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In order to determine the recruiting program's current 
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compared to its FY-82 performance. Additionally, a recruiting 
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tiveness was noted within current organizational limits, 
that level was reduced as considerations were made for the 
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making process. The qualitative objectives can be defined 
more clearly and operationalized through the development of 
appropriate perfromance measures, implemented in recognition 
of each district's inherent quality and quantity potential. 
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ABSTBACT 

The U n i t e d  S t a t e s  C o a s t  G u a r E g s  i n c r e a s i n g  e m p l c y m e n t  cf 

a d v a n c e d  t e c h n o l c g y  a b o a r d  its c u t t s r s ,  a i r c r a f t  a n d  s h o r e  

commaads h a s  i n t z o d u c e d  a n  e v o l v i n g  demand f o r  t h e  c o r i s 5 d ~ z -  

a t i o n  o f  a q u a l i t y  d i m e o s i o n  i n  mznpower p l a n n i n g .  D u r i n g  

rsce?it y e a r s ,  t h i s  demand f o r  q u a l i t y  p e r s o n n e l  has o u t d i s -  

t a n c e d  i n p u t .  R s c o g n i z i n g  t h e  r e q u i z r a e n t  for a l o n g  tazm 

o r g a n i z a t i o x a l  c h a n g e  effort t o  r s v z s s o  t h i s  trend. t h i s  

t h s s i s  L d r n t i f i e a  t h e  r e c r u i t i n g  p r o g r a m  a s  =he m o s t  effec- 

t i v e  a g e n t  f o r  that changs .  
1 

I n  o r d e r  C3 determine t h e  r a c r u i t i n g  p r o g r a m ' s  c u r r e r , t  

l ~ v e l  cf sf f e c t i v e n e s s ,  t h ~  p r o g r a m  3 b j a c t f v o s  war a cornpazed 
b 

t o  i t s  FY-82 p e r f o r m a n c e .  a d d i t i o n a l l y ,  z r e c r u l t i r g  5 f f x -  

t i v e n e s s  model was d e v o l o p e d  f rom a r e v i e w  of c u r r e n t  

l i t a r a t u r e .  W h i l e  a signif i c a n t  l 2 v e l  o f  q u a n t i t a t i v s  
a sf f s c t i v e n ~ s s  war n o t e d  w i t h i n  cu r reoz  o z g a o i z a t i o a a l  

limits, t h a t  l e v s l  was  r s d u c e d  a s  c o n s i d e r a t i o n s  were mads 

f o r  t h s  q u e l i t a t i v e  d i m ~ n s i  o n  a n d  r p c r u i ;  a t r r i t i o n .  The 

r e d u c t i o n  i n  e f  f a c t 5 v e n s s s  was l a r g e 1  y a t t r i b u t a b l e  t o  the 

l a c k  cf c l s a z l y  s t a x e d  q u a l i t a t i v e  3b  j e c t i v e s  a n d  t h e  

a b s s n c e  o f  q m l i t y  m e e s u r s s  from ?he  p ~ r f o r m a n c e  e v a l u a t i c n  

a ~ l d  c c a t r o l  processes. 

S i g n i f i c a n t  i m p r o v ~ m e n r  ia t h e  i o v e l  o f  quali ;a: ive 

sf f e c t i v e c c s s  r e q u i r e s  =he e x p l l c i t  i n c l x s i o n  o f  t h o  quali- 

t a t i v e  d i m e n s i o n  within t h e  p r o g r a m ' s  s z r a t s g i c  d e c i s i o r r  

making  process. Tho q u a l i t  a t i v o  sb j e c t i v e s  c a n  Da d e f i n e d  

mar+ c l s a r l y  a n d  o p e z a t i o n a  i f z e d  t h r o u g h  t h e  d ~ v e l o p m e n t  of 

a p p r o p r i a t s  psrf 2rmance maasuzes. i rpp lemented  i n  r e c o g n i z i o n  

cf each d i s t r i c t ' s  i r : h e r . t n t  q u a l i t y  z ~ d  quan i_ i?y  p o z e n t l a l .  
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t t l o  meet t h e  N a v y ' s  s x p a n d i z g  manpower 

c e d s  o n l y  in numbers Is n o t  e r o u g h ;  

mannicg  a g r o w i n g  naval  f c r c a  has a 

q u a l i t a t i v s  d i m e n s i o n  as v ? l l . I 1  [ R e f .  1 1. 

A p p e a r i ~ g  i n  t h o  S e c r s t a r y  of D e f a n s a w s  I l a n p c w s r  

i t e q u i r e m s i l t s  R E p o r r  (DMRR) t o  ;h+ Congress  for PY-83 ,  t h i s  

s ta ternect*~  message i s  no l a s s  a p 2 l i c a b l e  t o  t h e  U. S. Coast 

Guard. 

A PURPOSE 

Recognizing ; h a t  e a r l i e r  t h i s  y e a r  t h z  C o i s t  G u a r d ' s  

l e v e l  o f  a v e r e r s s s  was e l s v a t a d  w i t h  r r g a r d  ro d o f i c L ~ n c i c s  

i n  t h e  b a s i c  s k i l l  a n d  k n o w l s d g e  z s q u i r e m e n t s , l  t h e  p u r F o s e  

of "-his ' h a s i s  is t o  idenrify the r s c r u i t l n g  p r o g r a m ,  from 

among the many a l t e r n a 2 i v e . s .  a s  h a v i n g  r h e  g r s a t e s t  p o t a n -  

t - la l  f o r  e f f e c t i v e l y  e v a l u a t l c g  and c o n r z o l l i ~ g  t b p  q u a l i t y  

dime~slon. T h i s  t h s s l s  w i l l  e x p l o r e  The c o n c a p t  of 

r s c r u i t i n ~  e f f e c t i v 4 n e s s  3s I'c czc be d e f i i l e d  i n  t s m s  o f  

q u a n t i t y  ANO q u a l i t y  w i t h i n  t h e  C o a s t  G u a r d  r e c r u i t i n g  

Frogram.  T h e  Coast Guard r e c r u i t i n g  program h a s  g e n e z a t e d  

c o n s i d e r a k l s  sxper:isc. a n d  eff icieccy a t  o p e r a r i n q  w i t h i n  

t h e  q u a n t = t y  d i m e n s i c i l .  f h e r s f o r c ? ,  t h i s  r t i o s i s  w i l l  focus 

a r t e n t i o n  upon t h e  q u a l i t y  dimension a s  r r e l a t e s  t o ,  a n d  

can b e  m a n i ~ u l a t s d  b y ,  the recruiting organization. The 

specific elemen_ts o f  t h e  r e c r u i t i n g  p r o g r a m  h a v i n g  p o t e r t i a l  

t o  i m ~ a c t  e f f % c t i v e n e s s  t h r o u g h  q u a l i r y  w i l l  be i d e n i i f i s d  



and e v a l u c t ~ d  i n  light of c u r r ? n t  z e s e a r c h .  Recommondarions 

c o n c e r n i n g  t h ~ s e  e l e m a n r s  a n d  t h e i r  u s a f u l ~ e s s  i n  t h e  evalu-  
a t i o n  a n d  c c n z c o l  o f  t h a  q u a l i t y  and q u a n t i t y  d i m e n s i c n s  

w i l l  be o f f e r e d  w i t h  t h s  i n t s n t i o n  o f  i m p r o v i n g  i h s  C o z s t  

G u a r d ' s  r e s p o n s i v e n a s s  t o  e v o l v i n g  q u a l i t y  domaods. 

B E  let@ a s  1975 ,  t h e  Coas t  G u a r d  ;n j o y ~ d  a r z p u t a t i c n  

f o r  a t t r a c t i c q  r w x u i t s  o f  s u p o r l o r  quzlity T O  those  

e l l i s r i n g  i;l ~ i L - h e z  cf t h e  D e p a z t m s ~ t  o f  D s f s n s s  (DOD) 

services. Fezhaps  b e c a u s e  t h i s  r e l a t i v e  positicr? hzd 

e x i s t e d  f o r  many y e a r s .  a g e n e s a l  p s r c e p t i o n  z v o l v e d  t h e  

t h e  C o a s t  Guard c o u l d  r o u t i n s l y  a t t r a c t  s u f f i c i e n t  q u z l i t y  

w i t h  nc mcre t h a n  t h e  nor ina l  e f f o r t  z 3 q u i r e d  t o  a t t r a c t  t h e  
n e c o s s a s y  q u a n t i t y  o f  r e c r u i t s .  Q u a l i r y  was p r t s u m r d  $ 0  bs 

no m a j o r  problem. R h i l e  no d o u b t  this p e r c e p t i o n  may s i i l l  

exist w i t h i n  soma elements of  = h a  ~ r g z n i z a t i o r ,  a reviaw cf  

r o c e n t  a n d  r e l a t e d  trends s u g g e s t  zhess  ~ x p e c i , a L _ i o ~ s  of 

assumed quality sre ill founded .  T h s r z  a p p e a r s  t o  b e  scme 

i m b a l a n c e  beeween the c u r r e n t  p e r s o n c a l  i n p u t s  and t h e  

d e s i r e d  l e v e l  o f  p u a l i t y  z s  greater e m p h a s i s  h a s  beoc p l a c e d  

upon q u a n t i t y .  
P r i o r  t o  1 9 7 5  t h a  C o a s t  Guard c o n s i s t e n t l y  r e c r u i t e d  

qr+ztez p e r c e n t a g e s  cf n o n t c l  C a t s g o r y  I an3 I1 ar.d l e s s e r  

p z r c s n t a g s s  ~f Category  X V  and V i ~ d i v i d u z l s  t h a n  a n y  of i h s  

o t h e r s  services. Since thzt tine h ~ w c l v e r ,  tho r e l a t i v e  

p o s i t i o n  h a s  d e c l i n e d  s u c h  '.hat i n  FY-1982, t h e  Coast Guard 

compared f a v c r a b l y  o n l y  t o  t h e  Mcrin, C o r p s  and  '.h? Arny. 

I n i t i a l l y  t h e  r r h t i v o  d s c l i n e  seemed tc h e  s i m p l y  a f u n c -  

t i o n  o f  t h e  mi sno rming  o f  t h e  A S V A B .  However, a s  

i l l u a t r a t c d  i3 P i g u r 4  1.1 cad F i g u r e  1.2, the r e l a t i v e  

d e c l i n e  r e m a i n s  apparcni: in t h e  most r ecen t  d a t a  f o r  FY-82.2 

*lhc D q a r t m e n t  cf D;l fenss  d a t z  f o r  PY-81 a n d  p r i o r  czn 

10 
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Figure 1.1 Mental Category I and I1 By Service 
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Figure 1 . 2  Mental Category I V  and V By Service 



While  mental c a t e g o r y  does cot s t a n d  a l o n p  a s  t h e  sicgle 

characteristic o r  p r e d i c t o r  o f  quality, t h e  va r ious  cat  ego- 
rLes  (I t h r u  V )  h a v e  proven t o  b e  v a l i d  p r e d i c t o r s  of  Class 

" A N  s c h ~ c l  p e r f o r m a n c e  u h i c h  i o  t u r n  s+rves a s  a valid pred-  

i c t o r  f o r  j c b  pe r fo rmance .3  

During recent y e a r s  t h s  s h o r t  t d r i n  pe r fo rmar i ce  of 

recruits i n  b a s i c  training has fo l lowed  a s i m i l a r l y  u n s e t  - 
t l i n g  pattern. T h e  recruit t r a i n i n g  a t t r i t i o n  r a t e *  has 

i n c r e a s e d  from 12% i n  1978 t o  a p p r o x i m a t s l y  19% ic r'Y-62, 

By c o m p a r i s o n ,  Navy r e c r u i t  t r a i n i n g  a t t r i t i o n  was 8 . 3 %  fcr 

FY-82, sad a v e r a g e d  just 8% o v o r  the pas? th ree  y e a r s - 5  

Baycnd recruir t r a i n i n g ,  z t t r i t i o n  at r h e  Class " A t 1  s c h o c l s  

h a s  a l s o  raacheO larger p r o p o r t i o n s ,  a v e r a g i n g  more t han  13% 
s y s t e m  wide i n  PY-82, f a r  exceeding ihs 7 %  rat9 s x p e r i e n c s d  

by t h e  Navy during t h e  ssme time period. A t  on% t e c h ? l i c s l  

l t A u  s c h o o l ,  more t h a n  40% o f  the s t u d e n t s  wsre r e p h a s e d ,  o r  

or e x t ~ n d s d  ~II t r a i n i n g ,  ?it l e a s t  o n c a  duclog the t r a i l i n g  

p s r i o d  [Ref. 23. This l e v e l  ~f a t t r i t i o n  and rephasicg 
c a r r y  c o n s i d e r z b i e  i m p l i c a t i o n s  f o r  t h a  c o s t s  of  r a c r u i t  and 

s p e c i a l i z e d  skill t r a i n i n g .  

T h i s  r e l a t i v e  decline i n  ths a t t t a c t i ~ r ,  o f  q u a l i t y  

r e c r u i t s  h t c  t h e  C o a s t  Guard  c o u l d  c o r  h a v e  a r r i v e d  d u r i n g  

a less d e s i r e a b l e  p e r i c d .  Dur ing  r s c e n t  y s a r s ,  t h e  Ccast 

Guard h a s  begun positive movem.rnt into ths t ? c h n o l o g i c a l  

age. Whethff a b c a r d  t h s  27 0' WHEC's, the H H - 6 5 A  h e l i c o p t e r s  

o r  t h e  HU-25 F a l c o n  jfts, t h ~  tsrm ' s k i l l e d  pcrsor-riel* has: 

hagun  t o  take on rsw meaning.  This t r s n 3  is furthsr 

be f o u n d  i n  Reference FY-82 was p r o v i d e d  by t h e  Dsfenss 
flenpgver Da ta  C e n t s ~  &b$ ; a n d  $hs Coasz  Guard  d h t a  is 
p r o v z d ~ d  by thc O I ~ Z C B  cf  e r sonne l ,  

3U.S.  Ccast  G u a r d ,  Commasdantvs  a r i e f i n g  "lit S&=& 2% 
S c o r e s ,  Sep t ember  13,1982. ------ 

~ Z ~ C S E  r e q r u i t s  d ischarged p r F o r  t3 r h s  comple t ion  of 
r sc ru l t  t r a  znzng,  

511,s. Navy, ?fernorandurn S u b j e c t :  ZJzy R c c r u i t L ~  Dzta, 7 
F e b r u a r y  19 83. 



e v i d e n c e d  by the i v o l u t i o n  o f  advzncod  management ir.f crma- 

t i o n  a n 3  decision s u ~ F o r t  systems s u c h  a s  t h e  P e r s o n n z l  

f lanagement I n f c r m a t i c n  Sys t em (PHIS) a n d  t h e  J o i n t  Unlf czmod 

f l i l i t a r ~  F a y  S y s t a m  (JUIPS) , a s  well a s  g r c g r D s s  w i r h  the - 
c c m p u t e r  n 2 t w o r k  i n s t a l l a t i o n .  C o n s i d e r i n g  t h e  ~ d v a r i c e d  

s k i l l  r e q u i r e n e n t s  t h a t  accompany each o f  t h s s e  i n n o v a t i c r s ,  

t h e  p a s o n c s i  demands  b e i n g  p l a c e d  on -.he coast Guard  ars - 

u n l i k e  t h o s e  o x p e r i a n c e d  a t  any  tims i n  o u r  h i s t o r y .  
A l though  new t o  t h e  Ccast  Guard,  t n s s o  q u a l i f y  demards  zre  

s i m u l t a n e o u s l y  b ? i n g    la cod upon t h e  o r b e r  m i l i t a r y  s s r v i c e s  

as well, 

T h e  n a t u r e  o f  t h e r e  t r a n d s  a n d  t h s i r  s n r i o u s  i m p l i c a -  
t i o n s  on c u r r e n t  and and f u t u r e  o p e r a t i o n a l  p e r f o r m a n c e  have  

n o t  gore u n n o t i c e d  b y  t h e  Commal-dant. Earlie: in t h i s  

f i s c a l  year ,  i n  d i r s c t  a t t e m p t s  to i m p a c t  the q ~ a l i t y  dimen- 

s i o n  i r  manpowsr p l a n n i n g ,  t h e  Coast Guard t o o k  f o u r  

s i g n i f L c a n t  a c t i o n  s t e p s :  

- a s c h o l a s t i c  r e q u i r e m e l l t  uas established as  an  

enlistment s t a n d a r d :  h i g h  s c h o o l  g r a d u a t e  

o r  h i g h  s c h c c l  GED 

- t h e  m e n t a l  s t a n d a z d s  f o r  s n l i s t m s n t  wer2 r a i s s d  to 

match t be ninimum # A 8  s c h o o l  s t a n d a r d s  

- t h e  * A *  s c h o o l  m e n t a l  b a t c e r y  q u a l i f y i n g  s c o r e s  

were r a i s e d  fcr s i x t e e n  of t v a c t y - t h r $ s  s c h o o l s  

- t h e  development of  an E d u c a z i o n  E n r i c h m e n t  Prcqram 

(EEP) was a u t h o r i z e d  f o r  u s z  a t  C o a s t  Guard 

t r a k i n g  c e n t e r s  i n  arder t o  e l o v a t o  t h e  r e a d i n g  

and  a a t h  s k i l l s  t o  a c c e p t a b l e  l c v ~ l s .  

C l e a r l y  +he dema3d f o r  p s r s o n n e l  is  bocoming more t h a n  a 

demand f c r  numbers. The q u a l i t y  d i m e n s i o n  i n  manpower p l a n -  

n i n g  i s  r z c s i v i n g  i n c r e a s e d  a t t o n c i ~ n .  The Comma~dar-.  h a s  

r ~ c o g n i z r d  t h e  s i g n i f i c a n c e  o f  i m p r ~ v i n g  c h e  q u a l i t y  dimcn- 

s i o n  a t d  mee t ing  t h e  challenges o f  ; s c h c o l o g i c a l  g rowth .  Yet 

a s  i m p o r t a n t  a s  those i n i t i a l  steps iri, t h ~ y  must  be viewed 



w i t h i n  t h e  c o n t e x t  o f  o t h e r  a l t e r n a t i v z s .  Tha r a i s i r g  a n d  

Lower ing  of q u a l i f i c a t i o n  s c o r s s  i s  r o t  a  u n i q u e  o c c u r a w E .  

6 Having  been u s e d  b e f o r e  a n d  g i v e n  some c o m b i n a t i o n  of  

c z i t i c a l  c o r . E i t i c n s ,  L a .  1 cw unemploynea t  c o u p l e d  w i t h  h i g h  

p e r s o n n e l  needs, t h e  t e m p t a t i o n  f o r  t h e i r  lonoring may o c c u r  

a t  some time i n  2he f u t u r e .  A d d i t i o n a l l y ,  a s  i n i t i a l l y  

a p p r o v e d ,  t h e  need f c r  ths educa'.,ion t n r i c h m e n t  program i s  

e x p e c t e d  t o  decline ir, f u c u r e  years [Ref, 23.  In a  sense 
t h s n ,  t h e s e  i n i t i a l  s t 4 p s  r s p r s s e ~ i  r e a s o ~ a b l z  b a n d - a i d  

s o l u t i o n s  f c r  a s o r i e z  2f  s e r i o u s  p r z b l s ~ s .  The void cf a  

long term o r g a n i z a t i c n a l  s t r a t s g y  f o r  c h a n g e  r e m a i n s  

prssent. How cao t h e  o r g a n i z a t i o n  s u f f i c i a z l y  ad  j u s t  

itsslf s c  thzt q u a l i t y  g& q u a n t i t y  domands a r e  r o u t i n s l y  

r e c o g n i z e d  within t h e  p l a m i n g  p r o c s s s  a n d  o p s r a t i o n a l l y  

a c h i e v e d ?  

C. OBJECTIVES AND SCOPE 

I n  d ~ v e l c p i c g  t h i s  l o n g  term s t r a t s g y ,  two p r i m a r y  

a l t e r n a t i v e s  seem o p e n  f o r  c o r r s i d e r a t i o n .  I n  t h o  f i r s t ,  a  

t r a n s f o r m a t i o n  s t r a t  agy, r s c o g n i t l o n  o f  t h 2  problsm i s  

a c c o m ~ a n i e d  by a d e s i r e  to minimiza  a n d  cope with its conse- 

q u e n c e s .  I n  a d d i t  i o n  t o  t h e  E d u c a t F o ~  Exmirichmen", Prcgram 

( E E P ) ,  z h e r e  a r e  many o t h e r  z l t e r n a t i v s  a c t i o n s  o p e n  t o  t h e  

Coast Guard t h z t  would  p r o v i d e  me thods  of coping w i t h  an 
i n f l u x  of m i n i m a l l y  q u a l i f i e d  i n d i v i d u a l s .  T h e  C o a s t  Guard 

might  a d c ~ t  and p u r s u e  a n y  o n s ,  o r  c o m b i n a t i o r ,  cf t h e  

a l t e r n a z i v e s  a p p s a r i c g  i n  T a b l e  I. 

These a r z  b u t  a  few cf t h e  ~ p t i o n s  a v a i l a b l e  f o r  i m p a c t i n g  

t h e  q u a l i t y  i!i.rnensiox givsn t h a 5  t h ~  i ~ 3 i v i d u a l s  a r e  I n t r o -  

duced  w i t h i n  t h o  system. Hizhln t h i s  s t r a t e g y  t h e  

a s s u m p t i o n s  ars: 1) we s r e  a t t r 3 c t i n g  t h o  b e s t  of the 

6rJ. S ,  CcasT Guard,  Commanda,?t's a r i a f i r , g  SE&& g s  
c r o r e c  S e p ~ e m ~ e r  13,1982. =--A= , 



TABLE I 

O p t i o n s  for Xaapacting Q u a l i t y  

- Reqvire t h a c  a d d i t i o n a l  forms o f  b a s i c  s k i l l  
t r a r a b n g  , t o .  be  accom l l s h e d  p r i o r  t o  s s J eq t i o3  
f c r  s p e c r a l i z s d  s k i d  s c h o o l s ,  2. e. a d d ~ t ~ o n a l  
c o r r s s p n d z n c e  courses, 

- Leqgthfn , the c u r r l c u l  urn o f  "AN s c f i o o l s ,  
m z ~ n t a i n r q g  t h e  c u F r e n t  p e r f o r m a a c e .  c r l t%r ions  
b u t  c c v a r l r g  mator~sl a t ' a  more D a s l c  l $ v s l .  

- Rswrite t h e  c u r r i c u l u m  f o r  "A1' s c h o o l s  z3cognizing 
t h e  c u r z e n t  entrance kno wlsdgs i a v e l s .  

- I q i t i a t s  a service-wide task r s d s s i g n  a d o p t i n g  
s l m ~ l i f i c a t ~ o n  a s  a s t a n d a r d  ~ p a r a t l n g  principle. 

- Provide a d d i t i o n a l  f u n d i n g  and support for t h e  
+ of  f -du ty  education prcgram.  

- Davelcp  i n c s n t  i v e  systems t h a t  p romote  the 
a d v z n t a g z s  o f  a conr ;nu lng  s d u c a t l o n  p r o  ram, 
2 . e .  s t t r n d a n c e  a t  schools on CcasL. ~ u a r 8  t;me. 

- Encouzage t h e  developm?nt  and  use o f  s k i l l  
b u i l a i q g  c o u z s f s  a d m l n r s t s r e d  zr t h e  l s v a l  of the 
c p ~ s a t z o n a f  u n i t s .  

