension is included. Provide
guidance to G~PE and G-PMR as %o the appropriate balance
between quality and gquantity. B

2. Revise the performance expectations and performance
measures applicable to “hs recruiting division to include
measures reflecting the qualitative dimension of performance
(sducation attainment, mental aptituds distribution and a
quality/quantity, net production compositz).

3. In recognition of *their shared responsibility,

ag
Division, Training and Education Division, and to the extent

include in the performance measures of the Recruiti

possible, Operational Medicine Division an evaluation of the
racruit attrition rate.
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4, With *he increasing gquality demands being confrontzd
by the Recruiting Division, recognize the reguirement fcr
greater suppert in the form of budget dollars and Increasszd
psrsonnel strangth. '

B. RECRUITING DIVISICON (G-PMR)

1. The nission of the Coast Guard's racruiting program

should be refinsd to read in part, "The basic objective of

the Coas* Guard military recruiting program is %o racruix
qualifizd officers, cadet, officer candidates and enlisted
personnel in sufficient numbers apd of sufficient guality to

meet Regular and Reserve service nesds."

2. Consider an addition to Chapter Three of the
Recruiting Manual +o provide the r=cruiter with the charac-
teristics of a2 "bhest-qualified" applicant as well as the
minimally qualified,.

3. Consider a change to Chapter Seven of the Recruiting
Manual tc more specifically address ths considerations
expected in the application of "selsctive recruiting" and
their relationship to the quality objectives. |

4, Redesign the format of the Monthly Report of
Recruiting Activities (CG-2957) <o includs the following
qualitative performance measuras (reportable by recruiting
office): Number of High School Diploma Graduates; Number of
GED recruits; Number of recruits in the following AFQT
ranges (40 - 50) (51 - 65) (66 - 99) ; Number of recruits
discharged from recruit training. These measures should
subsequently be included in the annual Recapitulatiocn of
Regular Recruliting Activities. )

5. Review available tsrritorial potential data tc deter-
mine the quality potential ¢f each recruiting dis+rict, |
facilitating the assignment of enlistment gquota with a

gquality-mix ratio or quality target.
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6. Upcn determination of each district's relative
quality potential, and in 1ight of the prcgram's gualitative
cbjectives; review +he apportionamsnt of recruiter bille
and the assignment of minority recruitsrs. Consider a
shifting of rscruiter resources from the South
Atlantic/South Czntral to the Pacific/Mountain regions.

7. Develop a Recruiting District-of-the-Year razcognition
program that will model for the districts an organizational
sense of priorities reflsctive of the concern for quality,
quantity and superior recrui<ting performaace.

8. Incorporate into the Recruiting School curriculum a
training segment specifically oriented to the presentation
of gqualitative and quantitative objectives, gquality identi-
fication and the resultant performances m=asures.

9. In conjunctiorn with the above rscommenda*tions,
conduct a quality demand/ quality identification/quality
awareness training program for current recruiters to debunk
0ld myths and foster an allignment 5f individual and organi-
zatioral goals.

C. G-PE

1. Review the current manpower plaaning process to

incorporate the explicit inclusion of the gqualitative dimen-

sion. As rscrui+ting targets ars prepared, provide the

Recruiting Division with a recommended gquality-mix reflsc-
tive of actual Coast Guard manpowsr needs.

2. Werking with the Recruiting Division, review the
recruiter assignment process and billet distribution to
insure the most offective utilizatiosn of resources in
achieving quality and quantity objectives.
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D. G‘PMB' G.PTB' G-KCHM

1. Recognizing the shared responsibility for racruit
attrition, form a joint panel to review its causes and
formulate recommendations for changss in policiss or proce-

dures for its reducticn to an acceptable level.

E. POSTSCRIPT

From the begining, the purpose of this thesis has n
teen to highlight the weaknessss of ths rscruiting program,
rather it has be=n to identify the difficult 1 S
it faces and to recommend viable alternatives fo
*hose challenges. The thesis indicates the pressance of
considerable strength in the recruiting program, a strength
from which the recommendations can be implemented. In most
cases, the recommendations do not point to new ideas as they
generally represent the actual dssires and intent of th=
recruiting program. Perhaps the simple message of ihe
thesis is that you gst what yocu z2sk for, regardiess c¢f your
desires c¢r inteniions. The key liss in the proper asking.
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