- Conduct p e r i q d i c  r e d u c t i o n s  iq f o r c e  to sepe ra t e  
tfis u n q u a l i f  zed from t h e  s e r v l c s ,  

- Autho;ize Enlistsd S c r c ~ n i c g  P a n e l a  which 
would g r o  y l d s  a d d k s ~ o n a l  personael revisws p r i o r  
t c  a u t  D r l z a t l c n  r o r  r e - e n l r s t m s r i t .  

- Adapt  m i l e s t o n e s  t o  s u c c o s s  th+= would i i ( n t i f y  
s p e c i f ~ c  o e r s o n a l ,  q u a l l c y .  ~mprovgmsnt a c t i o n s :  
rf uired b y  c F r t z 2 n  ~ ~ ~ G - L T , - S S ~ V : C P .  d 8 t s s  zn 
o r l e r  t3 r a u a x n  on z c t l v e  8ury. 

- Cczacle a iimontcfii. proqrzm by-promor.&n3 and 
p u b l i c l y  r e c o g n l z l n g  Aosa  01 s i l p e r l o r  quality 
a s  ~ x a m p l f s  for o t h e r s  t3 f o l l o w .  



q u a l i t y  t h a t  i s  a v a i l a b l e ,  a n d  2) c u r r ~ n t  d e f i c i e n c i e s  i n  
q u a l i t y  a re  s m e L . 6 i n g  o v e r  which  the C o a s t  G u a r d  ~ x s r c i s s s  
l i t t l e  o r  nc c o n t r o l ,  i. e. t h e  h i g h  s c h o o l s  a r e n ' t  what  '.hey 

u s e d  t c  be. W h i l e  each of  t h a s s  a c t i o n s  o f f e r s  p o t e n : i a l  

for a m e a s u r d  i m p a c t  cn t h e  q u a l i t y  d i m a s i o n ,  r h o y  r e c o g -  

n i z e  a n d  a c c e p t  e x i s t i n g  q u a l i t y  d s f i c i e n c i e s  a s  a  g i v s n .  

T h e  s e c c n d  a l t e r  n a t i v e ,  a n  i n p u t / c o n r r o l  s t r a t e g y ,  

r o c o g n i s e s  the p r o b l e m  a n d  a s p i r e s  t o  n i p  it i n  the bud: 

i m p a c t  t h e  qu3lLi .y d i m e n s i o n  i i r e c x l y  a'. h e  i n p u t  s o u r c e .  

T h i s  s r r a t e g y  a s s u m e s :  1)  t h e  C o a s z  G u a r d  can i d o n r i f y  5r.s 

manpower needs  ir! q u a l i t a t l v c  and g u a n : i t a t i v o  t e rms ,  a n d  2) 

t h e s e  l i e ~ d s  can bo effectively o p e r a t i o o a l i z e d  a; t h e  i n p u t  

s o u r c e  sc  a s  t o  f a c i l i t a t e  o p t i m a l  s e l a c t i o n .  

Tho r o c r ~ t i n g  p r c g r a m  secms host s u i ' i e d  f o r  p u r s u i n g  

t h i s  i n p u + . / c c n t r o l  s t z z t o s y  . A s  r h 8  3 z g m i z a t i o n a l  a rm 

r s s p o n s i b l e  f o r  ;he s e l e c t i o n  a n d  e n l i s ~ m c n t  of t h e  m a n p o w r  

r e s o u r c e s ,  it o c c u p i e s  a  u n i q u e  p o s i t i o n  e f f o r 8 i r . g  t h e  

p o t e n t i a l  t o  b e  the most af  f ~ c t i v e  a g s n t  il a d d r e s s i n g  both  

t h e  q u a 3 t i t y  a n d  q u a l i t y  demands .  

Whar, v i e w i n g  a c h  o f  ;he p r i m a r y  a l t s r n a - i v e s ,  3s weil 

as  t h e  many a p p e a r i n g  i n  T a b l e  I ,  s a c h  s h a r e s  an i n h e r e n t  

c o s t  d i f f s r c n t i a l  i n  a d d i t i o n  t o  v a r i a t i o ~ s  F n  the p o t a n t i a l  

i m p a c t  upon r p c r u i t i n g  e f f s c t i v e n e s s .  Some o f  t h e  a l t e r n a -  

t i v e s  r e q u i r e  considerable b u d g e t a r y ,  p e r s o n r e l  a n d  time 

i c v s s t m e n t s  w h i l c  o t h e r s  c a n  s s s e n 5 i a l l y  bs i x o z p o r a t e d  

i n t o  e x i s t i n g  p r o g r a m s  ar,d p o l i c i e s .  Ir. a n y  czss ,  these 

c o s t s  wlll ~ c t  bs a d d r e s s e d  z s  i s s u e s  i n  t h i s  thssis a s  t h e  

p r i m a r y  f o c u s  will b e  t h e  p o l i c y  ar.d procedural i s s u e s  

a f f e c t i n g  r ~ c r u i 5 n g  e f f e c t i v e n l s s .  

Ir. tsrms 3f t h 2  q u a c t i t  a t i v e  aspcc:  o f  t h i s  e l t e r n a t i v c ,  

t h e  Ccast  G u a r d  has ~ s t a b l i  shed p l a i l n i n g  p r o c = d u r e s  for 

6 e t e r m h i n g  i ts manpower s o q u l r ? m e n t s .  A d d i i i o n a l l y ,  i n f o r -  

m a t i o n  systems are  i n  p l ~ c e  which p r o v i d e  sosa e v a l u a t i o n  

a n d  c o n 9 0 1  c a p a b i l i t y  i n s u r i n g  t h a t  t h e  manpower s t r s ~ g t h  



is m a i n C a i n e d  a t  t h e  d e s i r e d  l e v e l .  At t h e  l c p u t  sourco, 

t h e  Ccast Guard  h a s  c o n s i s t e n t l y  e x h i b i t e d  s k i l l  a n d  succsss 

a t  m e e t i n g  ~ n l i s t m e n t  q u o t a s  t h r o u g h  t h e  r e c r u i t i n g  program.  

O v e r  t h e  p a s t  e i g h t  y e a r s ,  t h e  recruiting p r o g r a m  h a s  a v e r -  

a g e d  a n  a c h i e v e m e n t  cf mors  t h a n  o n s - h u n d r e d  p e r - c e n t  cf its 

a s s i g n s d  q u o t a .  A s  a n  a d d i t i o n a l  i n d i c a t o r  o f  s u c c e s s ,  i n  

S e p r e m b o r  1982. C a p t a i n  S t s  v e n s  S m i r h ,  t h e  d i v i s i o n  c h i e f  

r c s p o n s i b l e  f o r  t h ~  r e c r u i t i c g  p r o g r c m ,  wzs p r e s e n t e d  w i t h  

thr?  Award f o r  A c h i e v e m e n t  i n  E q u a l  0ppor tun i :y  b y  =he 

S 2 c r e t a r y  o f  T r a n s p o r t a t i o n  T r a n s p a r t a t i o r r .  7 

With t h e  q u a l i t a t i v e  a s p e c t  h o w s v ~ r ,  a  s i m i l a r  l e v g l  oE 

p l a n n i n g  and achieving success has b e e n  somewhat  elusive. 

P e r h a ~ s  d u e  t o  the l a c k  of a s i n g u l a r  o r  u n i v e r s a l  d e f i n i -  

* i o n  o r  u ~ d e r s t a n d i n g  o f  t h e  tarm I 4 Q u a i i t y  d i m e c s i o n " ,  t h e r e  

are n o  s p e c i f i c  q u a l i t y  g o a l s  o f  a c h i e v e m e n t  f o r  a n y  i e v c l  

a b o v e  t h a t  cf t h e  minimum e n l i s t m e n t  s t a n d a r d s .  8 I n  t h e  

a b s ~ n c e  o f  e x p l i c i t  o r g a n i z a t i o n a l  q u a l i f y  g o a l s ,  t h s r a  has 

be23 l i t t l e  a c t i v i t y  t o  d s s i g n  m s a s u r e s  of  i a p u t  q u a l i t y .  

I n  s h o r t ,  o t h e r  t h z n  t o  i n s u r e  t h a t  m i n i m a l  s t a n d a r d s  a r s  

a t t a i n e d ,  t h e  C o a s t  Guard  h a s  no o t h - . r  mschan l sm to i d e n -  

t i f y ,  o b t a i n  ,r ? v a l u a t e  Zhr q u a l i t y  d i m e n s i o n  a t  t h e  p c i n t  

cf i n g u t ,  A c c o r d i n g l y ,  t h e  o b j e c t i v e  o f  t h i s  t h e s i s  i s  Y O  

p u r s u s  the s e c o n d  a l t ~ r m a t i v e ,  i d e n t i f y i n g  t h o s e  a s p e c t s  of 

the r e c r u i t i n g  p r o g r a m  p o s s e s s i n g  t h e  p o t s n t i a l  t o  l m p a c t  

t h e  q u a l i t y  d i m e a s i o c ,  f  o c u s l n g  orr t h ~  s p e c i f i c  a s p e c t  cf 

m o n i t c r i n g  and  c c n t r c l l i n g  q u a l i t y ,  

7Ccmmandant1 s B u l l e t i n ,  v, 23-82, 

8The s t a ~ d a r r l s  a s  d e f i n e d  by ths 
(COMDIIXST M1100.2) . 

p . 9 ,  1 1  O c r o S e r  1982.  

R e c r u i t i n g  , M a n u a l  



I). QUALITY DIMENSION 

FEW c c n c z p t s  w i t h i n  t h e  reczu i - . i r ig  c o n t e x t  sesm c z p a 3 l s  

of g ~ n s r a t i n g  a s  much c o n t r o v e r s y  a s  doss t h e  c o n c e g i  of 

" q u a l i t y w .  S i n c r  the i n t r o d u c t i o n  3f rhs A 1 1  V o l u n t o r  F o r c o  

(AVF) i n  1973, t h e  c o n c e p t  a n d  i t s  i m p l i c a r i o r s  h a v e  baen 

USGO t o  t h e  a d v a n t a g e  a n d  t h e  d i s z d v a n t a g e  o f  t h e  D e p a r t m e n t  

of Defense. The d s s i r e  f o r  q u a l i t y  was v i s w ~ 3  with s u c h  

i m p o r t a n c e  t y  C o n g r e s s  t h a t  s p e c i f i c  g o a l s  a n d  cccs t r a in r s  

w e r a  l s g l s l z t e d  f o r  t h e  Army. [Ref. 11. A l t h o u g h  r o t  yst e 

specific ccnczr:: t o  o x t ~ m a l  a g e n c i j s  s x e r c l s i r g  c o n t r o l  

c v 3 r  tfis C ~ a s t  G u a r d ,  i n t s r n a l  i n t a r c s t  Fc q u a l i z y  h a s  

r e c s n t l y  beer! h e i g h t e n e d . 9  

O f  g e n e r a l  c s n c e r n  a n d  d o s i r e  i n  e v s r y  o r q a a i z a t i o n ,  t h e  

tszm q u a l i t y  seems t c  be  o n e  o f  those b r o a d  i n t a c g i b i e s  t h a t  

is d i f f i c u l t  t o  d e f i n e  e x p Z i c f t l y ,  a o r a  d i f f i c u l t -  +-o m e a s u r e  

a n d  e x t r e m e l y  d i f f i c u l t  t o  p r e d i c t  a c c u r a t s l y .  When a p ~ l i e d  

t o  a n  i n d i v i d u a l  o r  t c  t h a t  i n d i v i d u a l ' s  p e r f o r m a n c e ,  i t  

becomes  t h e  p r o d u c t  o f  i n n u m e r a b l e  t r a i t s  t h a t  p r o v e  d i f f i -  

c u l t  t o  e v a l u a ~ e  i n  a  c u m u l a t i v e  s a n s t .  A b i l i t y ,  a p t i t u d e  

a n d  a t t i t u d e  a r e  b u t  a few of t h e  q u a l i t y  t r a i t s .  H a v i n g  

i a e n t i f i e d  these  t r a i t s ,  che  i ~ d i v i d u a l '  z c o n t r i b u t i c r ,  

w L t h i n  a team, t o w a r d  a p r o j e c t  o r  3 p e r a t i o n a l  g o a l  is s t i l l  

s u b j e c t  z o  a g r e a t  a a n y  e i t u a t i o n c l  f a c t o r s .  A s  grta- .  a s  i s  

th.t d e s i r e  f o r  a m e a s u r ?  of  q u a l i z y ,  t h e r r  a r e  b a r r i e r s  

w h i c h  p r ~ v e r t  i t s  s x a c t  measursmont .  H a v i n g  i d e n t i f i a d  a a n y  

o f  t h e  d e s l z a b l e  traits, m e a s u r i n g  tnsm becomp,s f r a u g h t  w l t h  

d i f f i c u l t i e s  3 s  r e c r u i t e r s  a r e  l i m i t a d  i n  r h e i r  a b i l i t i e s  t o  

g a t h ~ r  e v a l u a t i v e  F n f o r m a t i o a  i n  o r d e r  t o  c o n d u c t  ~ o m p r e h e n -  

s i v e  a p ~ l i c z n t  s c r e e ~ l n g s .  Whi lo  re  s e a z c f i  i n  d l c a t e s  t ha: 

access t o  arrsst r e c o r d s ,  s c h o o l  e x p u l s i o n s  a n d  f a m i l y  

s t a b i l i t y  c~uld r e d u c e  a t t r i t i o n  by r i s a r l y  f o u r  p P r c e n t  

gu. S ,  C o a s t  G u a r d ,  Commaridant 's  B r i a f i n g  "A'' S&pg& C u t  
scor~s, S e p t e m b e r  13 ,1982.  



[ B e f .  3 1, t h i s  i n f  o r m a t i o r  is frequently u n a v a i l a b l e  duo t o  

v a r i o u s  s t a t e  a n d  l o c a l  s t a t u t s s . l o  

A l l  i s  ~ o t  lost h c w e v e r ,  a s  t h e r e  a r a  t w o  a s p e c t s  of  

quality t h a t  c a n  b e  m e a s u r e d ;  e d u c a t i o n  a t t a i n m e n t  a n d  

m e n t a l  a b i l i t y .  T o  scme d e g r e e ,  e a c h  o f  t h e s e  i n d i v i d u a l  

m s a s u r e s  s e r v E s  a s  a composite f o r  many o f  t h s  p r e v i c u s 1 y  

m e n t i c n s d  s i n g l e  t r a i t s .  

E d u c a t i o n  A t t a i n m e n t  1 ---A,,, ,,,-,,,, 

E v a l u a t i o g  t h e  h i g h  21% l e v e l  o f   ducati ion a l t z i n e d  

s s v e s  a s  ar, i n d i c a t c r  o f  a n   individual*^ a p t i t u d e ,  a t t i t u d e  

and a b i l i t y .  A d d i t  i o n a l l y ,  c o n s i d e r a b l e  r e s e a r c h  h a s  

r e p e a t e d l y  s u p p o r t e d  the l i n k  betwotn e d u c a t i o n  l e v e l  a n d  

the s u c c e s s f u l  a c c o  m p l i s  hmen5 o f  s u b s o q u m r  t r a i n i n g .  I n  a 

1981 s t u d y  ky t h e  C e n t s r  f o r  N a v a l  A n a l y s i s ,  it was 

c o n c l u d c d  t h a t  e d u c a t i o n  l e v e l  h a d  the g r e a t s s t  impact on 
s u r v i v a l  cf a r e c r u i t  t h r o u g h  t h e  f i r s t  e i g h t  y s a r s  cf 

s e r v i c e  [Ref. 4 1. R s c e n r  C o a s t  G u a r d  d a t a  tends t o  s u p p o r t  

t h a t  c o n c l u s i o n  a s  shcwn i n  T a b l e  11. 

T A B L E  11 

HSG vs. Non-HSG Completion Ratss 

C o m ~ l e t i n g  B e c r u i t  T r a i l l i n g  FY-82  

Gradua-22 D i s c h a r g e 2  

H SG 82.53 17.5% 

EJca HSG 69.02 31.0% 

O v s r  a l l  Avsr a g e  8 1 - 2 5  18.8% 



&, A p t i t u d e  

I n  t h o  m i l i t a r y  c o n t e x t ,  m e o t a l  a p t i t u d e  i s  d = f i z z d  

as r h s  p o t e n t i a l  r o  b e n e f i t  froin t r a i n i n g ,  i n  o t h e r  words, a  

measure of t n i n a b i l i t y .  Tests  foz m e n t a l  a p t i t u d ~  a r e  NOT 

i n t s l l i g e n c ~  t e s t s .  U n t i l  P e h r u a r y  1983, ths C o a s t  Guard  
d e r i v e d  t h e s e  m e a s u r e s  f r o n  t h e  a d m i c i s t r a t  i o n  of the Ccssi 

G u a r d  z ~ s t  b a t t e r y  d u r i n g  t h e  f o u r t h  w o k  o f  r e c r u i *  

t r a i n i n g .  S i n c e  t h a t  time, t h o  C o a s t  G u a r d  h i s  j o i n e d  rte 
o t h s r  s e r v i c e s  i,? t h e  u s e  o f  t h a  Armed Sc rv ic5s  V o c a t i o n a l  

A p t i t u d -  Bat-cery  (ASVAB) w h i c h  is a d m i n i s r e r e d  p r i o r  t o  a n  

i n d i v i d u a l ' s  e r , l i s ? m e n t .  The tsst S a z t e r y  c o n s i s 5 s  of  a 

number  of i n d i v i s u a l  tests t h a t  s e ~ k  t o  detarmlne levels of 

v e r b a l ,  a r i ~ h m a t i c ,  m f c h a n i c a l ,  c l t r i c a l  a n d  e l e c t r c n i c  

+ skills. Th% z o m p o s i t e  d s r i v 9 d  f r o m  s e l e c t e d  t e s t s  ZTC t h e n  
c o m b i n e d  w i t h  c e r t a i n  p h y s i c a l ,  medical and e d u c a t i o n z l  
s t a n d a r d s  t c  d s t e r m i n s  a n  i n d i v i d u a l ' s  e l i g i b i l i t y  f o r  

r, 

e l i i s t m e n t  i n t o  t h e  armed f o z c e s .  
F c r  q u a l i t y  h a t c r n i r a t i o n  p u r p o s e s ,  t h e  a r i t h m e t i c  

a z d  v e r b a l  s a r e s  h a v e  t r a d i t i o n a l l y  bsen  c o m b i n e d  and  

g r o u p e d  i n t c  t h e  f i v e  d i s t i n c t  p e r c s n t i l o  c a t e g o r i e s  idezt i -  

f i e d  i n  T a b l e  111. 

TABLE III 

Mental Category by P e r c e n t i l e  

Mectal C a t e g o r y  

111 A 



Prrsons who s c o r e  in C a t s g D r y  I o r  I1 a r e  considered a b o v e  
P 

a v e r a g e  in t r a i n a b i l i t y ;  :hose i n  Cat  % p r y  III, averzGe; 

those i n  C a t e g o r y  I V ,  below a v e r a g a ;  a n d  those  in, C a t 2 g c r y  

V, wel l  h e l c w  a v e r a g c .  ( F o r  c o m p a z a t i v s  p u r p o s s s ,  r a 2 3 i n g  

a b i l i t y  fer t h o s s  i n  C a t e g o r y  111 equates t o  the 6 igh i . h  

g r a d  2 level.) The m i l i t a r y  s o r v i c s s  h a v e  triditionaliy 

i d e n t i f i e d  t h ~ s e  i n  C a t e g o r i e s  I, II and the u p p e r  half o f  

1 x 1  tc b e  the most d e s i r e a b l e  a p p l i c a n e s .  Memb%rs o f  rhese 

g r o u p s  g e n e r z l l y  q u a l i f y  for a u i d r r  range of s p e c i a l i z s d  

s k i l l  t z s i n i n g  schools and e x p a r l z z c ~  less a t ' . r i t i o t ; ,  

t h e r e k y  r e d u c i n g  t r a i n i n g  costs i n  tssms o f  rime end 

d o l l a r s .  Addir i o n a l l y ,  as I n  t h e  educational level 

a t t a i n e d ,  p E r s o n s  i n  the h i g h e r  m e n t a l  categories have  e x h i -  

b i t e d  g r e a t e r  p r c b a b i i i t i r s  of  completing recruit  t r a i o i n g  
& 

t h a n  d c  t h o s e  i n  t h e  lower categories [ R e f ,  5 j. Racent 

Coast G u a r d  & t a  t s n d  to support t h i s  co~cluslon a s  shown in 
R 

Tablcl IV. 

T A B L E  IV 

Recruit T r a i n i n g  Success By Category 

C o m p l e t i c g  R e c r u i t  T r a i n i n g  FY-82 

G r a d u a t s d  D i s c h a r g e d  

C a t e g o r y  I E 11 

Categcry I I I A  

C z z e q o r y  1 1 1 9  

C a t c g c r y  IV G V 



3 .  Summary 

A l t h o u g h  t h s  strength o f  t h a  r e l a t i o n s h i p  between 

t h e  t w o  m 5 a s u r e s  a n d  q u a l i t y  a r e  f r e q u e n t l y  d i s c u s s e d  2nd 

b s a r  some i n t e r p r e t a t i o n a l  l i m i t a t i o n s ,  s u b s t a n t i a l  r e s e a r c h  

h a s  i n d l c a t ~ d  t h a t  b c t h  s d u c a t i o n  a t t a i n m o n t  z?d m e z t a l  

a b i l i t y  ars v a l i d  p r e d i c t o r s  o f  f u t u r e  s u c c e s s  i n  t r a i n i n g  

[ R e f .  1 p I - 1  Thase ewo f a c t o r s  t h e n  3re r e p r e s e n t e d  

by t h e  Term " q u a l i t y  d i m e n s i o ~ ~ .  T h e  d e g r e e  t o  w h i c h  %h% 

C o a s t  Guard  i n c o r p o r a t s s  t h e s e  m e a s u r e s  Ln i t s  o o a l  s e t t i n g  

p r o c c s s f s  a n d  t h e  d e g r s e  t o  w h i c h  c h e s e  m e a s u r c s  a r e  c h a r a c -  

teristic cf +he r e c r u i t i n g  p r o g r a m ' s  o u t p u t  i n d i c a t e  t h e  

l e v e l  o f  s u c c e s s  a c h i e v e d  w i t h  t h e  q u a l i t y  d i ; n s n s i o n .  

E, R E C R U I T I N G  EFFECTXVENES S 

I n  e v a l u a t i n g  thz p e r f o r m a n c s  a f  a n  o r g a n i z a t i o n ,  two 

c r i t e r i a  commoniy u t i i i z s d  are e f f i c i e n c y  a n d  o f f e c z i v e n e s s .  

Is t h e  former, o r g a n i z a t i o n a l  o u t p u t s  ar? c o m p a r e d  t c  i ts 

i n p u t s ,  whereas i n  the l a t t e r ,  o u t p u t s  ars c o m p a r e d  w i t h  the 

o r g z l c i z a t i o n a l  o b j e c t i v e s ,  O r g a 3 i z a t i o n s  g e n ~ r a l l y  s t r i v e  

f c r  b c t h  e f f i c i e c c y  and  e f f e c t i v e n e s s  z a c c g n l z i c g  t h a t  o r e  

may m o d s r a t ~  t h e  o t h e r ,  C o n s i d e r i n g  t h a t  z e s o u r c a  i n p u t s  

d $ s i s l c r , s  a r e  b u r e a r r c r a t i c a l l y  beyond t h e  c a n t z o l  o f  t h e  

r e c r u i t i n g  c r g a n i z a t i o n ,  a n  d  b s i n g  p r i m a r i l y  c o n c e r ~ e d  w i t h  

a c h i e v s m e o t  of  q u a l i t a t i v a  and q u a n t i t a + i v e  o b j e c r i v e s ,  r his 

t h e s i s  w i l l  f ~ c u s  upcr ,  r w r u i t i n g  e f f s c t i v e n e s s .  

A E  wzs t h e  c a s s  with t h e  t P r m  l l q u a l i t y  d i m e n s i o n t * ,  

r e c r u i t i n g  e f f e c t i v o r e s s  i s  a 2 o t h e r  a b s t r a c t  term t h a t  is 

d i f f i c u l t  t o  d s f k e .  T h e r e  is n o  a b s o l u t a  v a l u e  o f  e f fec-  

t i v e n e s s ,  O p e r a t i o n a l i z i n g  ths t e r n ,  we g e n e r a l l y  s p e a k  o f  

its m e e s u r e s ,  m e a s u r e s  w h i c h  r e l a 2  o u t p u t  t o  t h e  objec- 

t i v e s .  A r e c r u i t i n g  p rogram may 



t h e  d a g r e e  t h a t  it a t t a i n s  i5s o v e r s l l  g o a l ;  the m i n o r i t y  

g o a l ;  t h 2  c o n - p r i o r  s e r v i c s  g o a l ;  z h s  p r i o r  s s r v i c %  g o a l ;  

the h i g h  s c h o o l  d i p l c m a  g r a d u a t e  g o a i ;  t hs  f ~ l n a l e  g o z l ;  o r  

m y  c o m b i n a f b n  t h e r e o f ,  I n  ?he n o r m a l  u s a g e  o f  t h e  t s r n  

t h e n ,  i n  c r d e r  f o r  a r e c r u i t i n g  p r o g r a m  t o  a c h i e v e  a d o g r e p  

of e f f a c t i v s n e s s  it must f i r s t  d e v o l o p  a c o m p r e h ~ n s i v e  set 

cf o b  j e c t i v s s  which ,  c o l l s c  t i v a l y ,  w i l l  d l f  i n e  I ts  p u z p o s s .  

The s e c o n d  r e q u i r e m e n t  is t h a t  t h e  p r o g r a m  d e s i g n  an 

z p p r o ~ r i a t e  c o n t r o l  s y s t o m  t h a t  wiil p r o v i d e  m e a n i n g f u l  a n d  

c o m p r e h e n s i v e  p e r f o r m a n c e  m e a s u r a s  a f  f o r d l n g  3 2  c o m p a r i s o n  

of prograri i  o u t p u t s  t o  program o b j e c t i v a s ,  Iil o r d e r  f o r  t h e  

C o a s t  G u a r d ' s  r e c z u i t i n g  p r o g r a m  t o  z i c h i z v e  ths d e s i r e d  

l e v e l  o f  e f f e c t i v e o s s s  w l t h  t h e  q u a l i t a t i v e  a n d  q u a c t i t a t i v e  

d i m e n s i o n s  t h e n ,  i t  wculd f i r s t  b e  r e q u i r a d  t o  h a v e  c l e a r l y  
s t a t e d  o b j e c t i v e s  w i t h  r e g a r d  t o  b o t h  d i m s n s i o c s ;  a n d  

s e c o n d l y ,  a c o n t r o l  s y s t e m  o f f e r i n g  t h e  c a p a b i l i t y  i o  

c o m p a r e  t h e  q u a n t i t y  and q u a l i t y  of i t s  r e c r u i t s  t o  t h e  

p r o g r a m  cb j e c t i v s s .  Having tnis c a p a b i l i t y  in p l a c e ,  sf5 ec- 
t i v e n e s s  m e a s u r e s  c a n  be  o b t a i n e d  i c  c o n t i n u o u s  s h o r t  term 

p e r i c d s ,  c r e c t F n g  ar ~ a r l y  w a r n i c g  s2d c o n t r c l  s y s t e m  i d e n -  

t i f y i n g  the n e e d  f o r  a d j u s t m e n t s  t h a t  e n a b l e  a c h l e v e m s n t  of  

l o n g  term o b j e c t i v e s .  This ef f s c t i v e n z s s  c y c l e  is  i l l u s -  

t r a t e d  i n  T a b l e  V, 

A s  i m p o r t a n t  a s  is t h e  m e a s u r ? s e 2 z  cf  effective^^)^^, 

one i s  s v e n t u a l l y  c o n f r o r t e d  w i t h  t h e  q u e s t i o ?  o f  how tc 

c o n t r c l  it, To t h i s  end, i t  i s  necz-ssary T O  i d s n t i f y  t h s  

p r o g r a m  s l e m e n t s  t h a t  h a v e  a p o z e n z i a l  t o  i m p a c t  e f f e c t i v e -  

n e s s  a n d  50 u n d e r s t a n d  ? h ~ i  r i n t e r r s l a t i o r s h i p s ,  Clear l y  

t h e r e  is nc s i m p l e  p a t h ,  n o  s i a g l e  b u t y o n  t o  p u s h  i n  

a c h i e v i n g  a d e s i r e d  l e v 5 1  o f  r 2 c r u i t i r g  p r o g r a m  e f f e c t i v e -  

~ s s s  a s  t h e r e  mus t  b e  c o o p e r a t i o n  a n d  c o o r d i n a t i o n  o f  

n u m s r c u s  sl$ments. T h e s e  e l a n e n t s  s r e  i d l n t i f i a b l e  h o w e v ~ r ,  



TABLE V 

Becruiting Effectiveness C y c l e  

P r o g r a m  I Q u a n : i z a t i r e  I p r o g r a m  

I a n d  1 

Q u a l i t a t i v e  
7 

Ob j c c t ~ v s s  a d j u s t m e n t s  

Objective Based 
M o n i t o r i n g  
o f  P r o g r a m  
P e r f o r m a n c e  w a r n i r q  

ad j u s t m l n t  

E f  f s c t $ v s n e s s  
Compar >son of 
P r o g r a m  
O b j o c ' J i v a s  and 
R ~ s u l t a n t  
O u t p u t s  I 

e a c h  i n d s p e r i d a r i z l y  and c o l l ~ c t i v e l y  h a v i n g  t h e  p o t e r t i a l  t o  

a f f e c t  tte l e v e l  o f  e f fec t ivensss  2t:aintd i n  r s s p o n d i 3 g  zo 

cb j e c k i v a s .  F i v o  s u c h  elamec?s and  their interactions a r e  

c z n s l d e r e d  t o  b e  p a r t i c u l a r l y  crizi~al a n d  w i l l  bs s p e c i f i -  

c a l l y  a d d r o s s ~ d :  1) t e r z l t o r i a l  potantial, 2)  z h s  numSar of 

r z c r u i t 2 r s ,  3) i n d i v i d u a l  r e c r u i z e r  c h a r a c ' _ e r i s % F c s ,  4 )  

r s c r u i t i n g  s o u r c e  c h a r a c - r  istlcs, and 5)  na?,agement pcli- 

cies (i. e, goal s e t t i n g ,  q u o t a  d e t s r m i a a t i o n  and a s s i g n m e n t ,  

i n c e n t i v e  a n d  r e w a r d  s y s t e m ) ,  



T 

F. BETHCDOLOGY 

A I n  o r d e r  t o  p r o v i d e  a n  o v e r v i e w  or'  t h e  t c t a l  s n l i s t e d  

r e c r u i t i n g  p rogram a s  it r e l a t e s  t o  thz d e v a i o ~ ~ e n t  of  t h e  

i n p u t  s x a t e g y ,  a t h e o r e t i c a l  model  o f  r ~ c r  u i f  i n g  o f  f cc t ive -  

nsss, I n  terms o f  i t s  f i v e  c r i t i ca l  c l s m e n t s ,  i s  d a v e l o p e d  

f r o m  a  rev iew o f  c u r r e n t  r e s e a r c h  l i t l r a t u r s .  This mods1 is 

t h e n  c c m g a r e d  w i t h  a d e s c r i p t i o n  o f  t h s  e x l s t i n g  C o a s t  Guard 
r e c r u i t i n g  program,  f o r m i n g  a bas2 f r o m  which  u s r f  ul c o ~ c l u -  

s i o n s  and  r e c o m m e n d a t i o n s  may be  dr3wn. 

I n  a d d i t - i o n  t o  t h s  t k s o r e t l c a l  mod?l, z u r , i ~ u e  c o m p u t e r -  

i z e d  ~ e r s o n r i e l  d a t a  set h a s  b e ~ n  c o n s t r u c ~ e d  which allows 

for a d s s c r i p t i o n  of t h e  r e c r u i t i n g  p r o g r a m ' s  o u ~ p u t  i n  

q u a l i t a t i v e  f o r m  a s  well z s  t h e  p r a c t i c a l  e x e r c i s e  o f  t h L s  
t h e s i s '  r e c o m m e n d a t i o n s .  

I n  o r d e r  to d e s c t i b e  c o m p r 3 h e n s i v e i . y  t h e  c u r r e E t  C o a s t  

Guard  r e c r u i t i n g  prograrn  a n d  its p s r f o r m a n c e  i n  r s l a r l o n  t o  

b o t h  t h e  q u e l i t y  a n d  q u a n t i t y  d i m e n s i m s ,  t'n?re was zr, 

i n i t i a l  n e e d  f o r  s y s t e m - w i d e  p s r f c r m a n c e  d a t s .  

S p e c i f i c a l l y ,  wha t  h a v e  b ~ e n  t h z  o u c p u t  c h a r a c t e r i s t 5 c s  a f 

t h s  o v e r a l l  s y s t e m ,  the d i s t r i c t s  a n d  t h e  z e c ~ u i t i n g  

c f f i c e s ?  C o n s i d e r i n g  t h e  p r e s a n t  L 3 c k  o f  a c o m p u t e r i z e d  
management i n f o r m a t i o n  s y s t e m ,  t h e  quas t io r .  c o u l d  n o t  b e  

a n s s i e r e d  a s  t h a t  t y p e  of d a t a  h a d  n e v s r  b e e n  c o l l f c t e d  i n  

t h e  p a s t .  W h i l e  there were m a n u a l  m e c h a n i s m s  f o r  m o n i t o r i n g  

t h e  q u a n t i t y  d i m e n s i c n ,  t h s r e  wers n o n a  f o r  any o t h e r  t y p s  

o f  i n f o r m a t i o n ,  

A c c o r d i n g l y ,  i n  Movember 1982 ,  w i t h  the f u n d i n g  a n d  

s u p p o r t  o f  t h e  R e c r u i t i z g  Division ~f t h e  Off ice  cf 

Personnel (G-PMR) ,  a n d  t h ?  a s s i s t a n c a  o f  5hs USfG T r a i n i n g  

C e n t e r  Cape May, a n  i n t e n s i v e  e f f o r t  was u c d e r t a k z n  t o  
c o n s t r u c t  a unique d a t a  set  t h a t  would  p r o v i d e  q u a l i t a t i v e  

as  well  a s  q u z n t i t a t i v e  d a t a .  The  r e s u l t i n g  d a z a  base 

i n c l u d e s  d e m o g r a h i c  and p e r f o r m a n c e  d a t a ,  a s  o u t l i n e d  I n  



TABLE VI 

Recruit Data Points FY-82 

- Name, f i r s t  f i v e  l z t t e r s  of the l a s t  cam2 

- Social S e c u r i t y  Number 

- District o f  e n l i s t m l n t  

- R e c r u i e i n g  Office o f  e n l i s t m e n t  

- Method of C o n t a c t  

- Method of Follow-up 

- c i t i z e n s h i p  

- E d u c a t i c n  l e v s l  

- Sex 

- M a r i t a l  s t a t u s  

- M i n c r i t y  g r c u p  

- H e i g h t  

- Weight 

- C c a s t  Guard  Battery Scores 

- I n d i c a t i o n  of Re~hasal 

- Reason f ~ r  r e p h a s a l  

- E n t r a n c e  test u s e d  f o r  q u a l i f i c a = i o n  

- Score on t h a t  entrance t e s t  

- Date o f  E n l i s t m e n t  

- I n d i c a t i o n  of g r a d u a t e  of d i s c h a r g e  from recruit t z a i n i n g  

- Reascn for D i s c h a r g s  

- Company Fc recruit ~ r a l n i n g  

- Ccmpany r a n k i n g  a t  g r a d u a t i o n  

- B a t e  upon graduation (SA/FA) 



Table VI, f c r  3454 of  t h e  3490 r e g u l a r  r e c x u i t s  who er , terad 

r e c r u i t  t r a i n i n g  a t  TRACEN Cape May d u r i n g  PY-82. The d a t a  

kass d o e s  n o t  i n c l u d e  t h o s e  r e c r u i t s  e n t e r i n g  USCG T r a i n i n g .  

C e n t e r  Alameda p r io r  t o  its closurs i n  F e b r u a r y  1982.  

Ths s i g n i f i c a n c s  o f  this d a t a  base is t h a t  f o r  the f i r s t  

time, r e c r u i t i n g  p e r f c r m a n c e  o v e r  a w i d e  r tsnq9 o f  v a r i a b l e s  

c a n  b e  e v a l u a t e d  far t h e  p r o g r a m  o v a r a l l  a s  w ~ l l  a s  f o r  ~ a c h  

d i s z r i c z ,  r ~ c r u i t i n g  cff i ce  a n d  d e t ~ c h a s n t .  S u p p o r t i v s  o f  

the q u a n t i t a r i v e  d a r a  a l z 2 a d y  obtained, this is t h e  f i r s t  

g l i m p s a  a t  r 3 c r u i t i n g  which c o n s i d e r s  q u a l i t y .  

A d d i t i o n a l l y ,  a l t h o u g h  cross-sectional i n  f ozm, '-,he d a t a  

bass c f f e r s  t h e  potential f o r  a l c n g i t u d i m l  s t u d y  o f  

r z c r u i t  a c c e s s i o n s  fcr F Y - 8 2 .  I n  a d d i t i o n  t o  t h e  c ~ m l j u t s r  

d a t a  b a s e d  i n f o r  mat i o n ,  te lephoca  i n t e r v i s w s  were conduc",ed 

w i t h  e a c h  d i s t r i c t  ' s E n l i s t e d  R e c r u i t i n g  S u p e r v i s o r ,  a s  w a l l  

a s  w i t h  i n d i v i d u a l .  recruiters a n d  O f f  i c e r s - I n - C h a r g e .  Each 

i z t e r v i t w  was c o n d u c t e d  i n  a s imi lar  manner  u s i n g  q u e s t i o n s  

d a s l g n e d  t o  p r o v i d e  a  b a c k g r o u n d  on p o l i c y  i n t a r p r z t a t l c n s  

a ~ d  F m p l e m e n b t i o n .  The q u e s t i o n s  a rc l  p r o v i d e d  i n  T a b l e  

VII. 



TABLE V I I  

Pntervi ew Questions 

1. Can y o u  i d e n t i f y  t h e  ' f c r m a n c s  measures 'hct 
y c u  uge, t o  evaJua te  tE? p e r f o r m a n o  o f  y o u r  
r e c r u l t z n q  o f  flces? 

2. what ~erfcrrnance measures do ycu b e l i e v e  2:s 
used EH Heaiiquazte~s TO evz~.uzta  y a a r  
d l s t r i c t l s  p e r f o r r n a n c s ?  

3. Dc r e c z i v e  t h s  D i s c h a r g ?  Log f r o m  C a p s  nay 
eackGicn th?  ~ c w  d o  you u s s  i t? 

4. !hat i n d i y i d u a l  c h a r a c t e r i s t i c s  d o  r e c r u i f  ors 
:n y o u r  d l s t r l c t  u s e  t o  d e t s r m l a e  ac  a p p l l c a n t g s  

q u a l l t y f l ?  
b 

5. How do you. d l s t r i b u t a  y o u r  monthly q u o t a  among 
A your r e c r m t l n g  o f f l c e s ?  

6 .  Dc you have a cormal r e c o g n i t i o n / r e u a r d  p r o g r a m  
f cr y c u r  recruiters? 

7. How many of your r e c r u i t e r s  z ~ c t i v e d  any t y p e  of 
p e r f  ormacce award d u r r n g  FY-82? 

8. C a n  y o u  i d s n t i f y  cns  ~ p a j o r  prob lem w i t h i r  t h e  
Ccast Guard1 s r e c r u i t i n g  p rogram?  



A. BACKGROUND 

The e n d  of t h e  m i l i t a r y  d r a f t  i n  1373 b r o u g h t  s e v o r a l  

c h a n g e s  t o  t h e  r s c r u i t i n g  a c t i v i t i s s  03 t h e  D O 9  s e r v i c e s .  

P r i m a r y  among t h c s ~  was a  h e i g h t e n i d  c o n c e r n  a b o u t  t h e  

q u a l i t y  o f  rho  A l l  V c l u n t e e r  F o r c e  (AVP) . T h i s  c o n c e r n  

s e r v e d  t o  i a L t i a t e  a b r o a d  r a n g e  o f  r e s e a r c h  t h ~ t  is c o n t i -  

n u a l l y  i n v e s t i g a t i n g  ihg r e l a t i o n s h F p s  betusan the v a r i c u s  

e l e m e n t s  of t h e  r s c r u l t i n g  p r o g r a m  sad t h s i r  p o t s n t i a l  t o  

p o s t i v e l y  i m p a c t  t h+ q u a l i t y  d i m s r s i o n  cf manpower p l a n n i n g .  

W h i l e  o r i e n t e d  t o  t h e  DOD s e r v i c s s ,  t h i s  r a s f a r c h  carrirs  
L 

many uszf u l  i m p l i c a t  i c n s  for r s s o l v i n g  s i m i l z r  q u a l i t y  

i s s n e s  f a c l r g  t h a  Coast G u a r d  r e c r u l t i n g  p r o g r a m .  T h i s  
& 

l i t e r a t u r e  r e v i e w  i s  r a p r e s e n t a t i v a  cf the r e s e a r c h  l i n k i c g  

v a r i ~ u s  e l 9 m e a t s  o f  t h e  r e c r u i t i n g  p r o g r a m  t o  t h e  e n h a n c a -  

m2nz cf r e c r u i t i n g  e f f e c t i v e n e s s  a n d  t h e  a c h i e v e m e n t  o f  a 

q u a l i t y  O D  j t c r i v s .  I n  o r d o r ,  t h e  f o l l o w i n g  r e c r u i z i n g  
e l e m e n t s  w i l l  b e  a d d r e s s e d :  t e r r i z o r i a l  p o t a n t i a l ,  r e c r u t t s r  

c h a r a c z e r i s t i c s ,  numker  of r z c r u i c e r s ,  r e c r u i t i n g  s o u r c s s  

a n d  management p c l i c  y. 

B. TERRITORIAL POTENTIAL 

I n  a s t u d y  p r e p a r e d  f o r  t h o  N a v a l  P e r s o n n e l  B e a s e a r c h  

and Deve lopment  C e n t e r  (NPRDC) , D r .  Jsmes Arima s o u g h t  t o  

d e v e l o p  3 m e a s u r e  o f  r o c m i t e r  e f i e c t l v e c e s s  t h a t  w o u l d  

reflecr- +he h h e r e n t  p o t s c t i a l  o f  a t e r r i t o r y  f o r  p r o d u c i ~ g  
accsssicns. aeccgaf z i n g  t h a t  a l l  t a r r i t ~ r i e s  d i d  nct sharc l  

t h e  same p o t e n t i a l .  f o r  g e n ~ r a t i c g  s n l i s t e e s ,  he s c u g h t  t o  
d e t e r m i n e  a set of v a r i a b l e s  t h a t  c ~ u l d  f i t  i n t o  an   quat ti on 

r s l i a b l y  ~ r ~ d i c t i n g  t h e  e x p e c t e d  p r o d u c t l o r ,  o f  a r e c r u i t e r ,  



I n  his initial a t t a m p t s  t o  p r e d i c t  net p r o d u c t i v i t y ,  grcss 

p r o d u c t i v i t y  corrected for a t t r i t i o n ,  tho r e s u l t s  p r o v a d  
u n r a l i a b l e .  However when the q u a l i t a t i v e  d i m 3 n s i o n  was 

c o n s i d e r e d .  t h e  measures  becams r e s p o n s i v e  t o  t e r r i r o r i a l  
dFf f e r e n c e s .  The r e s u l t i n g  e q u a t i o n  d e m o n s t r a t e d  t h e  f e a s i -  

h i l l 2 y  o f  u t i l i z i n g  e d u c a t i o o a l  d a r s  f rom t h o  s c h o o l  
dis tr ict .  t o  p r e d i c t  t h e  € x p % t e d  r a c z u i t e r  p r o d u c t i o n .  

The f i n d i n g s  of t h e  s t u d y  p roduced  s r v o r a l  i n z e r ? s t i n g  
i m p l i c a t i o n s  f o r  t h e  managrmant of r s c r u i t l n g  e f f o r t s .  
F i r s t ,  t h ~  a u t h o r  f a u n d  t h a t  w h i l e  t h e  o o r m a l  elemants 

u t i l i z s d  by p l i c y  makers  i n  e s t a b l i s h i a g  q u o t a s  ( Q u a l i f i e d  
H i l i t a r y  B v a i l a b l e s  (QHA) a n d  number of h i g h  s c h o o l  g r adu -  

ates)  were a s s o c i a t e d  w i r h  t h e  number o f  a c c e s s i o n s  f rom a 

t ~ r r i t o r y ,  t h e r e  u a s  no s i a t i s r i c a l l y  s i g n L f i c z n t  c a u s a l  
z % l a t i o n s h i ~ .  P u r t h e r ,  t h e s e  e l e m e n r s  l a c k z d  a n y  q u a l i t a -  
t i v e  d imens ion  w h a t s c e v e r  i n  d i s t i n g u i s h i n g  t h e  d i f f e r i n g  
p o t 2 n t i a l  o f  the t s r r i t o z i o s .  

S e c o n d l y ,  t h  6 t r e n d  of a s s i g n i n g  r r c r u i t e r  z a s o u r c e s  
b a s e d  on QMA r e s u l t e d  i n  d e n s e  m e r r o p o l i t a n  a r e a s  h a v i n g  
l a r g e  r e c r u i t i n g  s t a t i o n s  w h e r o  recr u i t o r s  s p 9 n t  i n o r d i n a t e  
amoun t s  o f  time w i t h  u n q u a l i f i e d  a p p l i c a n t s  a n d  p r o d u c e d  

p o o r e r  q u a l i t y  r e c r u i ~ s .  A s  e n  a l t s r n a t i v e ,  t h e  number o f  
female h i g h  s c h o o l  g r a d u a t e s  p roved  t o  b e  r h a  b e s t  p r e d i c t o r  
of quality r e c r u i t  p r o d u c t i o n  i n  a g i v o n  territory [Ref. 61. 

Ths n o t i o n  o f  t s r r i t o r i a l  p o t e n t i a l  a n d  the uss of  

e d u c a t i o n a l  d a t a  ts  a d e t e r m i n a n t  of q u a l i t y  is further 

s u p p o z t ~ d  b y  t h e  f i n d i n g s  o f  the P r o f i l e  o f  American Youth. 
I n  a  1980 n a t i o n - w i d e  a d m i n i s t r a t i o n  of  t h e  Armed S e r v i c e s  

V o c a t i o n a l  Apt5 tud2 E a t t e r p  ( B S V A B )  , t e s t  performances were 
compared r e g i o n a l l y .  T h e  moan AFQf ~ e r c . ; n t i l o  s c o z o s ,  when 
d i v i d e d  i n t o  t h e  n i n e  r e g i o a a l  d i v i s i s n s  u t i l i z e d  by t h e  

O.S. Bureau of t h e  Census ,  i d e n t i f i e d  New Eng la3d  as t l v i n g  

the h i g h e s t  a v e r a g e  ( 6 0 ) .  f o l l o w o d  i n  o r d e r  b y  the West 

C c n t r s l  (58) , 2 l i d d l .  A t l a n t i c  ( 5 3 ) ,  B a s t  N o r t h  C e n t r a l  (52) , 



Mountain  (52).  P a c i f i c  (50) , Isst S o u t h  C s 3 t r a i  (481 , S c u t h  

Atlantic (44). a s d  t h e  East S o u t h  C ~ n t r a l  (42)  [ R e f .  71. 

Emphas iz ing  3 i f f  o r i n g  r e g i o n a l  ? d u c a t i o n d  p e i f ~ r 3 1 3 3 ~ ~ ~  

a study p r e p a r e d  f o r  t h e  C e n t e r  o f  Nava l  A n a l y s e s  a s s s s e d  

t h e  i m p a c t  o f  v a r y i n g  s t a r a a f b s  for G E D  c e r t l f i c a r ' t s  on 

r e c r u i t  s u r v i v a l .  D i v i d i n g  the f i f t y  s t a t e s  i n t o  f o u r  

u n i q u e  c a t e g o r i e s  b a s e d  on t h e  s t r i n g e n c y  of GED r e q u i r e -  

men t s ,  tke s u r v i v a l   roba abilities s ~ h i b i t e d  2 c 3 n s i s t l n t  

p a t t e r n  of i n c r e z s e d  s u r v i v a l  w i t h  i n c r e a s e d  requirewnts 

f o r  a c h i e v i n g  p a s s i n g  g r a d e s .  Ths r o ~ o r t  s u g g e s t s  t h a t  

b e n e f i t s  c a n  b e  a t t a i n e d  by ; = e a t i n g  G 3 D s  f rom '.he states i n  

a  d I f  f e r s n t i a l  manner w i t h  r r g a r d  ts che a p p l i c a n t  s c r e n n i i l g  

p r o c e s s  f Ref. 81. 

Through t h o s e  z e s e a z c h  e f f o r t s ,  i t  is appa ren r .  t h a t  ir. 

a l l o c a t i n g  v a l u a b l e  x e c r u i t e r  r e s o u r c e s  a s  well as s n l i s t -  

m a t  q u o t a s ,  c r i t e r i a  s u p e r i o r  r o  318s a n d  numbnrs  of h i g h  

s c h o c l  g r a d u a t e s  exist. T h e  research would s u g g e s t  tiat 

these a l l o c a t i o n  d e c i s i o z s  a r e  n o t  a s  s i m p l e  a s  they may 

appear.  The c o n s i d 4 r a t i o n  of t e r r i t o r i a l  d i f f e r e n c e s  o f f  ors 

t h e  d e c i s i o n - m a k s r  g r e a t e r  f l o x i b f i i t y  a n d  c o x t r o l  o v e r  

i n c r e a s i n g  t h e  proba l i l i r i e s  o f  a c h i a v i n g  a n  i m p r o v e 3  

r ? c r u i r i n g / r e c r u i t  er o u t  p u t  ( q u a l i t y  a n d  q u a z t i t y )  . 
C. RECRUITER CHARACTERISTICS 

A 5  the o r g a n i z a t i o n a l  r e p r e s e n t a t i v e  most d i r o c 2 l y  

i n v o l v e d  I n  the recruiting p r o c e s s ,  ths individual recruiter 

p r o v i d e s  a u n i q u o  set of p e r s o n a l  c h a r a c t o r i s ~ i c s ,  skills 

and a b i l i t i e s  t h a t  have o b v i o u s  p o t e n t i a l  impact c n  
a z t r a c r i n g  d e s i r a b l a  a p p l i c a n t s .  S e v s r a l  s t u d i e s  h a w  

f o c u s e s  on t h e  v a r i o t y  o f  c h a r a c t s r i s t i c s  r e q u i r e d  i n  d s v d -  

o p i n g  a s u c c e s s f u l  r e c r u i t e r .  



Ir. a  Univ~rslty cf W i s c o n s i s -  M a d i s o a  s t u d y ,  g q u i d u a l  

a u t h o r s  e x a n i n s  t h e  l n f l u e s c e  ~f t h e  r e c r u i t e r  o n  t h e  a p p l i -  

c a n t ' s  a t t i t u d e s  a n d  j o b  c h o i c s  b e h a v i o r s .  T h e  r ec ru i t e r  i s  

i d e n t l f i f d  a s  h a v i n g  a O s f i n i t a  i m p a c t  o r  t h e  d s c i s i o n -  

m a k i n g  o f  the a p p l i c a n t - .  I n  r e a c h i n g  t h i s  c o n c i u s i o n ,  

s e v e r a l  s ~ e c i f i c  r o c i u i t e r  c h a r a c t a r i s t i c e s  were e x a m i n e d .  

A p p l i c a n t s  were g e n e r a l l y  i n  a g r e e m e c t  t h a t  a g e ,  v e r b a l  

f l u e ~ c y ,  personality and c u r r e c t  k n ~ w l ~ d g e  h a d  p o s l t i v 9  

i n f l u e n c e s  c n  t h e i r  d e c i s i o g s .  T ~ E  p z s f s r e n c s  was  f o r  

young ,  b u t  rot t o o  young,  r e c r u i t s r s  with a 1 t ~ l s a s i z g 1 8  

p e r s o ~ a l i t y ,  c a p z b l e  cf d i s c u s s i n g  e m p l o y n e n t  o p p o r c , n n i + - - i e s  

i n  mcro t ha r ,  general te rns  arid prepared t o  offer a Nsmmthu 

p r e s s n t z t i o n  o n  t h e  c r g a n i z a t i o o .  A d d i t i o n a l l y ,  a j o b  t l ? l e  

p c s i 5 i v e l y  i ~ l f l u ~ n c ~ r ?  t h e  p e r c e p t i ~ n  o f  r s c r u i t e r  compe- 

t s n c e ,  A i t h o u g h  n o t  s t r o n g l y  s u p p o r  tzd, r a c e  was d e t e r m i n e d  

t o  h a v e  some i m p a c t  a s  b l z c k  a p l l i c a n t s  se~mec? t o  r e s p o n d  

nore f a r c r a b l y  t c  b l a c k  r s c r u l t l r s  while race s s e n e d  o f  

l i t t l e  i m p o r t a n c e  t o  w h i t e  a p p l i c a a t s ,  S i m i l a r l y ,  t h a  

s u p p c r t  f o r  sex as  a d e t a r m i s r a n t  was n s a r  n e u t r a l  a s  female 

r s c r u i i ~ r s  wcre 2 v a l u a t c . d  a s  l ' b e t t p r  t h a n  o r  a? l e a s t  s q u a l  

t c4#  t h e i r  male c c u n " c i p a r t s  [ R e f .  91, 

I n  a d d i t i o n  t o  r e l a t i r g  = f f e c t i v e i y  t o  a p p l i c z i n t z ,  t h s  

recruiter must be c a p a b l s  o f  a c c o n p l i s h i n g  a d i v e r s e  set of 

n o n - r e c r u i t i n g  tasks. Each m i l i t i i r y  s e r v i c e  is i n t e r e s t c 5 a  

i n  i d ~ n t i f y l i l g  these a d d i t i o r , a l  s k i l l s  a s  t h e y  may lea6 t o  

pzoper p e z f c r m a n c e  e v a l u a t i o n  as  w a l l  a s  e n h a n c e  ?he selcc- 

z i o n  cf p o t s r i t i a l  r%cruit$rs. I n  a s e z i s s  of t h r e e  s t u d l f s  

p r e p a r e d  f o r  SPBDC (Eorman, Hough, D u n n e t t s  1976; acrmar,, 

Toquarn, Rcsse 1979;  Ecrman, Rosse, Toquam, Bbrahams  1981) , 
more t h a g  e i g h t  h u n d r ~ d  c r i t i c a l  i n c i d e n t s  d e s c r i b i n g  C,h% 

range  o f  effect,ive t c  insff e c t i v c s  r s c r u i t e r  p e r f ~ r m a n c e  were 
S n i t i a l l y  rccduced t o  nine descriptive d l m - z n s l o n s .  I n  final 
fo rm f o r  the l a s t  p h a s e  o f  s t u d y ,  t h t  number  of d i m e n s i o n s  

was f u r t h e r  reduced tc f o u r :  



- S e l l i n g  Skills: s e l l i n g  Nzvy e f f a c t i v e l y  

t c  ~rcspects; d i s p l a y i n g  coaf i d e n c e  

a n d  e f f e c t i v e  ness 

- Human i l e l a t i o n s  S k i l l s :  e s t a b l i s h i n g  a n d  

m a i n t a i n i n g  g c c d  lrt e r p e r s o n a l  r s l a t i o a s  

w i t h  t h e  p r o s ~ e c t s ,  r e c r u i t s  a n d  p e r s o n s  

i n  t h e  c o m m u n i t y  

- O r g a n i z i n g  S k i l l s :  p l a n n i n g  a h e e d ,  accura+-ely 
c c ~ p l e t i n g  pz~erwork 

- O v e r z l l  Pcrf ormance:  a c o m p ~ s i i - a  m e a s u r e  

o f  t h e  t h r e e  g r l m a r y  s k i l l s .  

These performance ca tegor ies ,  b r o k a n  down by  factor 

a ~ a l y s i s ,  l d e n t i r ' y  s g e c i f i c  b e h a v i o r a l  a n d  v o c a t i o n a l  

i n t s r e s t  i t s n s  t h a t  r e l i a b l y  p r e d i c t  desired p e r f o r m a n c e .  
h The study i n  f i n a l  f c r m  p r o v l d s s  a test b a t t s r y  c o m p c s e d  of 

110 p e r s o n a l i e y  s n d  6C v o c a t i o n a l  items t h a t  r s l i a b l y  
,. p r ~ d i c t  Navy a n d  Mar ine  C o r p s  r e c r u i t e r  p e r f o r m a l c s .  

- 
D, NUMBER OF RECRUITERS 

I+- seems o b v i o u s  that the inore rscruiters t h e r e  a=e ir 

+ h e  s y s t e m ,  thcl g r e a t e r  t h e  o u t p u t  w i l l  be ,  I n d e e d  t h i s  

r e l a t i o n s h l ~  h a s  b e e n  v e r l f i s d  i3 many s t u d i o , s  [Ref. 6 , ] ,  

However when  t h e  r e c r u i t i n g  o b j e c t i v e  i s  b r c a d s n e d  from merc 

numbers to i n c l u d e  a  q u a l i t y  dimtnsisn, i ind when, t h e  

m a r g i n e l  cost o f  each  a d d i t  i o ~ a l  recruit i s  consid;red among 

t h o  z l t ~ r n a r F v s s  f o r  a t t r a c t i n g  a p p i l c a n t s ,  i x r e e s l n g  tho 

number  ~f recruiters musr b e  r e v l e w o d  more  c i o s a 2 . y ,  T W O  

r e c e n t  s t u d i e s  a d d r e s s  t h e s e  i s s u e s  a s  ",he m a r g i a a l  s f f ~ c -  

tiv~nsss of m additic~sl recruiter is compared to ths 

m a r g i n a l  effectiveness o f  i n c r e a s e d  a d v z t i s i , ? , g .  

I n  a f i e l d  m a r k e t i n g  e x p e r i m e n t  c o n d u c t e d  f o r  t h e  Navztl 

R e c r u i t i n g  Command (NRC) by t h s  Whart on A p p l i e d  R s c s a r c h  

C%nter,  a d v e r t i s i n g  and  r e c r u i z l n g  r e s o u r c e s  were v a r i s d  in 



s y s t e m a t i c  and c c n t r c l l e d  way. The a d v e r t i s i n g  b u d g e t  

l s v e l s  were v a r i e d  from p l u s  t o  minus one -hundred  p e r c s n - ,  

and r s c z u i t s r  s t r e n g t h  was v a r i s d  f r ~ m  p l u s  t o  m i 3 u s  t w e n t y  

p e r c e n t  f o r  b u r % y - t h r e o  m a r k e t s  t h a t  war3 i r v o l v e d  a s  

e i t h e r  t r e a t m e n t  o r  c o n t r o l  marke t s .  Among t h e  f i n d i n g s ,  

t h e  ~ x p e r i m e n t  c o ~ f i r m s d  the s i g n i f i c a n t  r e l a t i o g s f i i p  
b s tween  t h e  numbar o f  r e c r u i t e r s  and t h e  numbcr o f  e n l i s t -  

ment c o n t r a c t s  s i g n e d .  A s i m i l a r  stzoog r s l a = i o n s h i p  was 

o b s e r v e d  k e t u e e n  a d v e r t i s i o g  budge t  l ~ v e l s  arid t h ~  cumber of 

e n l i s t m s n t  c o n t r a c t s  s i g n c d  . With a n  i n c r e a s e  ir. e i t h e r  

d e t o r m i o a n t ,  the oxperimsnt r e v e a l a d  an  s x p a n d e d  rnark3t 

sha re  o f  t h e  number cf contracts f o r  t h e  Navy r e l a t i v o  t o  

t h e  o t h e r  s e r v i c e s .  Un l ike  a d v e r t i s i n g ,  recruiters were 
r c l a t i v ~ l y  more e f f e c t i v e  i n  r e c r u i t i n g  i n d i v i d u a l s  w l t h  

l i f e  and  c a r e e r  g o a l s .  A d d i t i o n a l l y ,  w i t h  a d v e r t i s i n g ,  a  

t t l aggodM af  f ~ c t  was c b s s r v e d  which i n d i c a z e d  t h a t  a d v s r -  

t i s i n g  b s n e f i t s  may n o t  a c t u a l l y  o c c u r  u n t i l  t h r e e  t o  f a u r  

months  a f t e r  t h e  t r e a t m e c t .  

Whsn compar ing  t h e  m a r g i n a l  c o s t  d i f f e r e n c e s ,  r e c r u i t e r s  

were  de"_rmined t o  show t h e  s t r o n g e s t  a n d  most  c o r s i s t e n t  

e f f a c t s  on e n l i s t m e n t ,  h e n c e  a r e l a t i v e l y  less r i s k y  i n v e s t -  

ment, b u t  a t  g r e a t e r  c o s t .  I n  t h i s  report, t h e  m z r g i n a l  

c o s t  f o r  a r s r u i t s r  g r e a t l y  e x c e e d e d  that of a d v e r t i s i n g .  

A d d i t i o n a l l y ,  t h e  e x ~ e r i m e n t  o b s e r v e d  t h a t  f o r  b o t h  a d v e r -  

t i s i n g  a n d  r e c r u i t e r s ,  a s  q u a l i t y  c o n s t r a i n t s  ar.o i n c l u d e d ,  

t h a  m a r g i n a l  c o s t s  s t e a d t l y  F n c r e a s e  [Ref, lo], 

I n  t h e  secon3 s t u d y ,  gq_czuFters ,  Adver;&ir,q ggq Navy 

E n l i s t r n e r i t s ,  3 r 2 g r o s s i o n  a  n a l y s i s  was u t i l i z e d  t o  d e t e r m i n e  

5he e r e l a t i o r i s h i p  b e t  ween h i g h  s c h o o l  g r a d u a t e  e r r l i s t m e n t s ,  

t h e  cumber of r e c r u i t e r s  a n d  t h e  lavc-1  o f  i i d v s r t i s i n g  expen- 

. d i t u r e s .  The  s t u d y *  s f i n d i n g s  p a r a 1 1  e l  t h o s e  o f  t h e  Wharton 

s t u d y :  b c t h  the r e c r u i t s r  a n d  a d v e r t i s i n g  were d c + e r m i n e d  to 
p o s l t i v s l y  affect t h e  number o f  c o n t r a c t s  s i g n e d .  

* 

A d d i t i o n a l l y ,  t h e  s t u d y  n o t e d  a c u r r e n t  y s a r  i m p a c t  fcz  t h e  
a r ~ c r u i t s r  ar,d a f u t u r ~  o r i l n t e d  i m p a c t  o f  a d v e r t i s i n g .  



An i n t e r e s t i n g  d i s t i n c t i o n  o f  t h i s  s t u d y  is t h a t  i t  

i d e n t i f f  es r e c r u i t e r s  as a f f e c t i n g  e c l i s t m e n t s  i r  t h e  u p p e r  

m e n t a l  c a t e g o r i e s  w h a r e a s  a d v e r 2 i s l n g  8 s  g r e a t s s t  i rnpac t  was 

with t h e  lower  m 9 n t a l  g r o u p s ,  A d d i t i o n a l l y ,  a l t f i o u g h  a d v e r -  

t i s i n g  m a i n t a i n s  a m a r g i n a l  c o s t  a d v a n t a g e  o v e r  t h e  u s e  o f  

r e c r u i t s r s  w i t h  r e s p e c t  t o  " a l l  h i g h  s c h o o l  g r a d u a t e s f i  

($1700 t o  $ 2 2 0 0 ) ,  when t h e  q u a l i t y  d i m e n s t o n  is c o n s i d e r e d  

by a compar i son  within r n s n t a l  g roup  I - 11x0, r e c r u i t e r s  

d e v s l c p  a  d i s t i n c t  a d v a n t z g e  ($2500 t3 b4600) [Bef. 111, 

E, RECRUITING SOURCES 

R e c r n i t m e n t  is f requect ly c o n s i d e r s d  e one-way p t o c e s s :  

t h e  o r g a n i z z t i o n  s e a r c h i n g  f o r  p r o s p e c t i v e  e n p l o y e b s .  I n  

r s a l i t y  however,  r e c r u i t m e n t  i s  a twc-way p r o c e s s :  p rospcc -  

t i v ?  e m p l c y s e s  s s e k f n g  o r g a n i z a t i o n s  j u s t  a s  o r g a n i m t i c n s  

s e e k  ~ r o s p e c t i v e  emplcyees .  Us ing  t h i s  maticg t h s o r y  o f  

r e c r u i t m e n t  [Ref. 12  1, s u c c e s s  i s  a c h i e v e d  a s  tha two f o r m  a 
s i m u l t a n s o u s  match.  T h i s  ma tch  can b e  a c c o m p l i s h ~ d  o ~ i y  

when t h e r e  is  a commcn c o m m u n i c a t i ~ n s  msthcd: some fo rm of 

contac'L, l i n k i n g  b o t h  ~ r o s p e c t  and p r o s p e c t o r .  T h e  

r e c r u i t i n g  program u s e s  a  v a r i e t y  o f  a d v e r t i s i c g  me thods  f o r  

t h i s  e x p r e s s  p u r p o s e :  TV/ rad io ,  m a g a z i n e s ,  c l a s s i f i e d  a d s ,  

d i r e c t  n a i l ,  arc, The q u e s t i o c  t h e n  bacornes on? o f  i d e n t i f -  

y i n g  t h e  most s f f e c t i v o  form of a d v e r t i s i s i g  f rom among t h e  

many a l t e r n a t i v e s .  

I n  a  s t u d y  p r e p a r r d  f o r  *he Naval R e c r u i f i n g  Command, 

R i c h a r d  C, Morey o f  Duke U n l v e r s i r y  u s a d  a v a r i e t y  of 

regression t e c h ~ i q u e s  t o  p r e t t i c t  t h e  i m p a c t  o f  the varicus 

media a l t e r n a t i v z s  on t h r  number of  n s c i o n a l  l s a d s  a n d  t h c  

number of h i g h  s c h o o l  c o n t r a c t s ,  In g e c e z a f ,  h e  f o u n d  that 

n a t i c n a l  l e a d s  w a s  a f f e c t s d  t o  a  s m a l l  d e g r z e  by e x p e n d i -  

t u r c s  f o r  g e n e r a l ,  n o n - m i ~ o  t i t y  TV/rad io ,  v e r y  s t r o n g l y  by  

n o n - m i n o r i t y  p r i n t i n g  r e l a t e d  e x p e n f i i t u r a s ,  and v e r y  
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s t r o n g l y  by t e r r i t o r i a l  elements s u c h  a s  r s l a t i v e  pay ,  

p r o p e n s i r y  t o  e n l i s t .  u c m p  l o y m e n t ,  etc. The sane c h e r a c -  

t e r i s t i c s  a f f l c t h g  n a t i o n a l  l e ads  s i m i l a r l y  affect h i q h  

s c h o o l  g r a d u a i .  a n t r a c t s  . .. bur w i t h  a rwo month l a g .  

NOII- h i g h  scho~l g r a d u a t e  c o n t r a c t s  v e r r  af f e c r e d  most p c s i -  

tively by q u o t a ,  c l a s s i f i e d  a d s ,  m i n o r i t y  a d v s i t i s i n o ,  

g e l e r a 1  T V / r a a i o  a n d  t h e  territcrial p e r c e n t a g e  of  blacks. 

The a u t h c r  n o t e s  t h a t  ons! h i g h  s c h o o l  g r a d u a t e  c o o t r a c t  

r s s u l t s  from z p p r o x i m a t e l y  44  n a t i o n 3 1  l e a d s  or 6 5  l c c a l  

l ~ a d s  . 
A s  khese i ~ i t - i a l  f i n d i n g s  were r e v i e w s i d  iz the coneext- 

of their r e l a t i v e  cost effectiven&ss,  che author concluded 

t h a ;  t h s  m a j o r i t y  o f  e x p r n d i t u r e s  s h o o l d  bs d i r s c t s d  in t h e  

erea of ~ r i r t e d  m a t e ~ i a l s ,  i. r .  aagaziaes ,  d i r s c t  mail, 
newspaper s u p p l e m e n t s .  etc. Using Bavy CY-78 fuod1r .g  l e v e l s  

a n d  a t  78 d c l l a r s .  t h e  m a r g i n a l  costs por a d d i t i o n a l  h i g h  

s c h o c l  g r a d u a t e  c o n t r a c t  f o r  TV/ raS io  ~ 3 3  $34,024:  f c r  
~rintsd m a t e r i a l s .  $2,046: and f o r  m i n o r i t y  a d v s r t i s i n g ,  

$26 ,611  [Ref. 131. I n  a s u b s e q u e n t  r s p o r t  p u b l i s h e d  i n  

1982 ,  f u r t h r r  a n z l y s i s  s o r v e d  t o  d i f  f e r o n t i a t e  t h e  v a s i a t y  

cf p r i n r e d  materials by t h e i r  a b i l i t y  r o  increase  t h e  yield 

o f  m a l ~ ,  n o n - p r i o r  s a z v i c e ,  h i g h  s c h o o l  g r a d u a t e  contracts. 

The uss of general  n a g a z i n o s  was t h e  c l e a r l y  s u p e r i o r ,  

f o l l o w e d  by g e n e r a l  d i r e c t  n a i l ,  joint 1)OD n a g e z i r e  a n d  

f i n a l l y ,  l o c a l  n e w s p a p s r / h i  gh school a d v a r t i s e m e n t  

[ B e f .  141. Interestingly, thFs s t u d y  i s  s u p p o r t i v e  of 

c t h e r s  r e v i e u e d  i n  that the a u t h o r  indicates the g r s a t e r  

c f f e c 5 . v e n e s s  o f  r e c r u i t s r s  es o p p o s e d  t o  a d v ? r ? i s i n g  i n  

o b t a i n i ~ g  t h e  h i g h e r  mentzl gzoup c o n t r a c t s .  

The i a p o r t a n c e  o f  sf f l c i s n t l y  ina tch i r ig  t h e  Coast Guard 

t o  p r o s p s c t i v e  r e c r u i t s  is  heightened when c o n s i d e r a t i o r ?  is 

u.lven t o  ?he scarcity of c o c r u i t h g  d o l l a r s  3r.d ?he 

d e c l i n i n g  p c p u l a t i o n  o f  18 year  012 sale, h i g h  s c h o o l  g r a d u -  

ates. P ~ p u l a t i o i  s t u d i s s  h a v e  shown ; h a t  by  1992,  t h e r e  
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w i l l  be 25 p e r c e n t  fewer h i g h  s c h o o l  g r a d u a t s s  t h a n  th;re 

were i n  1576 [Ref, 153. As t h e  c o m p e t i t i o n  f o r  t h e s e  

r e s o u r c s s  w i t h  the DCD s e r v i c e s  z n d  t h e  c i v i l i a n  m a r k s t  

b e g i n  t o  i n c r s a s e ,  c c ~ l s i d e r a + - i o n  must b b  g i v e n  to. i d e n t i f -  

y i n g  a l t e r n a t i v e s  t h a t  expaad t h e  r r a d i t i o o a l  r e c r u i t i o g  

m a r k s t  nc a s  t o  l oca t e  i n c r e a s i n g  n u m b e r s  o f  h i g h  q u a l i t y  

r 2 c r u l t s .  I n  a r e c e c t l y  r e l a a s e d  Rand  C o r p o r s z i o n  r ~ p o r t  , 
two- y 5 a r  c o l l e g e s  a n d  p o s t s e c o n d a r y  v o c a t i o n a l  s c h o o l s  wsrl 
i d s n t i f i c d  a s  c n a  v i z b l e  a l t s r n a t i v a .  

L c o k i n g  f i r s - ,  a t  ths p o t e ~ t i a l  size ~f t h e  m a r k s t ,  t h e  

a u t h o r s  ~ n c c u n t e r r t d  some difficulty as t h e  r c p o r t . , ~  cf t c + a l  

e n r o l l m m t  i n  two-year i n s t i t u t i o n s  v a r y  g r e a t l y  by source. 

G e z e r a l l y ,  c o n s i d e r i n g  o n l y  male students w i t h i n  t h e  

t a r g f " l d  a g e  r a n g e s  f c r  n o n - p r i o r  s e r v i c a  r s c r u i t s ,  t h e  

p o p u l a t i c r ,  is s s t i m a t c d  at age m i l l i o n .  I f  c o n s i d s r a t i c n  is 

g i v e n  t o  r e c r u i t i n g  p r i o r  s s r v i c a  s t u d % n t s ,  a s  w e l l  a s  t h o s e  

e x c e s d i n g  t h ~  18 t o  2 1  age r a z g e ,  rho p s p u l a t i o n  c o u l d  swell 

by more  t h a n  500,000 men. With  r e g a r c l  t o  a e e t i n g  e n l i s t a e n t  

s t a n d a r 3 s  o f  3 . 9 ~ ~  a b i l i t y ,  m o r a l  c h a r a c t e r ,  etc. , these  

s o u r c e s  c o u l d  p o s i t i v e l y  i m p a c t  t h s  q u a l i t y  o f  ths e n l i s t e d  

f o r c s .  G e o g r a p h i c a l l y ,  t h e s e  f i v e  l a r g e s t  c o n c e n t r a t i o n s  o f  

t h e s e  p o t e n t i a l  r e c r u i t s  a r e  i n  t h s  s t a t e s  o f  C a l i f c r n i a ,  

Texas, Ncrth C a r o l i n a ,  Illinois a n d  O h i o .  

T h i s  m a r k e t  has y e t  t o  b e  s l g n i f i c a n t i y  p s n s t r a t s d .  The  

s t u d e n t ' s  m c b i l i t y  a s  weli a s  t h e i r  u n s t a b l e  e d u c a t i o n a l  a n d  

o c c u p a t i o n a l  s s p i r a t i c n s  i m p l y  g r s a t  p o t e n t i a l  f o r  m i l i t a r y  

r s c r u l t i n g  e f f o r t s .  Past s t u d i . t s  havc, i n d i c a t e d  t h a t  

members h a v i n g  p c s t s e c o n d c r  y  e d u c a t i o n  c l x p e r i e n c s  lower 
a t t r i t i o n  rates t h a n  do t h e i r  c o u n t e r p a r t s  h a v i n g  Isss 

e d u c a t i o n .  With the r i g h t  r e c r u i c , m e n t  i n c e n t i v e s  a n d  s t r a -  

tegies (I.E. a d d r e s s i n g  s t u d s n t ' s  e d u c a t i o n a l  e x p e c t a t i o n s  

and c c c u g a t  i c n a  l a s p i r a t i o n s  a n d  f i n a n c i a l  n s e d s )  , t h i s  

m a r k e t  m i g h t  b e  p n ~ t r a t e d  s u c c e s s f u l l y  [ R e f .  163, 



F. HANAGBENT POLICY 

W h e r f a s  e a c h  o f  t h e  p r e c e e d i n g  f o u r  elema?,ts o f  t h e  

r e c r u i t i n g  e f f e c t i v e n e s s  model  a d d r e s s  t h e  o p e r a t i o n a l  

p e r f o r m a n c e  and p o t e n t i a l  o  f t h e  r e c r u i t i n g  s y s t e m ,  t h e  

management policy e l e m e n t  a d d r e s s e s  c r u c i a l  a d m i n i s t r a t i v e  
f u ? l c t i o n s  t h a t  p r o v i d e  t h e  i m p e t u s  f o r  o p s r a t i o n a i  a c t i o n .  

Two p a r t i c u l a r  a s p e c t s  of the broad  r a n g e  o f  managsment 

a c t i o n s  w i l l  b e  a d d r e s s e d ;  g o a l  s e t t i n g  - q u s t a ,  a n d  r eward  

- r e c c g n i t i c n ,  Us ing  g o a l  s a t t l n g  d e c i s i o n s  t o  f c c u s  o rgan -  

i z a t i o n a l  a c t i v i t y ,  and =sward  - r s c o g n i 2 i c n  z i c t i o n s  to 

i d e n t i f y  and  p romote  d e s i r a b l e  r e c r u i t i a g  b e h a v i o r s ,  t h e  

r e c r u i t i n g  management ( H e a d q u a r t e r s  l 3 v s l )  c a n  e x e r c i s l  

c o n s i d e r a b l e  c o n t r o l  o v e r  t h e  u l t i m a t s  o r g a a l z a t i c n a l  

o u t p u t .  

- u o t a  1 . Sgttigg - Q - ,  
T y p i c a l l y  w i t h i n  t h e  r e c r u i t i n g  c o n t e x t  g o a l s ,  o r  

q u o t a s ,  a r e  t h o u g h t  o f  i n  terms o f  t h e i r  o p e r a t i o n a l  i m p l i -  

c a t l c n :  s t a T e m e n t s  o f  o r g a n  i z a t i  o m 1  manpower a s p i r a t i o n s .  

T h t y  arc  grcerally s h o r t  term i n  c a t u r e ,  o n e  month o r  
y e a r ,  and  s e r v e  t o  d i r e c t  r e c r u i t i n g  b e h a v i o r s  i n  s p e c i f i c  

d i r e c t i o n s .  T h e r e  i s  a n o t h e r  s i d e  o f  t h e  g o a l  issue 

however ,  t h a t  b e i n g  t h e  g o a l  dove lopment  d e c i s i o n s ,  I n  his 

book qlqa~izationa& E f f e c t i v e n s s s ,  A B e h a v i o r a l  l&r, 
R i c h a r d  M. Steers  i d e n t i f i s s  a  major  i n g r e d i e n t  o f  s u c c e s s  

f o r  a g o a l  s e ~ k i r - , g  c r g a n i z a t i o n  t o  b e  i t s  a b i l i t y  t o  'I. .. 
c l e a r l y  d e f f n s  t h e  s p s c l f i c  n a t u r e  3f t h e  g o a l s  a n d  ob jec- 

tives it wishes t o  pu r suew.  HG warns t h a t  t h o  f a i l u r e  ko 

a d d r e s s  g o a l  s p e c i f i c i t y  may a l l o w  lower  l s v e l  menage r s  

u n i n t e n d e d  d e g r e e s  of  g o a i  a t t a i n m z n t  d i s c r e t i o n  t h a t  can  

l e a d  t o  c o n f l i c t i n g  e f f o r t s  and  w a s t e d  e n e r g i e s  [ R e f ,  171, 

Apply ing  t h F s  c o n c o p t  t o  r s c r u i t i n g ,  we might  f i r s t  seek t o  

c l e a r l y  i d f n t i f  y  t h e  q u a l i t a t i v e  as w ? l l  a s  t h e  q u a ~ t i t a t i v a  





q u a l i t y  recruits, a n d  observing t h a t  d i s t r i c t s  w i t h  Icw 

q u a l i t y  p c t e n t i a l  c o u l d  v e r y  well h a v e  d i s p r o p o r t i o n t t a l y  

l a r g e  poc ls  of e l i g i b l e s ,  o n o  r e c o m m e a d s t i o n  was t o  es tab -  

llsh v a r i a b l e  d i s t r i c t  q u z l i t y  x e q u i ~ ~ m s n t s  wizh  r e g a r d  ~c 

quota. The p l i c y  may p r c v i d e  t h a t  f o r  a  g i v e r ,  q u o t a ,  a 

v a r i a b l s  p e r c e c t z g e  of t h a t  quo ta  s h o u l d  b e  u p p e r  m e n t a l  

c a t e g o r y  r e c r u i t s .  For e x a m p l e ,  i n  a  d i s t r i c t  w h e r e  l o w  

q u a l i t y  ~ c t e m i z l  e x i s t s  ( i ,  New Orleans) , a low 
r e q u i r e m c o t  f3r h i g h  m e n t a l  c a t e g o r y  r z c r u i t s  may b e  estzb- 

l i s h e d  a t  maybe 55%, whersas I n  s d i s t i i c t  h a v i n g  grcrater  

q u a l i t y  ~ c i ; e n t i a  l (i,e. Boston), t h e  high q u a l i t y  r 2 c r u i t  

r e q u i r e m e n t  may be e s t a b l i s h e d  a t  70 t o  80%- A p o l i c y  of 

t h i s  na- ,ure c o u l d  serve t o  m i n i m i z e  tha i n h i b i t i n g  e f f e c t s  

of q u o t a  a s  the m i l i t a r y  s e r v i c e s  r e c o g n i z e  a n d  a t t a m p t  t o  , 

s a t i s f y  t h e  m n c u r r e n t  dema n d s  o f  q u a l i t y  a n d  q u a n t i t y .  

I n  an a p ~ e n d i x  t o  t h i s  s t u d y ,  C-h? a u t h o r s  a d d r e s s  

t h e  d e t e r m i n a n t s  o f  k l a c k  e n l i s t m e n z s ,  The  f i n d i n g s  i n d i -  I 

cate a s t r o n g  p o s t i v a  r e l a t i o n s h i p  f o z  N r e c r u i t e r "  a n d  a 
n e g a t i v e  r e l a t i o n s h i p  f o r  l8 q u o t a i t .  The c o n c l u s i o n  d r a w n  was 

t h a t :  1) r a c r u i t e r s  a r e  n e c e s s z r y  2nd  v a l u a b l e  i n  l * s e l l l n g l *  
t h s  Navy t o  b l a c k s ,  and 2) whea quotas go up, r e c r u i t e r s :  

kecome busier, h a v e  less time t o  l l s e l lw  t o  b l a c k s  a n d  t h e r s -  1 
fore i n t e n s i f y  t h e i r  e f f o r t s  t o  r e c r u i t  w h i t e s  a s  it i s  1 
zasier  t o  l o m t e  h i g h  q u a l i t y  w h i r a s  t h a n  t o  do s o  f o r  

b l a c k s .  

Reward ----- 
IF the a h s e n c s  o f  r e c o g n i z e d  laws o f  human b e h a v i o r ,  

t h a r e  i s  o n e  t y p e  o f  b e h a v i o r  t h a t  a p p r o a c h e s  l a w :  p e o p h  

c o n t i n u 2  t o  do wha t  t h e y  h a v e  b e e n  r s w a r Z e d  f o r  d o i n g .  A 

c o n s i d e . r a k l e  ~ o d y  o f  r e s e a r c h  exists w h i c h  serves t o  demons- 

t r a t e  t h e  i n t s r r e l a t i c n s h i p s  be twean  rewzrd, mot lva t ioc :  a ~ d  

~ e r f o r m a n c e .  T h i s  research i s  i n c l u s i v e  of  B.F. S k f c n c r *  s 
+ 
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( 1 9 7 1 ,  1953)  p a s i t i v a  reinf o r c a m e c t ,  a n d  L a w l s r  ( 1 9 7 3 )  ar_d 

Vroomgs  (1964) e x p s c t a n c y  t h e o r y  w h i c h  t s l l  u s  t h a t  knman 

b e h a v i o r  c a n  b e  s h a p e d  b y  t h e  e x p e c t a t i o n  or' a p o s i t i v c  a n d  

d e s i r a b l e  r e w a r d  f o r  some e s t a b l l s h c d  b e h a v i o r  [Bef. 20 1. 
P e r h a p s  b e c a u s a  t h e  c o n c e p z  o f  r e w a f d s  1s s o  b a s i c  

a n d  well reccgnizsd, it has o f t e n  Sser? taken fo r  g r a n t ( s d  a n d  

o v z z l c c k r d  in o r g a n i z a t i o ~ a l  d a v s l o p i n e n t .  On ths o c c a s i o n  

u h s n  It d c e s  r a ce ive  c u r s o r y  a t t e n ~ i o n ,  a s  ths  p s l i c y  maker  

g r a p p l e s  wi'Lh a r e w a r d  s y s t e m  arid E i n . 1 ~  - h a t  o n e  p s r s o n ' s  

r e w a r d  i s  a n o t h e r  p e r s o n ' s  p u n i s h a s a t ,  on$ commoz; ~ o l u t i o n  

h a s  been t o  t!row t h o  baby o u t  w i t h  t h e  wash,  p u z p o s e l y  

a v o i d i n g  a d i f f i c u l t  issue, I n  spits o f  t h e  d i f f i c u l t i e s ,  

a n d  t c  t a k e  a d v a n t a g e  of t h e  o b v i o u s  b e h a v i o r a l  b e n e f i t s ,  

c a r e f u l  t h o u g h t  s h o u l d  b e  g i v e n  t o  i d e n t i f y i n g  t h e  d e s i r e d  

b s h a v i c r  a n d  t o  t h e  d e v e l o p m e n t  of 3n a p p r o p r i a t s  r e w a r d  a n d  

r e c o g n i t i o r t  s y s t s m .  I n  a  well  known p r a c t  f  c a l  a p p l i c a t i o n  

of Skinner* s p o s i t l v ~  r s i n f  orcement t h e o r i e s ,  Emery A i r  

F r e i g h t  s u p ~ r v i s o r s  wera t a u g h t  t o  us2 p o s i t i v e  r e i n f o r c e -  

ment aE a  maaagement  tool. The  cornpary p r o v i d e d  mors t h a n  

150 t y p e s  o f  r e c o g n i t i o n  a n d  r e w a r d  r a n g i s g  f r o m  a  s imp12  

s m i l ~  t o  d e t a i l e d  p r a i s e  f o r  e x t r a o r d i n a r y  p e r f o r m a n c e  

[Ref. 211. The r e w a r d  a n d  r e c o g n i z i o n  a c t i o n s  a r e  n o t  a l l .  

e x p e n s i v e  n o r  do t h e y  a l l  i n v o l v e  - ,he o u t l a y  o f  c a s h .  

I n  h i s  p a p e r  "On the F o l l y  ~f R a w a r d i n g  A, W h i l ~  

H o p i n g  F o r  E*", S t e v e n  Kerr p r o v i d s s  a v a r i e t y  o f  contsmpc-  

r a r y  s o c i e t ~ ~ l  a n d  b u s i n e s s  e x a m p l e s  i n  w h i c h  %s b e h a v i o r s  

b e i n g  r a w a r d d  are t h c s e  t h e  r e w a r i i e r  i s  t r y i n g  t o  

discourage, while t h e  d e s i r e d  b e h a v i o r s  a r e  n o t  b e h g  

r e w a r d e d  a t  a l l .  I n  e d u c a t i o n ,  where s o c i e t y  h o p e s  t h a t  

t e a c h e r s  w i l l  n o t  n s g l e c t  t h a i r  : s a c k i n g  responsibilities, 

rswards a r e  b 3 s e d  a l m o s t  e n t i r e l y  or? t h e  r a s e a r c h  a n d  p u b l i -  

c a t i o n  2 f f o r 5 s  t h a t  t a k e  them fzom c h e  c l a s s r o o m ,  S i m i l a r l y  

i n  s p o r t s ,  where  t h e  d e s i r e d  b e h a v i ~ r  i s  t e a m w o r k ,  t h e  

t r o p h i e s  a n d  awards g e n e r a l l y  g o  t o  ths p l a y e r  w i t h  t h e  mcst 
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- a ~ ~ o r t i o n s  its quo$a l e v e l s  2 d v a n t a g e o u s l y  

i n  l i g h t  of t e r s i t ~ r i a l  a i f f o r e n c e s ,  r s s o u r c c  

a l l c c a t l o r ,  d e c i s i o n s  a n d  p r o g r a m  

g o a l s  a n d  o b  j 6 c t i v e s ,  

- a n d  f i n a l l y ,  m a i n t a i n s  a c a p a b i l i t y  

t o  m o n F t o r  s y s t e m  p e r f o r m a n c e :  r e c o g n i z i n g ,  

p r c m c e i n g  a n d  r e w a r d i n g  ( t h u s  s h a p i n g )  those 

human b e h a v i o r s  deemed b e n e f i c i a l  t o  zhe 

a c h i ~ v e m e r i t  o f  p r o g r a m  g o a l s  and o b  j ec i - , ives ,  

T h i s  r e v i e w  e m p h a s i z e s  t h a t  q u a l i t y  is  no+ a z  t a s y  

o b j e c t i v e  t o  s c h l o v o  i n  t h a t  the c o s t s ,  Ir t3rms cf d o l l a r s  

a d  effort, are  g r e a t e r  t h a n  those r e q u i r e d  f o r  t h e  a c h i e v e -  

ment cf q u a n t i t y  a l o n e .  S i m i l a r l y ,  a c h i e v i n g  q u a l i t y  

o b  j s c t i v e s  requires g r e a t e r  maoagement i c v e s t  m e n t s  as 

n u m e r o u s  m a c r o - l e v e l  d e c i s i o n s  r e q u i r e  t h e  c o n s i d e r a t i o n  o f ,  

a3d t r a d e - o f f  betwesa, t h e  v a r i o u s  e f f = c t i v e a c s s  e l e m e n t s .  

These d e c i s i o n s  c a n n c t  be e f f e c t i v e l y  c o n s i d e r e d  a t  t h e  

l o w e r  l o v e l s .  T h e s e  r e s e a r c h  s f f o r t s  i n d i c a t e  t h a t  a s  

d h f f  i c u l t  a s  it may b s  t o  d e f i n s  q a s l i t y ,  a n d  a s  c o m p l e x  a s  

t h e  r e c r u i t i n g  e w i r c n m e n t  may b e ,  a q u a l i 5 y  o b j e c t i v e  c a n  

t e  a c h i a v e d  t h r o u g h  r a t i o n a l  c o n s i d e r a t i o n  o f  t h e  e l e m e n t s  

a n d  o b j e c t i v e  o r i e n t ~ d  d e c i s i o n - m a k i n g .  



A, O B G A H I Z A T I O N  

T h e  Ccast G u a r d  r e c r u i t i n g  m i s s i o n  i s  a d m i n i s t e r e d  by 

the R s c r u i t i n g  D i v i s i o n  (G-PMS) of t h e  O f f i c e  o f  P e r s o n n s l  

w i t h i n  C c a s t  Guard  H s a d q u a r t e r s  i n  w a s h i z g t o n ,  D. C. D i v i d e d  

i n t o  t h r s e  branches: c f f i ce r  r s c r u i t i n g ,  e n l l s % c d  r e c r u i ' i n g  

a n d  a d v s r t l s b g ,  t h e  divisiong s z e s p o o s i b l i i = i e s  i n c l n d e  

p u b i i a h i n g  q u o t a s ,  p r c v i d i n g  r o c r l r i t i n g  g u i d s c c e  t o  the 

d i s t r i c t  connandeis, ana s e r v i n g  ES a c 0 3 r d i ~ r a c i ~ g  p c i n r  

w i t h i n  H e a d q m r t e r s  for a l l  mat te rs  affecting r e c r u i t m s ~ t  o f  

m i l i t a r y  p e r s o n n e l .  

A s  d e p i c t ~ d  in F i g u r f  3 . 1 ,  the C o a s t  G u a r d  is i d n l n k -  

t r a t i v e l y  and c p e r a t  i o r a l l y  d i v i d o d  b i o  t w e l v e  Districts, 
w t t h i r  which  s i x t y - s e v e n  r e c r u i t i n g  o f f i c e s  are  l o c a t e d .  A t  

e a c h  d i s t r i c t  o f f i c e ,  t h e  M i l i t a r y  P e r s o n n ~ l  X e c r u i t h g  

b r a n c h  ( F m r )  s u p 5 r v i s e s  tne conduct o f  t h e  enlisted 

r e c r u i t i n g  program w i t h i r ?  its b o u n d r l s s  by  c o o r d l r a t i n g  t h e  

a c t i v i t i e s  of t h a  i n d i v i d u a l  r s c r u i t i n g  o f f i c e s . 1 1  A l t h o u g h  

there a r e  c u r r e n t l y  nc 2cti v 3  rscrulting detachmerts,l2 t h e  

o r g a n i z a t i o n  does h a v e  a  p r o v i s i o n  l l l o u i n g  f h e s e  c f f i c e s  t o  

s e r v e  a s  s u b - u n i t s  o f  e s t a b l i s h e d  r e c r u i t i ~ g  o f f  ices. At 

current m a l n b g  k v s l s ,  t h e  o r g a n i z a t i o n  i s  s u p p o r t e z  by 243 

r e c r u i t i n g  b i l l e t s .  

A l t h o u g h  n o t  ci fcrmal element o f  ?he r e c r u i t i n g  o r g a n i -  

z a t i c n ,  T r a i n i n g  Center Cape Hay, l ~ c a t s d  I n  Cape May, New 

J e r s e y ,  Is the s i n g l e  r a c r u i t  t r a i n i n g  c.;nter,  Ir! F e b r u a r y  

of 1982,  a s  a r e s u l t  cf FP-82  b u d g e t  r e d u c t i o n s ,  t h e  s 2 c o n d  

------*------------- 

11The S e v o n t c e n t h  p : a t r i c t  g r o c a s s l s  i t s  one  q u o t ~  osr 
qua=+-er  t h z o u g h  t h e  I h ~ r t e e n e h  F s z r z c t  (pmr) a s  ~t docs ~ o t  
s t a f f  a r e c r u r t i n g  program.  - l 2 T h e  r e s u l t  of  FY-82 budget ,  r 2 d u c t i o n  a c ~ i o n s .  
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r z c r u i t  t r a i n i n g  c e n t e r ,  T r a i a i n g  C s n t o r  Alameda, was p a r  aa- 

n e n t l y  closed. T h e  r e d u c t i o n  r o  one t r a i n l n g  cectsr ,  

c o m p l i c a t e d  by b a r r a c k s  s t r u c t u r a l  p r o b l e m e  a t  Cepe May, h a s  

i n t r o d u c ~ d  a new v a r i a b l e ,  maximum r r a i n i a g  c e i l i n g ,  i n t 3  

the manpcwer p l a n n i n g  p r o c e s s .  Hav1r.g i l l u s t r + r s d  t h e  r e l a -  

t i o n s h i p  be tween  q u a l i t y  (educa'.ion a t t a i n e d  a2d m e n t a l  

a p t i t u d e )  and  r e c r u i t  t r a i n i n g  a t r r i t i o n  i n  T a b l e  11, and 

T a b l e  IV, this f a c t o r  + l o n e  s u g g e s t  benefits t o  b e  o b t a i n e d  

from i d - . n t i f  y i n g  q u a l i t y  p r  i o r  tc e c l i s t m o ~ t .  C l e a r l y  lou 

q u a l i t y  r e q u i r e s  g r e a t e r  r r a i n i n g  c a p a c i t y .  

8. OBJECTIVES 

T h e  r e c r u i t i n g  p rcg rams  's m i s s i o n  s u g g c s s s  t h r e e  c e n t r a l  

o b j e c t i v e s :  1) ".. . r e c r u i t  q u a l i f i e d  enlisted personnzl.. .", 
2) l l . .  . i n  s u f f i c i e n t  numbsrs..  . l l ,  acd 3 )  I * .  ..the p r o p o r t i o n  f- 

of m i n o r i t y  msmb~rs . . . " .  I n  a d d i r i o n  t o  these, and p ~ z h a p s  

w l e s s  c e n t r a l  i n  t h a t  it r e c e i v e s  l a s s  e x p l i c i t  ai.-..ntion 

t h r o u g h o u t  t h e  p r o g r a m ,  is a f o u r t h  o b j e c t i v e ,  rhaz  boiog 

t h e  r e c r u i t m e n t  of ". . . the  b e s t  q u a l i f i e d  per s o n n ~ l  a v a i -  

l a b l e "  [Ref. 2 3  1. P c r  c l a r i f i c a t l 3 n  p u r p o s e s  w i t h  r e s p e c t  

t o  t h e  f i r s t  a n d  f o u r t h  o b j e c t i v e ,  t h a  f i r s t  o b j e c ~ i v s ,  

r e c r u i t i n g  m l t f i p d  p e r s o n n e l ,  s e r v e s  o n l y  a (0) o r  a (1) 

p u r p o s e ,  i n s u r i n g  t h a t  e a c h  a p p l i c a n r  c l e a r l y  d o s s  o r  d o e s  

n o t  meet t h e  minimum e n l i s t m e n t  s t a n d a r d s .  I n  t h e  four'.h 

o b j e c t i v s  however,  t h s  s c a l e  i s  a  c s n t i n u o u s  one s u g g e s t i n g  

t h a t  w h i l e  q u a l i r y  may h a v e  ro s x p l i c i z  d e f i n i t i o n ,  of t h o s e  

mznimal ly  q u a l i f i e d ,  cniy t h e  besr 2 p a l i f i e d  w i l l  b e  

s e l s c t e d .  

C, GOAL SETTING - QUOTA 

The a n x u a l  determination o f  a n l i s t e d  inanpower rsquir5- 

mcnt s is i n i t i a  t r d  w i t h i n  t h e  3 n l i s r e d  P e r s o n n e l  D i v i s i c n  . (G-PE) 5f t h e  O f  f i c ?  of P ~ r s o n n o l .  PzLor  FO t h e  bsginning 



of s a c h  fiscal y e a r ,  the P r o g r a m s  B r a n c h  (G-PE-4) g e n e r a t 5 s  

t h e  e n l i s t s d  M i l i t a r y  Employment  C a p a b i l i t y  P l a n  (MECP) 

i d ~ n t l f y i n g  a n t i c i p a t s d  p e r s o n n e l  t r a n s i t i o n  f l o w s .  O E S  

u t i l i z a t i c n  of t h i s  z l a n ,  s x h i b l t e d  i n  F i g u r e  3 .2 .  is t o  
i d e n t i f y  t h e  n u m b e r  cf  r e c r u i t s  r t q u i r a d  to m a i n t a i n  z i e  
m&ximum a u t h o c i z c d  e n l i s t e d  s t r s n g t h . 1 3  H a v i n g  i d e n t i f i e d  

this q u a n t i t a t i v e  dlmecsion of the n a n p o w s r  z e q u i r s m ~ n t e ,  

t h i s  number is t r a n s m i t z e d  t o  ?he R e c r u i t i z g  D i v i s i o n  whc,re 

it becomes ,  with no s ~ e c i f i z d  qualitative p a t a m e t s z s ,  t h e  

r e c r u i t i n g  u o a l  for t h e  upc omir?g f i s c a l  y.?ar. S u b s e q u s r , t  

i t o r a t i o ~ s  o f  =he MECP a r e  c o n d u c t e d  t o  i n s u r t  t h a t  targft, 

but gc mcrn than t a r g e t ,  s t r m g t h  w i l l  b e  a c h i e v e d .  
B Z t h i ~  t h ?  B e c r u i t i n g  D i v i s i o n ,  s e v e r a l  f a c t o r s  s r s  

c o n s i d a r g d  a s  t h i s  a n n u a l  g o a l  is - L r a n s f o r ~ e d  i n t o  m o n t h l y  

district z a c r u i  t i n g  quotas. Anong t h e s e  c o n s i d e r  ~ t i o n s  are: 
- a d e s i r ~  t o  l z v p l - l e a d  th2 a r r i v a l  of  r e c r u i t s  

t o  t h e  t r s i n i n g  c e n t e r  

- :he n e e d  t o  p e a k - l a a d  t h e  t r a l a i n g  c e n t o r  

- maintenancs o f  an equal p r o d u c t i o n  zequixsrnen.L 

fcr e a c h  r e c r u i t e r  

- s l l o w  f o r  a l i g h t  q u o t a  d u r i n g  the mcnth o f  Dec?nber  

- t h e  Commandant 's  p o l  i c y  seeking a 20% m i n o r i t y  

~ r o p c r z i o n  i n  r a c r u i t s .  

These factors considered, o f  t h e  t o t a l  a n n u a l  rcquire- 

msn? (5474 f o r  FY-83), 220 a re  designated f o r  t h s  incnth of 

December  w i t h  thc r a m a i c d s r  b e i n g  e q u a l l y  d i s t r i b u t e d  

t h r o u g h  t h e  r e m a i n i n g  e l c i v s n  months.  Baving d e v e l o p e d  ths 

s a r v i c e - w i d e  monthly q u o t s s ,  each d i s t r i c t ' s  q u o t a  is  a p p c r -  

t i o r e d  by c a l c u l a t i n g  i ts numbor  of r e c r u i t e r s  a s  a 

p e r c e n t a g e  cf t h e  total number  o f  r e c r u i t e r s .  For example, 

i f  t h e  s y s t e m - w i d e  m c n t h l y  q u o t a  i s  r l e t e r m i a e d  t o  b e  460,  

!3Al though ther2 a r e  C g n g ~ e s s i o n a l l y  a p p r c v e d  maEpGfer 
ceilings, a c t u a l  s t r e n g t h  is ,hat which i s  a p p r o v e d  by  he 
Of flcs o r  Management and BU d g a t  (Ot lB)  . 
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Figure 3 . 2  Military Employment Capability Plan 



and t h e  F i r s t  District h a s  24 r e c r u i t e r s  f r o m  t h e  

s y s z e m - w i a s  243 ( l o % ) ,  t h e i r  q u o t a  f c r  t h e  month w i l l  b e  46 

r s c r u i t s  (10%) . 
I n  p u b l i s h i n g  t h e  m o n t h l y  q u o t a  f o r  e a c h  d i s t r i c t ,  a 

p o r t i o n  o f  t h a t  q u o t a  is i d e n t i f i e d  a s  t h e  m i n o r i t y  g o a l .  

To d e t e i m i n e  t h e  a p p c r t i o r m e n t  o f  t h e  m o n t h l y  m i n o r i t y  g o a l  

t o  t h e  d i s t r i c t s ,  t h e  R e c r u i z F n g  D i v i s i o n  r e f e r s  t o  a n n u a l  

d e m o g r a p h i c  s u r v e y s  c b e a i n e d  f r o m  t h e  B e c r u i t  M a r k e t  

Network.  T h e  s u r v e y  r e p o r t s  i d e n t i f y  t h e  m i n o r i ~ y  p o p u l a -  

t i o n s  w i t h i r .  s f i f t y  m i l 5  r a d i u s  o f  e a c h  r e c r u i t i n g  o f f i c s .  

With t h a s e  m i n o r i t y  ~ o p u l a t  i o n  b r e a k d o w n s ,  e a c n  d i s t r 5 c t  

r s c a i v e s  a  m i n o r i t y  q u o t a  i n  p r o p o r t i o n  t o  t h o  m i n o r i t y  
c o m p c o i t i c n  cf t h e i r  r e c r u i t i n g  a r e a s .  (The  d e m o g r a p h i c  

r s p o r t s  i d e c t i f  y  an a r e a ' s  m i n o r i t y  c c m p o s i t i o n  i n  g r o s s  

n u m b a r s  c n l y .  T h e  r s F o r t  d o c s  n o t  p r o v i d e  c o m p o s i t i o n  by 

e d u c a t i o n  l e v e l ,  a g e ,  sex, p r o p e ~ s i t y  t o  ~ n l l s t ,  o r  a n y  

c ther  v a r i a b l e . )  

Once r e c e i v e d  a t  t h e  d i s t r i c t  l e v e l ,  *he q u o t a  and  t h e  

m i n o r i t y  g o a l  a r s  a g a i n  a p p o r t i o n e d  among the i n d i v i d u a l  

r e c r u i t i n g  o f f i c e s .  A l t h o u g h  ? a c h  district h a s  c o n s i 3 e r a b l e  

d i s c r e t i o n  I n  d e v i s i n g  t h e  m e t h o d o l o g y  f o r  g o a l - s e t t i n g ,  t h e  

n o r m a l  methcd  i s  t o  e v e n l y  c l i s t r i b u t s  t h e  q u o t a  o n  t h e  Oasis 

o f  t h e  numbcr  o f  r e c r u i t s r s  a s s i g n e d  t o  e a c h  r z c r u i t i n g  

o f f i c e .  

T h r ~ u g h o u t  t h e  g o a l - s e t  t i o g  p r o c e s s ,  fzom i n l t  i z l  d s v e l -  

opmemt (G-PE-4) t o  t h e  o p e r a t i o n a l  l c v e l  ( r s c r u i t i n q  

o f f i c e s ) ,  t h e  qucta is e x p r e s s ~ d  ONLY L r  i r s  q u a n t i t a t i v e  

d i m e n s i o n .  W h i l e  t h s r e  is the u n d e r l y i n g  p r p m i s e  t h a r  each 

q u o t a  b e  f i l l e d  by a l l q u a l i f i s d l l  i n d i v i d u a l ,  arid t h e r e  a r e  

e x p e c t a t i o n s  t h a t  t h c y  w i l l  be f i l l e d  b y  I f .  .. t h e  bes t  q u a l i -  

f i e d  ~ e r s c n n e l   available.,.^, thera a r e  2o  e x p l i c i t  

d e f i n i t i o n s  of any  s t a n d a r d  o f  " q u a l i t y N  above that of  + h a  
m minFmum o n l i s t m e n t  s t a n d a r d s .  



D. QUALITY CONSIDERATIONS 

I n  seeking t o  a c c c m p l i s h  i t s  m i s s i o n  t o  r l c r u i t  q u a l i -  

f i e d  e n l i s t  sd p a r s o a ; l e l ,  t h  E r e c r u i t i n g  program a d d r e s s e s  

q u a l i t y  t h r c u g h  two mechani sms: ~ n l i s t m e n t  s t a r d a r d s  a n d  

% e l e c t i v e  r e c r  u i t i n g u .  

1. I22listrne& z i a n d a r d  s 

Ths C3 a s t  Guard  Rsc r u i t i n g  Planual (CO M3TINST 

M1100.2) i d a t i f  i es  f o r  ths r e c r u i t e r  t h e  mininum e l i g i -  

b i l i t y  r e q u i r e m e n t s  f c r  e n  i n d i v i d m l  aspiring t o  enlist 

i n t o  t h e  Coast Gtlar d .  Thes  er minimum r s q u i r e m e n t s  p r i m a r i l y  

seek t o  i d 2 c t i r " y  " a d s q u a t s  i n t s l l i g e n c e ,  a  sense of r s s p o n -  

s i b i l i t y ,  gcod m o r a l  c h a r a c t e r  a n d  a m e e t i n g  of  p h y s i c a l  

r a q u i r e m e n t s f f .  These a r s  t h e  i n d i v i d u a l  c h a r a c t e r i s t i c s  

t h a t  ths r e c r u i t e r  i s  to s t t e m p t  to i 3 s o t i f y .  To dc so, =he 

r squ izementn  a r e  d i v i d e d  i n  t o  s i x  e l e m a n t s :  e g e ,  c i t i z e n -  

s h i p ,  c h a r a c t e r ,  m e n t a l  r s q u i z ~ m n t s ,  physical r s q u i r e m e n % s  

a a d  d z p e n d e n t s .  E a c h  of t h s e  sltrns~ts will b e  a d d r e s s e d  i n  
sach a m33ncr a s  t o  d + t a i l  the C 0 3 s t  Guard r ~ q u i r e m e n t s  o r  

a. Age 

The a c c s ~ t a b l e  ags f a r  eslistmsni of a  n o n - p r i o z  

s a r v i c e  i n d i v i d u a l  i s  less t b a n  26  y e a r s  o f  a g e  b u t  n o t  lsss 

t h a n  17. A ~ p f i c a n t s  who a r s  17 y e a r s  o l d  r e q u i r s  p a r e n t a l  

c o n s e n t  p r i o r  t o  enlistment. For  an i n d i v i d u a l  h a v i n g  p r i o r  

a c t i v e  m i l i t a r y  s o r v l c e ,  i n c l u d i n g  C o a s t  Guard ,  a n d  ths 

e n l i s t m e n t  is a u t h o r i z e d  a t  pay  g r a d e  E-4  o r  h i g h e r ,  c h e  age 

must  h e  l e s s  t h a n  35. Similarly, i f  :h-? p r i o r  s e r v i c e  

e o l i s t m s n t  is a u t h o r i z e d  a t  ths pay g r a d e  of E-3 o r  below,  

t h e  i n d i v i d u a l  mas t  t~ l e s s  t h a n  33 y o a r s  o f  age.  



w 

I n  e f f e c t i n g  an enlistment w i t h i n  t.he Coast 

G u a r d ,  rhe i n d i v i d u a l  is r e s p o n s i b l e  f o r  p r o v i d i n g  C O E C ~ U -  

s i v p  proof o f  t h e  d a t e  o f  b i r t h ,  p l a c s  o f  b i r t h  a ~ d  F r o F e r  

l o g a l  rame,  P r o c e d u r a s  s u p p o r t e d  b y  s t a n d a r d  f o r m  

p r o c e s s i n g  are a v a i l a b l e  t o  t h e  r e c r u i t e r  s h o u l d  it be 

n e c e s s a r y  t c  v e r i f y  t h e  b i r t h  i n f  o r m a r i o n .  

k, C i t i z e n s h i p  

G e n e r a l l y  o n l y  U c i t e d  S t a t l s  c i t i z e n s  o r  

n a t i o n a l s  a r e  e l i g i b l e  f o r  e n l l s t m a n t  w i t h i  o the Coast  

Guard .  Tha applicants aro required t o  p r o v i d e  p o s i z i v e  

proof that r h s y  are citizens o r  nationals. In the case o f  a 

n a t u r a l i z e d  c i t i z e n ,  n a t u r a l i z a t i o n  c e r t i f i c a t e s  a r e  
r e q u i r e d .  

* The Commandant may a u t h o r i z e  the s n l i s t m e r s t  o f  

i m m i g r a n t  a l i s n s  p r 3 v i d s d  t h s y  n a v e  bean a d m f t t e d  f o r  psrma-  

'C n ~ n t  r e s i d e n c a .  These i n O i v i d u a 1 . s  musk meet a l l  n o z m a l  

requirements a s  well as  those s p e c i f i c a l l y  r e q u i r e d  f o r  
i m n i g i a ~ t  a l i e n s .  

c. C h a r a c t s r  

I n  a e  e f f c r t  t o  e s t a b l i s h  ths degr t -c  of an 

applicent8s m o r a l  c h a r a c t e r ,  Coast G u a r d  r e c r u i t e r s  r s i y  

p r i m a r i l y  02  individual r a f a r e n c e s ,  p o l i c e  r s c o r d  checks 

( w h e r e  a l 2 o w a b l e ) ,  t h e  z p p l  i c a n t t  s p e r s o n a l  s t a t e m e n t s  a n d  

t h e  zeciuitcr* c p e r s c f i a l  ob s e r v a t i ~ a s .  C h a r a c t e r  rofersncds 

a r e  r e q u i r e d  from a l l  applicants. Using a s t a r ? Z a r d  f o r n ,  

~ a c h  s chcc l  a t t t c d e d  i n  t h e  p a s t  t h r e e  ysars as well 3s szch 

employer of the t h r e e  past y s a r s ,  I n  a d d i t i o n  t o  these ,  

t h r e e  personal, or other a p  p l i c a n t  s u g g t s t e d  r;fsrenczs a r e  

C- 2 , ~ ~ , . = n d s  a lo r ;  2r2 u n a c c e p t a b l e .  



E v i d e n c e  o f  t h e  a p p l i c a n t ' s  i n v o l v e m e n t  w i t h  
. c i v i l  a u t h o r i t i e s  r a i se s  caution f l a g s  r 2 g a r d i n g  t h s  a p p l i -  

c a n t ' s  m o r a l  c h a r a c t e r  b u t  d o o s  n o t  a u t o m a r i c a l l y  p r a v i d o  

c a u s e  f n r  r e j s c r i o n .  Whers n o t  h a m p e r e d  by  s t a t e  l z w s ,  

r e c r u i t ? r s  use a s t a n d a r a  f o r m  t o  o b t a i i i  p o l i c e  r o c c r d  

checks frcm e v o r y  c i t y ,  town a n d  c o u n t y  i n  t h e  U n i r e d  S t a t e s  

i n  w h i c h  t h e  applicant h a s  res ided s i n c e  h i s / h o r  s i x t e e n t h  

b i r t h d a y ,  o r  t h e  l a s t  f i v e  y e a r s ,  w h i c h e v e r  is t h e  l e t ? s t  

p o r i c d .  Ihs R e c r u i t i n g  l t a n u a l  p r o v i d e s  a  d r t a i l ' i d  i i e o i z a -  

tion o f  f a c t o r s  t h a t  c o n t r i t u t e  t o  t h e  i i i e l i q i b i l i t y  of a n  

applicznt. The m a n u a l  allows t h a t  i c d i v i d u ~ l s  c o n v l c t ~ ~ d  cf 

% i n o r  o f  fenses1*, a s  invest igatcd by t h e  r e c r  a i r i n g  o z f i c e r ,  

may h e  r n l i s t e d  p r o v i d e d  a d e t e r m i n a t i o n  is made + h a t  t h e  
i n d i v i d u a l  is fit f o r  s e r v i c e  ir t h e  C o a s t  Guard.  

k Thp r e c r u i t s r  i s  e n c o u r a g e d  t o  c o > s l d e r  h i s l h o r  

p e r s o n a l  a p p r a i s a l  of  t h e  a p p l i c a n c ' s  m o x l  c h a s a c t ~ r .  

F 
T h r o u g h  a  v i s i t  t o  t h e  a p p l i c a n t ' s  home o r  f o l l o w i n g  t h e  

~ i l l i s t m e n t  i n t e r v i e w  znd p e r s o n a l  i n t e r a c t i o n ,  t h e  r s c r u i -  
ter8s judgernear. is a c r u c i a l  d e t e r m i n a n t  i n  i d e n t i f y i c g  
d e s i r - d b l ~  mcral c h a r a c t e r ,  

d. M e n t a l  R e q u i ~ 3 m ~ I I t . S  

The C o a s t  Guard  r e q u l r e s  t h a t  each a p p l i c a n ?  be 

a  h i g h  s c h o o l  g r a d u a t e  o r  p o s s e s s  a h i g h  s c h o o l  G E D  c e r t i f i -  

ca te  prim t o  t h e  d a r e  o f  e n l i s t m e n t .  I n  t h e  c a s e  of a h i g h  
s c h o o l  senior o n l i s t i n g  i n  t h e  D e l a y ~ d  E n ~ r y  2 rogz3m ( D E P ) ,  

f a i l u r e  t o  g = d u a z e  r e s u l t s  i n  a d i s c h a r g e  fr2m t h e  DEP.  

A d d i t i o n z l l y ,  e a c h  a p p l i c a n t ,  i n c l o d i n g  i h o s r ?  with p r i o r  

m i l i t a r y  s e r v i c e ,  m u s t  s u c c e s s f u l l y  c o m p i e t e  an e n t r a o c e  
q u a l i f i c a t i c n  a x a m i n a t i o n .  A s  of 1 P 2 b r u a r y  1983 ,  t h e  Cossr 

G u a r d  j o i n e d  w i t h  the D O D  s e r v i c e s  i n  t h e  u t i l i z a t i o n  of t h o  * 



ASVAB f o r  e n l i s t m e n t  q u a l i f i c a t i o n .  The minimum q u c l i f y i a g  

s c o r e  o n  t h e  AFQT c o m p o s i t ~  is 40.1* 

e.  P h y s i c a l  R e q u i r e m e n t s  

A p p l i c a n t s  f o r  e n l i s t m e n t  aust meer t h e  p h y s i c a l  

s t a n d a r d s  a s  o u t l i n e d  i n  t h e  M s d i c a l  Manual  (COMDTINST 

tl6QOO. 1 )  . I n  a s s e s s i n g  the a p l i c a n t '  s p h y s i c a l  c o n d i t i o n  

r s l a t i v e  t o  t h e s e  s t a n d a r d s ,  t h r e e  lsvals o f  r a v F e w  a r s  

u t i l i z z d .  I n  t h e  f irst ,  t h e  r a c r u i t ~ r  c o n d u c " , ~  a n  i n f o r m a l  

s c r e s n i o g  o f  t h e  a p p l i c a n t  i o  o r d e r  t o  d e t e c t  a c y  g r c s s  

p h y s i c a l  d s f r t s  t h a t  would o b v i o u s l y  result in r e  jecsion. 

I n  t h e  s c c o o d  r e v i e w ,  a p r e - o n l i s r m e r t  p h y s i c a l  i s  a d r n i r i s -  

t e r s d  by a local c o n t r a c t  p h y s i c i a n  o r  p e r s o n n e l  l o c a t ? d  a t  

a D O D  H i l l t a r y  Enlistment P r o c s s s i r g  S z a t i o n  (MEPS), The 

resulting p h y s i c a l  i s  r e v i e w ~ d  by t h e  r e c r u i z e r  a s  well a s  

a t  t h e  d i s t r i c t  l e v e l  i n  a n  e f f o r t  t o  d e t e c t  a n y  p h y s i c a l  

d e f i c i s n c i e s ,  A f t e r  s u c c e s s f u l l y  p a s s i n g  t h e s e  two r e v i ? w s ,  
t h e  i n d i v i d u a l  i s  e n l F s t e d  i n  t h e  C a a s t  G u a r d  a n d  t r a n s f e r s d  

t o  t h e  r e c r u i t  t r a i n i n g  c e n t e r  w h e r a  %he f i n a l  r e v i e w  i s  
c o n d u c t e d .  P r i c r  t o  t h e  r e c r u i t  d s p a r z i n g  t h s  r e c r u i t i n g  

o f f i c e ,  h e / s h e  i s  made a w a r e  t h e  t h e  t z a i n i n g  c e n t e r  

p h y s i c a l  HUST b e  p a s s e d  p r i c r  t o  boicg p e r m i t t a d  t o  e n t e r  

r e c r u i t  t r a i a i n g .  

f .  D s p e n d e n t s  

T h e  m m b a r  o f  d e p e n d e n t s  a r  a p p l i c a n t  inily havs 

is c c n t i c g s c t  u p o n  th2 p a y  g r a d e  i n t o  w h i c h  the e n l i s % m e n 5  

is made, G e n e r a l l y ,  u n m a r r i e d  a p p l i c a n t q  c s h c u l d  be unen-  

c u r n b e r ~ d ,  t h o u g h  i t  I s  p e r m i s s a b l e  t o  c o n - c r i b u t e  T O  t h e  

f i n a n c i a l  s u p p o r t  o f  no more  t h a n  two  i n d i v i d u a l s  I n  -,he 

p e r m a n a n e n t  k g z l  c u s t o d y  o f a n o t h e r  a d u l t .  A p p l i c a n t s  

---- ---------------- 
14Thi . s  minimum q u a l i f i c a t i o n  s q r z ,  i n  t z rms  of m e n t a l  

c a t o g c r y ,  r e p r e s e n t s  a  score t e n  PO~IILS be low :he C a t e g c r y  
IIIA f eve l ,  



e n l i s t i n g  i n t ~  t h e  E-1 t h r u  9-3 pay g r a d a s  are p e r m i t t e d  two 

d e p e n d ~ z t s  w h e r e a s  t h o s e  ~ n l i s t i n g  i n t o  t h e  E - 4  a n d  a b o v o  

a r s  p e r m i t t e d  t h r e e .  

I n c l u s i v e  w i t h i n  t h i s  r z q u i r e m c n t s  e l e m e n t  is  

t h e  r s c r u i t e r * ~  r e v i e w  o f  t h o  a p p l i c a n t 8 s  S t a t e m e n t  o f  

F i n a n c i a l  O h l i g a t o i n / W i f e 8 s  C o n s e n r  form. R ~ l a t i v s  t o  t h o  

p o t s n t i a l  income of a r s c r u i t .  i n d i c a t i o n  o f  e x c s s s i v e  

i n d e b t r d n e s a  r e q u i e s  a r e v i e w  a n d  a p p r o v a l  by r h ~  d i s t r i c t  

c o m o a n d s i  (F) p r i o r  t c  e n l i s t m e n t .  Additionally, m a r r i e d  

a p p l i c a n t s  musi  o b t a i n  a s i g n e d  s t a t ~ m a a t  from t h e i r  s p o u s e  

i n d i c a t i n g  a n  u n d e r s t a n d i n g  z n d  a g r e e D a n =  r o  t h e  e n l i s t m e n t  

cmtrac? t h a t  t h e i r  spouse is a b o u t  t o  e n t e r .  

2. S @ e c t i ~ f  g g c r u i t i n q  

R e c o g n i z i n g  t k a t  t h e  r e c r u i t i n g  q u o t a s  deal s t r i c r l y  

i n  numbers ,  t h e  r e c r u i t i n g  o r g a n i z a t i o n  s o ~ k o  t o  f i l l  t h o s o  

n u m b e r s  w i t h  q u z l i t y  i n d i v i d u a l s  t h r o u g h  t h e  c o n c e p t  o f  

' % e l e c t i v e  r e c r u i t i n g * ' .  T h i s  c o n c e p t  c l e a r l y  s t a t g s  t h a z  

a l t h o u g h  a n  a p p l i c a n t  may meet o r  e x c e e d  each a n d  e v e r y  

minimuin r o g u i r ~ m ~ n t ,  h e / s h e  is NOT a u ~ o m c t i c a l l y  e n t i t l e d  t o  

z ~ l l s t .  I f ie  r e c r u i t s = ,  based on h i s  o r  h e r  s e r v i c e  e x p a l -  

e n c o ,  p s r c e p t i c r i  o f  t h e  c u r r e c t  a n d  p c o j e c t s d  s e r v i c e  needs .  

a n d  u n d e r s t a n d i n g  of ths r e c r u i t i a g  e i i v i r o n m e n t  m u s t  g i v e  

c o n s i d e r a t i c n  t o  t h e  manner i n  which  t h e  a p p l i c a n t ' s  guali- 

f i c a t i o n s  b l e n 2  t o g e k h e r .  This e m p h a s i s  on t h e  " w h o l e  

parson" e v a i u a i i o n  f o r m s  t h e  p r i m a i y  b a s i s  of i d e n t i f g i c g  

' * c j u a l i ~ y "  w i t h i n  t h e  C o a s t  Guard r l c r u i t - i n g  p r o g r a m .  

3 .  pqmnarp 

I n  c o n s i d e r i n g  b o r h  t h e  ~ n l i s t n s n t  s t a n d a r d s  a n d  h e  

c o n c e p t  of  s s l e c t i v s  r e c r u i t i n g ,  t h ~  C o a s z  G u a r d  s x p r e s e e s  

b o t h  an e x p l i c i t  s e t  cf ninimum s t a n d a r d s  anii a s t a r e d  

cies=re to s s e l e c t  q u a l i t y  i n d i v i d u a l s .  To a  d e g r e e ,  the 

minimum s t a n d a r d s  a s s i s t  s s l e c 2 l v e  r e c r u i t i n g  i n  t h a t  they 



c l e a r l y  i d e n t i f y  t h e  rejects  f r o m  t h o s r  t h a t  a r e  a c c e p t a b l e .  

Howevcr,  i n  o p e r a t i o n a l i z i n  g  t h e  p r r s o n a l l y  s u b j e c t i v e  s -an-  

d a s d s  irnp1i.d i n  t h e  "whole man" e v a l u a r i o n ,  t h o  C o a s t  Guard  

i t s 5 l f  becomes c a p t i v e  t o  more t h a n  t w o - h u n d r o d  l e v e l s  cf 

p e r s c n a l  ~ r ~ e r i e n c e ,  p r c o p t i o n s  o f  s e r v i c e  n e ~ d s  a n d  e v a l u -  

a t i o n s  of  t h e  r a c r u i t i n g  e n v i r o n m e n t ,  1% is  u n c l e a r  w i t h i n  

the  r t c r u i t i n g  o r g a n i z a t i o n  whstho; this l e v e l  o f  d i s c r e x i o n  

and  a m b i g u i t y  i n  d e f i n i n g  q u a l i t y  ~ x i s r  by d e s l g n  c r  by 

d o f a u l t .  

E, R E C O G N I T I O N  - REBARD 

With i s .  ?he r e c r u i t i n g  p r o g r a m ,  a s  p r o m u l g a t e d  by t h s  

R e c r u i t i n g  M a u a l ,  t h e r e  a r e  n o  p o l i c i a s  o r  g u i d a n c e  w i t h  

r e s p e c t  t c  a p o s i t i v e  r s c o g  n i t i o n  o r  r e u a r d  s y s t s m ,  

A l t h o u g h  p r i o r  t o  1 9 7 5  t h e  R e c r u i t i n g  D i v i s i o n  did c o r d u c t  a 

R 5 c r u i t e r - o f  -the-Y s a r  c o m p e t i t i o n ,  i t  was  d i s c o n t i n u e d  when 

It was d e t e r m i n e d  t h a t  t h e r e  were F n s u f f i c i s c s -  v a l i d  

m g a s u r e s  i n d i c a t i n g  s u p e r i o r  p s r f o r m a n c s .  C u r r e n t l y  each 

i ~ d i v i d u a l  d i s t r i c t ,  whsn c o g n i z a n t  o f  s u p e r i o r  r e c r u i t i n g  

p a z f o r m a n c e ,  can  f r e o i y  p u r s u e  the e s t a b l i s h e d  C o c s t  G u c r d  

p r o c e d u r e s  for r 9 c o g n i z i n g  and  r a w a r d h g  r h a t  i n d i v d d u a l .  

P, E V A L U B T I O N  AND CCNTROL 

The ~ r i i n a r y  p s r f c m a n c ?  a n d  c u t p u ;  e v a l u a t i o n  arid 

c o n t r o l  i n s t r u m e n t  u t i l i z e d  t h r o u g h o u t  t h e  r s c r u i t i n g  organ-  

i z a c i c a  I s  t h e  B o c t f i l y  R s ~ o r i  o f  R ~ s c r u i t i n g  A c t i v i t y  

(CG-2957). I n i t i a t e d  by e v c r y  r s c r u F t i n g  o f f i c e  or? t h e  Zzst 

day c f  each accth ,  tha, t h 2  r s p c r t  is f o ; ~ a r d e d  to the 

a i s t r i c t  cf f i c ~  (pmr)  w h a r 2 ,  i n  c c n s o l i d a t e d  f o r m ,  eech 

r e c r u i t L n g  o f f i c s ' s  p e r f o r m a n c e  is % v a l u a t e d  f o r  its c o n - l r t -  

b u t i c n  l o  t3e  a s s i g n e d  d i s t r i c t ' s  q u o t a s  a r d  g o a l s ,  By n o  
la5er t , h a ~ t  t h a  f ~ f t f i  day o f  e a c h  month ,  t h e s a  8 i s t r i c t  

r e p o r t s  are  f o r w a r d e d  t o  t h a  R e c r u i t i n g  D i v i s i o n  whers, 



a g a i n  i n  c o n m l i  d a t e d  form, program-wide p e r f  o r  mance i s  

m o n i t o r e d  a n d  e v a l u a t e d  r n l a t i v e  t o  i t s  o r g a n i z a t i o n a l  c p a l s  

and o b j e c t i v e s  . 
I n c l u s i v e  o f  b o t h  t h e  r e g u l a r  a n d  r e S e T V E  ~ n l i s t e d  

p rog rams ,  t h i s  r e p o r t  compr e h e n s i v o l y  t r a c k s  recruiring 

e f f o r t s  by i d e n t i f y i n g  a p p l i c a n t  r r a n s i t i o n a l  f l o w s .  Thn 

i n f o r m a t i o n  i n c l u d e a  i n  t h e  r e p c r t  Is d e p i c t s a  i n  Table  

TABLE VIII 

Hcnthly Report of Recruit ing Activitiss 

* Number of new, c a n c e l e d  and  r~ j o c t e d  a p p l i c a n t s  

- i d e n t i f i c a t i o n  o f  r e a s o n  f o r  r e j e c t i o r ;  

* Number o f  recruits 
* Number of  on-rate a n d  p e t t y  3 f f i c e r  e n l i s s m e c t s  

* S i z e  cf  t h e  w a i t i n g  l i s t  

* Q u o t a  a d  p e r c e n t a g e  obtained 

* Numbfr o f .  a p p l i c a n t s  b e i n g  p r o c e s s e d  bu+ n o t  a p p e a r i n g  
cn t h e  w a l ~ l n g  list 

* Number o f  women e r l i s t e d  

* Minorli-,y g o a l  ~ s s i g n e d  and  p e r c e n t a g e  o b t a i z e d  

- b r a k d c w n  by m i n o r i t y  g r o u p  

- number t h a t  a r e  s c h o o l  q u a l i f i e d  

* D f l a y s d  E n l i s t n e n t  Program (DZP) s c h s d n l ~ d  by month 

* N u m h r  3f r e c r u i t e r s  a s s i g n e d  

- number o f  r o i n o r i t y  r e c r u i z e r s  a s s i g n e d  

I n  a d d i t i o n  t o  t h e  h i s t o r i c a l  d a t a  p r o v i d o d  by t h e  docu- 

m e c t a t i c n  o f  p rog ram pe r fo rmanca ,  t h e  morithly r s p o r t  serves 

as  a v a l u a b l e  rnaragemenr t o o l  a s  i t  i 3 e n t i f i . t ~  a r e a s  o f  

weakness  a n d  f o r m s  a b a s e  f rom which trezd a n a l y s e s  c a n  b e  

p s r f c r m c d .  Q u s n t i t a " c v e  i n  form and  content, t h e  s l e m e n z s  
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cf r h i s  r e p c r t  ref ldct  b o t h  th+ p r i m a r y  program o h  j e c t i v s  

( q u o t a  and  m i n o r i z y  goal a t t a i n m e n t ) ,  and  a f t 1 t u r e  s u p p l y  

o r i e n t e d  concar r ,  ( w a i t i n g  l i s t  a n d  s p p l i c a r i t  g r o w t h  rate). 

If t h e  r e c r u i t i n g  d i v i s i o r .  w e r e . t o  xely s o l t y  upon t h i s  

mon th ly  r epo* f o r  p e r f  o rmancs  m o n i t o r i n g ,  it would  f x p e r i -  

e n c l  time r e l a t e d  e v a l u a t i o n  2nd p l a n n i n g  d i f  f i c u l t l e s  i n  

t h a r  t h e  r o p o r t  is n o r  r e c e i v e d  u n t i l  mid-monih. O p e r a t i n g  

cn a month ly  q u o t a  cycle, thers is  a n  i n f o r m a t i o n  nsed 

s a r l i e r  i n  t h e  p l a n n i n g  p r o c e s s .  A d d r e s s i n g  the infozraa-  

t i o n a l  n e e d ,  e a c h  d i s t r i c t  (pmr) is  t a s k e d  t o  s u b m i t  a 

R e c r u i t i n g  F r o g r a s s  Report ,  ir, messagz form,  on tho l a s t  

work ing  day  of t h e  mcnth. The r s p o r t  p r o v i d e s  i n f o r m a r i o n  

s i m i l a r  t c  t h s t  c o n t a i n e d  i n  t h e  mon th ly  a c t i v i t i e s  r e p o r t :  

* z o t a l  r e g u l a r  e n l i s t m e n t s  

- number of m i n o r i t y  and  wDmen i n c l u d e d  

* t o t a l  reserva e n l i s t m e n t s  (RP and  R K )  

- number of m i n o r i t y  and  women i n c l u d e d  

* t o t a l  o t h e r  r e s e r v E  e n l i s t m s n t s  

- number o f  m i n o r i t y  i n c l u d e d .  

A t  year a d ,  t h e  t w e l v e  monthly z e p o r t s  a r e  summsd t o  

p roduc f  the R e c a p i t u a l t i o n  o f  R e g u l a r  R e c r u i t i n g  A c t i v i t i e s .  

Compi led  w i t h i n  t h e  R e c r u i t i n g  D i v i s i o n ,  t h i s  r a p o r t ,  

d s p i c t e d  i n  f i g u r e  3 . 3  a n d  F i g u r e  3 . 4 . ,  serves a s  a  s y n o p s i s  

of t h o  yearns r e c r u i t i n g  a c t i v i t i e s  a s  it i n c l u d e s  b o t h  t h e  

r e g u l a r  and r e s e r v e  e n l i s t e d  programs .  T h e  = ? p o r t  i s  d l s e -  

m i n a t e d  t h r c u g h o u t  t h e  r e c r u i t i n g  ~ r g a n i z a t i o i ;  a s  a  

p 9 r f c r m a n c e  r s p o r t i n g  document .  TQ some extsnt, t h e  r s p o r t  

d o e s  c f f e r  a r ~ p r s s e n t a t i c n  of  program e f f e c z l v s n e s s  a s  ir 
d c e s  i n c l u d e  b o t h  q u c t a / g o a l  and  p e r f o i m a r c e  d a t a .  

U h e r e a s  t h e  a b o v ~  r 3 p o r t s  a l l o w  f o r  tha m o l i ~ o r i n g  of 

t h e  ~ n l i s t m e n t  o f  a p p r o p r i a t s  n u m b x s  of  i n d i v i d u a l s ,  o n e  

o r h s r  ril.port s l l o u s  for t h ~  m o n i t o r i n g  of r e c r u i t  p ~ r f o r -  

mance i n  r e c r u i t  t r a i n i n g .  Once w e s k l y ,  T r a i n i n g  C e n t e r  
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C a p e  May c o n p i l e s  a n d  p u b l i s h e s  t h e  Noskly  T r a i c i n g  Report 

1 o r  t o  (CG-3696) identifying those individuals d i s c h a r g e d  p r l  

the c o m p l e t i o n  o f  t r a i n i n g .  I d e n t i f y i n g  nach  r e c r u i t  by  

name, r h o  report p r o v i d e s  t h e  name o f  r h o  r c c r u i t i n g  o f f i c r  

p r o c e s s i n g  t h s  e n l i s t a e n t  a s  well a s  th. reascn f o r  aisc- 

h a r g o .  A l t t o u q h  p r o v i d e d  week ly  t o  t h e  R z c r u i t i a g  D i v i s i o n  

and t o  t h e  d i s t r i c t s ,  no s p e c i f i c  a c t i o n s  a r e  g e n o r a t s d  b y  

t h e  r e p o r t .  A t  t h e  R e c r u i t i n g  D i v i s i o n  l e v e l ,  rh+ r e p o r t s  

aze c c n s o l i d a r e d  a t  the end o f  t h e  f i s c a l  y e a r  azd  ~ ~ r i l i z e d  

i n  t h e  planning p r o c e s s .  W i t h i n  ;he d i s t s i c t s ,  a l ~ h o u g h  is 

i s  assuined t h a t  t h e y  a re  u s e d  a p p r o p r i a t e l y ,  a c t u a l  u s e  

rsnges  f r cm a  d e t a i l ~ d  r e v i e w  t o  a  c a s u c l  glance. 

I n  a d d i t i o n  t o  t h e  bot tom-up  r o p c r r s ,  t h e r s  is c o n s i d e r -  

abl+ i n f c r m a l ,  two-uay c o m m u n i c a t i o n s  between tha v a r i o u s  

o r g a n i z a t i c r a l  l e v e l s  a s  w a i v e r s  a r e  p r s c c s s e d ,  p o l i c i e s  a r o  

c l a r i f i e d  a n d  p r o b l e m s  a r e  s o l v o b .  Though t h 2  f r e q u e n c y  cf 

these c o m m u n i c a t i o n s  v a r i e s ,  i t  docs offer o p p o r t u n i t i s s  f o r  

e v a 1 u a t i r . g  pr3gram p r r f o r a a n c e  o n  an  i n f o r m a l  basis. 

GI A D V E R T I S I N G  ' U A R K E T I N G  

The a d v e r t i s i c g  and m a r k e t i n g  e f f o r t s  i n  s u p p o r r  of tha 

s n l i s t s d  r e c r u i t i n g  Frogmm is  a d m i n i s t e r e d  by t h e  

A d v e r t i s i n g  Branch ( G - P H R - 4 )  . D i v i d e 5  i n t o  r uo y r l m a r y  

media  g r o u p s ,  e l e c t r c n l c  a n d  p r i n r ,  t he  B r a r c h  u t i l i z s s  a 

v a r i e t y  o f  msdia s o u r c e s  : r a d i o ,  r e l + v i s i o n ,  n a t i o n a l  maga- 

zin2s c o l l e g e  n o u s p a p e r s  and d i r e c 2  m a i l .  With b o t h  media 

g r o u p s ,  t h e  A d v e r t i s i n g  Branch i s  a s s i s t e d  i n  :hs t e c h r i c a l ,  

c r t a t i v e  and i m p l e m e n t a t i o n  a r g a s  by a c o n t r a c + s d  ?xtornal 

a d v e r t i s i n g  agency  and  a c o n t r a c t e d  f u l f i l l m e n ?  touse. 

Wirh in  t h o  e l e c t r o n i c  medFa g r o u p ,  a t  i e a s t  o n e  new 

t e l o v i s i c n  s p 3 t  commerc i a l  i s  d e v e 1 3 p d  e a c h  f i s c a l  y s a r .  

T h i s  nsw s ~ c t ,  i n  a d d i t L o n  t o  thosc p r e v i o u s l y  p r o d u c e d ,  is 

d l s r r i b u t o d  a n n u a l l y  t o  r a c h  o f  th2 t h r o e  n a t i o n a l  n e t w o r k s ,  
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two c a b l e  o u t l e t s  (CNN and  T V S ) ,  and t h e  T O O  largest local 

b r o a d c a s t i n g  s t a c i o n s ,  A d d i t i o n a l l y  s e v a r a l  r a d i o  cornme=- 

cials, c f  bcth 30 a n d  60 s e c o n d  d u r a t i o n ,  a r e  p r o d u c e d  ?.nd 
g i v a n  a  s i m i l a r l y  wide  d i s t r i b u t i o n .  Due p r i m a r i l y  t o  the 

r e s t r i c t h e  b u d g e t a r y  r e s o u r c e s ,  1s the e l a c t i o n i c  medLa 

a d v z r t i s l n g  effort i s  d e p e n d e n t  l a r g e l y  upon the  g s n e r o s i t y  
of b r o a d c a s t e r s  i n  u s i n g  C o a s t  Guard c o w m e r c l a l s  f o r  p u b l i c  
s s r v f  cs  azncuncemen t  m a t e r i a l .  Dur ing  FY-82, t h e  C o a s t  
Guard D I D  NOT p u r c h a s e  r a d i o  o r  t e l e v e s i o n  air timc, I n  

t h a t  samc time p s r i o d  however ,  a f t e r  i n c u r r i z i g  3120,000 i n  
p r o d u c t i c n  and d i s t r i b u t i o n  c o s t s ,  d a t a  d e r i v e d  f rom t h r  

B r o a d c a s t  A d v e r t i s e r ' s  R e p o r t  i n d i c a t e d  that ths Coast Guard 
r e c e i v e d  a d o l l a r  e q u i v a l e n t  v a l u e  o f  p u b l i c  s e r v i c e  a i r  

time i c  e x c e s s  o f  $3.9  a i l l i o n . 1 6  
T h e  g r e a t e s t  s i n g l e  p c r t i o n  o f  ths a d v e r t i s i r i g  budge t  

(32% f o r  FY-82) is r s s e r v e d  f o r  t h e  p r i n t -  media a s  its c o s t  
p?r  l f a d  f a 3 l s  more i n t o  l i n e  w i t h  thr b u d g e t a r y  c o n s t -  

raints. Addit  i o n a l l y ,  a c a r e f u l  s s l e c t i o n  of  a p p r o p r i a t e  
n a t i o n a l  magaz ines  a ~ d  c o l l e g e  n e w s p a p e r s  a l i o w s  f o r  gzeater 
f o c u s i n g  cf the a d v e r t i s i n g  e f f o r t  3n t a r u e t e d  s e g m e a z s  o f  
t h e  p o p u l a t i o n .  A s  'he C o a s t  Guard i s  e x p e r i s a c i n g  a 

h e a l t h y  g e n e r a l  recruiting e n v i r o n m s ~ t ,  t h e s e  a d v e r t i s i n g  
efforts a r a  b e i n g  d i r e c t e d  t o  t h e  mos t  s i g n i f i c a n t  a r e a  o f  

need: m i n c r i t y  and  fernale r e c r u i t i n g .  A c c o r d l a g l y ,  magazine 

a d v e r t i s i n g  f a r  t h s s e  g r o u p s  u t i l i z e :  E s s e n c e ,  S e v e r t G e n ,  
B u s i n e s s  World Wcmen, Jet, Ebony, S e l e c c l o n e s  3nd  N u e s t r o .  

In a c  effort t o  measure tht number  o f  l e a d s  g e n e r a t a d ,  
and t o  ~ p p r o x i m a i e  a measnre  of  e f r ' e c t i vones s  f o r  ths 3dver-  

t i s i n g  s f f o r t s ,  two f c r m s  o f  d a t a  s o l l s c t i o n  a re  a v a i l a b l e .  

Ir, the first ,  for s a c h  a p p l i c a n t  who a c t u a l l y  e z l i s t s ,  cr 

1sThs FY-82 Coast Guard a n l i s t a d  r ? c r n i t i n  a d v s r t i s i n g  
b u d g e t  of $648,0?0 c a n  se corn aced :o chat of  8 a v  ( $ 1 2 . 1 4  . 
h a y  ($57.8PI), Arz Force ($7.fil) ar.3 Yarine ($10.$fl) .  

16The . r s m z t  ap l i e s  t o  televisiqn a d v e r t l s i n q  only, and g does  n c t  ~ n c l u d e  c a  l~ n e t w o r k  a i r  t zme .  
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b e g i n s  ~ i o c e s s i n g  a n d  b e c o m e s  a  t l c a n c a l e d  a p p l i c a n t q 1 ,  a n  

A p p l i c a n t / E n l i s t  ee P r o f i l e  Q u e s t i o n n n a i r e  (CG-5060) is 
X 

c o m p l e t e d  b y  t h e  recruiter. One irem o f  t h i s  for., l a b e l e d  

I 'How i n i t i a l  c o n t a c t  was d e v s l o p e d H ,  is i n t e n d e d  t o  i n d i c a t e  
t h o  p r i m a r y  medium o f  C o a s t  G u a r d  i n f o r n a t i o n  t h a t  s r i m u -  

lazed t h e  a ~ p l i c a n t *  m d e s i r e  t o  c o n t a c t  a  r e c r u i t e r .  
A l t h o u g h  d e s i g n e d  t o  g a t h e r  u s e f u l  i n f o r m a t i o n ,  h i s ' o r i c a l  -, 

d a t a  i n d i c a t e s  t h a t  t h e  f o r m  i s  n o t  a  r e l i a b l e  m z a s u r s  of 
a d v s r t l s i n g  e f f o r t ,  

F o r  t h e  s e c o n d  d a t a  c o l l e c t i o ~ ?  m e t h o d ,  t h s  Coes t  G u a r d  
h a s  c c n t r a c t e d  f o r  a n  WOOt1 t e l e p h o n e  s e r v i c o .  Thi t t800w 

number  a p p e a r s  i n  e a c h  form o f  a d v e r t i s i n g  a ~ d  is  m o n i t o r s d  

c o n t i n u o u s l y  b y  p e r s c n n s l  trained t o  o b t a i n  pzof  i l e  d a t a  
f rom e a c h  r e s p o n d e n t .  W h i l e  t h i s  me thod  d o e s  i d e n t i f y  a 
p o r ~ i c n  cf t h e  l o a d s  d e v e l o p e d  by  e a c h  m e d i a  s o u r c e  (mors  

& 

t h a n  30,000 i n  FY-82)  , a n d  it d o e s  a l l o w  f o r  t h e  f o l l o w - u p  
d i s t r i b u t i o n  o f  a p p l i c a n t  l i t e r a t u r e ,  i t  d o e s  n o t  p r o v i d e  

?- s u f f i c i e n t  d c t a  t o  m e a s u r s  a d v e r t i s i n g  ef f e c t i v e n c s s ,  
R 9 c o r d i n g  o n l y  t h e  t88004a u s e r s ,  and l a c k i n g  s u p p o r r i v s ,  7 

r e l i a b l e  i n f o r n t a + i o n  f rom t h e  r e c r u i t i n g  o f f i c e s ,  thers is 
c o n s i d e r a b l e  p o t m  t i a l  f o r  t h e  m i s c a l c u l a t i o n  o f  t h o  adve r- 

t i s i n g  i m g a c t .  The r e c r u i t i n g  p r o g r a m  d o e s  n o t  h a v e  
s u f f i c i e n t  r a s o u r c e s  ( b u d g e t a r y ,  p s r s o n n s l  or  t e c h n o l o g y )  t o  

i d a n t  i f y  l e a d s  b y  s o u r c e ,  q u a l i t y  o r  f i n a l  d i s p o s i t i o n .  
l a c k i n g  t h e  d a t a  c a p t u r i n g  a n d  a n a l y z i n g  a b i l i r y ,  t h e  effec- 

t l v s n e s s  cf t h e  ~ d v e r t i s i n g  e f f o r t  i s  l a r g e l y  u ~ k n o w n ,  

H, RECRUITERS 

The  r ~ c r d t  ing m a n u a l  c l e a z l y  i d e n - . i f  i e s  ;he recruiter 

as f l  .. . t h e  m o s t  i m g o r t a n t  e l e m e ~ r  o f  t h e  r ~ c r u i t i n g  
program."  A s  s u c h ,  c o n s i d e r a b l e  care a n d  e f f o r t  a r a  d e v o r o d  

t o  t h c  c c n p r e h e n a i v e  s c r e e n  l n g  a z d  s e l e c t i o n  p r o c e s s .  T h e  

s e l e c t i o n  p r o c e s s  i s  i n i t i a t e d  by ;he r a c r u i t ~ r  h i m s e l f  a s  
, 
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L 

e a c h  member of the C c a s t  G u a r d  r e c r u i t i n g  s t r e n g t h  is  2 

A 
v o l u n t e e r .  17 T h e  a v a i l a b i l i t y  of r ~ c r u i t i n g  b i l l e t s  is 
a d v e r t i s e d  w i t h i n  t h e  C o a s t  Guard  t h r o u g h  t h e  Commandanr ' s  . 

B u l l e t i n  a n d  o t h a  mediums. W i t h i n  many d i s t r i c t s ,  t h e  

d i s t r i c t  r e c r u i t i n g  ~ e r s o n n e l  a c t i v e l y  seek t o  i d e n t i f y  a n d  
r e c r u i t  t h s i r  own r e c r u i t e r s .  

; + h f n  t h e  D u r i n g  t h e  i ~ t i a l  s c r e e n i n g  c o n d u c t a d  ~ A L  

E n l i s t a d  Assiggments Eranch  o f  t h e  O f f i c s  o f  Personnel 

(G-PE-5) , t h e  a p ~ l i c a n i *  s p e r s o n n s l  f i l e  is  r e v i e r e E  s o  a s  

t o  i d e n t i f y  p s i t i v e  p e r f o r m a n c s  s v a l u a t ' _ o o s ,  a d e s i r a b l e  
ca reer  p e t t e r n  and  a f a v o z a t l o  e n d o r s e m e n t  by the a p p l i -  

c a n t ' s  Ccrnmanding O f f i c e r .  Upor. s a t i s f a c t o r y  c o m p l e t i o n  o f  

t h i s  i n i t i a l  s c r e e n i n g ,  a n  a p p l i c a n ;  i n + e r v i % w  with w i t h  t h e  

a p p r o ~ r i a t e  d i s t r i c t  r e c r u i t i n g  s t a f f  i s  a u t h o r i z e d .  

A d d i t i o n a l l y ,  i n  c o n  j u n c t i o n  w i r h  r h e  a p p l i c a ~ t  i n t e r v i e w ,  e 

s ~ r u c t u r e d  i r r t ~ r v i e w  f o l l o w i n g  a s t a n d a r d  f o r m a t ,  the 16-PP 

p e r s o n a l i t y  p r o f i l e  e x a m i n a t i o n  is a d m i n i s t e r e d .  D u r i ~ g  t h e  

i l t e r v i s v  itself, a n d  wizh each s u b s e q u e n t  c o r . t s n t  r e v i $ w ,  

the p r o c e s s  s a e k s  t o  i d e n t i f y  thc a p p l i c a n t ' s  l e v e l  cf moti- 

v a t i o n ,  a t t i t u d e ,  c o m m u r i c a t i o n s  a b i l i r y ,  p r o f e s s i o n a l  
c c m p o t e n c e ,  personal c o n f i d e n c e  a n d  a d a p t z b i l i t y  t o  t h e  

u n i q u e  o u t - o f - r a t e  demands o f  r a c r u i : i ~ g  d u t y .  Upor, a  ~ o s i -  

t i r e  r e v i e w  by ths d i s t r i c t  s t a f f ,  th? R e c r u i t i n g  D i v i s i o n  

a n d  t h e  E n l i s t e d  P e r s o n n e l  D i v i s i o n ,  ths i n d 5 v i d u a l  is  a v a i -  
l z b l e  f c r  a s s i g n m e n t  t o  r s c r u i t i n g  d u t y .  

For  ma1 r e c r u i t e r  t r a i n i n g  i s  a c c c s p l i s h e d  d u r i n g  a t h r e e  
week c o m p r e h e n s i v e  c c u r s e  c o ~ d u c t e d  a t  T r a i n i n g  Cen??r  

G c v e , n o r 8 s  I s l a n d ,  Hew York. 111 a d d i t i o n  t o  z h o r o u g l i l y  

r c v i e u i n g  oach c h a p t s r  o f  t h e  R e c r u i t i n g  Manual ,  r e c r u i t s r s  
r a c e i v e  t r a i n i n g  i n  s a l e s m a a s h i p ,  p u b l i c  s p e a k i n g ,  t o l e p h c r s  
s a l e s  t s c h n i q u e s  a n d  i n t e r v i e w i n g  s k i l l s .  I n  d e f i n i n g  the 
o r g a n i z a t i o n a l  e x p e c x a t i o n s  w i t h  r e g a r d  r o  r o c r u i ; e r  p r o d u c -  

-----_-------------- 
17As of 28 F E ~ T U ~ S ~ ,  21 7 of t h e  2 4 3  r e c r u i t i n g  b i l l e % s  

were f l l l s d ,  2 5 %  with m l n o r i t y  r r , c r u l i s r s .  



t i o n ,  t n c  c r i t e r i a  are  r m p h a s i z d :  q u o t a / g o a l  a n d  l t s c l o c t i v e  

r e c r u i t i n g u .  The  i n s z r u c t i o n  i d e n t i f i e s  v s e l - e c t i v e  

r e c r u i t i n g w  a s  t h e  rocomnend?d q u a l i t y  a n a l y s i s  t r c h n i q u c .  
The i n s t r u c t i 3 n  recommends t h a t  r s c r u l t e r s  r a s p o c d  t o  a  " g u t  

r e a c t i o n 1  i n  a p p r a i s i n g  32 a p p l i c a a t ' s  a p p a a r a n c s ,  a t t i t u d e  

and g e n e r a l  demeanor .  U s i n g  this t r c h n i q u e ,  rhe u l t i m a t e  

tesr  of a n  a p p l i c a n t ' s  p o t e n t i a l  i s  f o u n d  in tiis r e c r u i t e r ' s  

r e spons .  t o  t h e  q u e s t i o n  "Would I waot  t o  s e r v e  virh r h i s  
p e r ~ o n ? ~ .  T h r o u g h o u t  t h e  c o u r s e  o f  i n s t r u c t i o n ,  r o c r u i t o r s  

a r e  encouraged  t o  b e  "selzc t i re"  i n  t h e  filling o f  their 

q u o t a s .  
I n  a l l o c a t i n g  r e c r u i t e r  r e s o u r c s s ,  t ' n p  C3ast Guard docs 

n o t  a t i i m p t  t3 c a n v a s  t h e  e n t i r r  U n i t e d  Sta tes .  Rather, 

c o n s i d e r i n g  the number o f  r e c r u i t e r s ,  '-,he g o a l  is  t o  c o v s r  

t h e  ma jo r  p o p l a r i o n  c e n t s r  s, c o n c e n t r a t i n g  o n  t h e  s u r b u r b s n  - 
a r e a s  where p o s s i b l e .  G ivon  t h e  d i s t r i c t  b o u n d r i o s  d e p i c t e d  

i n  F i g u r e  3.1, t h e  number o f  r e c r u i t i e r s  a s s i g n e d  w i t h i n  
% 

~ a c h  d i s t r i c t  d i s t r i c i l a  sre  l i s t e d  i n  T a b l e  I X .  

The  number of recruiters a s s i g n e d  to each d i s t r i c t  is a 

significant e l a m c n t  cf the r ? c r u i t i n g  program a s  it is  t h ~  

p r i m a r y  d e t e r m i n a n t  i n  a s s i g n i n g  monrhly quora .  While  r h e r e  
is n c  c u r r e n t  a l g o r i t h m  fot :he a l l o c a t i o n  of r s c r u i t a r  

r a s o u r c e s ,  it i s  a p p a r e n t  t h a t  a n  areas  t o t a l  a n d  m i n o r i t y  
p a p u l a t F o n  c h z r a c t e r i s t i c s  a r e  giv.n c o i l s i d e r i b l o  we igh t .  
A s  was t h e  c a s s  I n  d e t e r m i n i x g  t h e  m i n o r i t y  g o a l  a p p c r t l o n -  
m e n t s ,  t h e  ~ o p u l a t i o n  numbers  u t i l i z e d  a r s  d e v o i d  o f  t h e  

q u a l i t a ~ i v a  e l e m e n t .  The R e c - d t i n g  l a n u a l  c u r r e n t l y  t a s k s  
each  d i s t r i c t  commander t o  r e v i e w  b i e n n i a l l y  h i s  r e c r u i t l c g  

o f f i c e  l o c a t i o n s  a n d  s t a f f i n g  l e v e l s  t o  o r s u r 3  t h e i r  mcst  

e f f e c t i v e  u t i l i z a t i o n .  A d d i t i o n a l i y ,  z h s  b i a n n i a l  r e p o r t  
r e v i e w s  t h e  m 1 F d i t y  of l s s i g n i n g  q u o t a s  b a s e d  p r i m a r i l y  
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upon the number cf authorized recruiters. Due on 1 April of 

each cad calendar y e a r ,  t h e  first ssrles o f  rcvfsws are  

c u r r e n t l y  b e i n g  completed.  



T h e  o p e n i n g  c h a p t e r  o f  t h i s  t h e s i s  i n t z o d u c e d  t h e  

e v o l v i n g  demand f o r  q u a l i t y  p e r s o n n e l  a s  a r e s u l t  o f  t h f  

C o a s t  G i l a r d ' s  i n c z e a s i ~ g  f mployment  o f  a d v a n c e d  i - e c h n o l c q y .  

S i m i l a r l y ,  t h e  Ccast  Guard '  s h i s t o r i c a l  p e r f 3 r n a r . c e  i n  
a t t r a c t i n g  q u a l i t y  p ~ r s o n n e l  was r s v i s w e d ,  a s  was c u r r e n t  

r ~ c r u i t  t r a i n i n g  and  'A* s c h o o l  p e r f o r m z n c e  t r a n a s .  I n  

c o m p a r i n g  t h e  t r e n d s  i n  q u a l i z y  s u p p l y  v c r s u s  the a c t i c i -  

pated d?mand, it was evidan t t h a t  w i t h o u t  o r g i m i z a t i c n a l  

c h a n g e ,  the i n c r e a s i n g  demand f o r  q u a l i t y  wcu ld  n o t  h s  - 
a t t a i n s d .  T h i s  t r s n d  d i d  n o t  e s c a p a  n o t i c e  by  t h e  

Commandant a s  s i g n i f i c a n t  o r g a n i z a t i o n a l  c h a n a e s  were Fmple- 
)C mentcd (i .e.  ~ l e v a t e d  m e z t a l  a p f i t u d e  s r i l i s t m e n t  s t a n d a r d s ;  

i m p o s i t i c n  cf  a  s c h o l a s t i c  enlistment r e q u i r e m e n t  ar.d t h s  . 
d e v e l o p m e n t  of t h s  E d u c a t i o r ,  E n i i c h m s n r  P rcgzam)  . 
S i g n i f i c a n t  as khese c h a n g e  s a r e ,  t h 2 r e  r e m a i n s  c o n s i d e r z h l e  

room f o r  c o n s i d e r a t i c n  of  t h e  q u a l i t y  demands .  A f t e r  i d s c -  

t i f y l n g  n u m e r o u s  a l t e r n a t i v e s  f o r  a c h i e v i n g  q u a l i t y  

o b j s c t i v e s ,  an i n p u t / c o n t r o l  s t r a t s g y  i m p l e m e n t e d  b y  t h a  

r2cr u i t  l n g  Frogram was i d e n  t i f i e d  a s  t h e  mos t  a f f  e c t i v s .  

T h i s  a l t e r n a t i v e  p r o F o s e s  t h a t  q u a l i t y  c o n s i d e r z t i c n s  bo, 

e x p l i c i t l y  s - t e d  a s  f r o n t  e n d  o b j e c t i v e s  i n  mal?power p l a z -  

n i n g  ( a i d r e s s e d  in t h e  i s c r u i t i n g  ~ ~ O C ~ S S )  , r a t h e r  x h a n  

a f t e r - t h e - f a c t  t r a i n i n g  o b j e c t i v e s  f o r  i n d i v l d u e l s  t h a t  h a v e  

become a p a r t  o f  t h e  s y s t e m .  

The f i r s t  c h a p t e r  r e c o g n i z a s  t h e  w f u z z i n ~ s s w  s u r r c r u n d i r i g  
.. 

t h e  term q u a l i t y  a n d  t h u s  s e e k s  t o  s h a r p e n  i t s  m e a n i 3 g  by 

i n t r o d u c i ~ l g  two r e p r j s s r , t a t  i v e  m e a s u r e s :  e d u c a t i o n  a t t a i n -  

men= a n d  megtal a p t i t u d e .  R e p r e s e o t a z i v e  cf an individual's . 



a p t i t u d e ,  a t t i t u d e  a n d  a b i l i t y ,  t hese  two p r o x i e s  f o r  

q u a l i t y  p r o v i d e  r e c r u i t e r s  w i t h  t a n g i b l e  s c r s . ; n l r g  e1emeni;s 

a n d  offer t h e  recruiting o r g a n i z a t l a r ;  v a l i d  a c d  rsliablc 

i n d i c a t o r s  o f  e x p e c t e d  i n d i v i d u a l  p a r  f o r m a n c e .  
Al?hough a t t a i n m e n t  o f  q u a l i t y  o b j e c t i v e s  may s E e m  

s t r a i g h t f o r w a r d ,  t h o s e  p e r s o n s  l a b o r i n g  w i t h i n  t h e  
recr u i t i ~ g  Frogram r e c o g n i z e  t h e  many c o m p l e x i t i e s  i n v o l v e d .  

The s e c o n d  c h a p z e r ,  ky d i v i d i n g  the r e c r u i t i n g  p r o c e s s  F a t o  

s i n g u l a r  ~ 1 e m a n t s ,  a t t e m p t s  t c  a d d  o r d e r  a n d  d i r e c t i o n  C-o 

ths q u e s t  f o r  q u a l i t y .  T h r o u g h  a  r e v i e w  o f  c u r r e c t  

r s c r u i t l n g  l i t s r a t u r e ,  t h e  c h a p i , e r  links v a r i o u s  elemeats o f  

the r e c r u i t i n g  p r o g r a m  t o  t he  enhancernant of r e c r u i t i n g  
e f f e c t i v e n e s s  a n d  the a c h i e v e m e n t  o f  q u a l i t y  o b j e c t i v e s ,  

The l i t e r a t u r s  r e v i e w  c r e a t e s  a m o d e l  f o r  v i e w i r g  t h e  

r e c r u i t i n g  p r o g r a m  a t  t w o  o r g a n i z a t i o n a l  s t a g e s :  p l a n i n g  

acd i m p l e m e n t a t  i o n .  C o n s i d e r i n g  f i r s t  t h e  p l a n n i n g  s t a g e ,  

t h e  r e s e a r c h  i s  s u g g e s t i v ?  of t w o  p r e c e p t s  common t o  a 

q u a l i t y  o r i e n t e d  r e c r u i t i n g  program:  1)  s u c c e s s  i n  

a d d r e s s i n g  %e q u a l i t y  d i m e n s i o n  c a n  bs a c h i e v e d  ONLY when 

an o r g a n i z a t i o n  d e v e l o p s  a n  a b i l i t y  t o  d s f i n s  c l e a r l y  and  

s p e c i f i c a l l y  i t s  q u a l i t y  o b  j e c t i v s s ,  a n d  2 )  a a c h  r e c r u i t i n g  

t e r r i t o r y  h a s  a n  i n h e r e n t  p o t e n t i a l  f o r  g e n e r a t i n g  r i p p l i -  

c i l n t s .  A c c e p t i n g  t h e s e  two p r e c e p r s ,  ths e f f s c t F v e  

o r g a n i z a t i o n  p r o c e e d s  t h r o u g h  t h e  p l a n n i n g  s t a g e :  

- c a r e f u l l y  s e l e c t i n g  a n d  t r a i l l i n g  r e c r u i t e r s  who 

p o s s e s  t h e  s k i l l s  a a d  a b i l i t i e s  n E c e s s a r y  for 
a t t r a c t i n g  d e s i r a b  le applicants 

- p r u d e a t l y  s o l z c t i n g ,  b a l a n c i n g  a n d  a i l o c a t i n g  

l i m i t e d  rscruiter a n d  a d v e r t i s i n g  r e s o u r c e s  

- e f f e c t u a l l y  a p p o r t i o n i n g  g 3 a l s  a n d  q u a t a s  b a s e d  
on a d i s t r i c t ' s  u n i q u e  p o t e n t i a l  f o r  g e n e r a t i n g  

q u a l i t y  a p p l i c a n t s ,  a l d  

- a n t i c i p a t i a g  p r o g r m n  a d j u s t m 2 n t s  t o  r e s u l t  f r o m  

a n  cb j e c t i v e  b a s e d  e v a l u z t i o n  a n d  c o n t r o l  system. 



D u r i n g  t h e  i rp l emen ta r ion  stage, t h e  l i t e r a t u r r  r s v i s w  

s u g g e s t s  f o u r  e s s e n t i a l  s t o p s  t o  t h e  s f f e c t i v e  a c c o m p l i s h -  

ment o f  q u a l i t y  ob j e c t i v o s :  

- c lezr ly  a n d  . s p e c i f i c a l l y  d e f i l e  b o t h  q u a l i t y  

and  quantity o b j e c t i v e s  

- t r a a s f o r m  thcse ob  jclct ivos i n t o  c h a l l e n g i r - g ,  

yst a t t a i n a b l e *  q u o t a s  and  g o a l s  

- formuf a te  an e v a l u  a t l o n / c o n t z o l  s y s t s m  

c c n s i s t i n g  cf m s a s u i e s  c l s a l r l y  i d e n t i f i a b l e  

wl+.h e a c h  program o b j e c t i v e ,  a n d  

- r e c c g n i z s ,  Fromot2 a ~ d  revszd  [ t h u s  s h a p e )  

t h o s e  human b e h a v i o r s  benef i c l a l  t o  

o b j e c t i v e  accompl i shman t .  

- Though s e p e r a t  e f o r  d i s c u s s  i o n  pu rpDses ,  t h e  p l a n n i n g  and  

i m p l e m e n t a t i o n  s t a g e s  I u n c t  ior .  s i u i u l t a n o s u s l y  wi: h i n  t h s  

?- 
dyncmic  r e c r u i t i n g  program, e a c h  stage c o m p l e m s n t a r y  t o  ?he 

other. 

P o l l c w i n g  t h e  l i t e r z t u r  e r e v i e w ,  rhe e x i s t i n g  Ccast 

Guazd r e c r u i t i n g  program i s  d e s c r i b e d  i n  t6ms of i t s  c r g a n -  

i z a t  icil, o b j e c t i v e s  and nan agement  policies, After  

r c v i s w i ~ g  b c t h  the g o a l  s a t  t i ~ g  an3 p e r f ~ r m a r  ce o v a l n a t i o n  

p r o c e s s s s  in some  a e t a i l .  i t  became e v i d e n t  t h a t  t h e  

r e c r u i t i n g  grogram seemed t o  c o n s i d e r  p r i m a r i l y  t h e  q u a n t i -  

t z t i v e  d i n e n s i o n .  Frcm t h e  i n i t i a l  g o a l  d e t s r m i n a t i o n ,  

e x t o r n a l  t o  t h e  recruiting program, t o  uft ima",  p e r f o r a i a n c e  

summary ( R e c i p i t u a l t i o n  of R e g u l a r  R s c r u i t i n g  A c t i v i t i s s )  , 
p r i m a r y  a t t e n t i o n  is f o c u s e d  upon quota a t z a i n m o n t  z n d  

m i n o r i t y  g o a l  a c c o m p l i s h m e n t  a t  a l l  o r g a a l z a r  i o n a l  l e v e l s .  

A l though  the q u a l i t y  dimension i s  n o r  c o m g r s h e n c i v e l y  

d ~ f i n e d  within t h e  r e c r u i t i n g  progrsm,  t h e  progzam does n o t  

ope ra te  i n  c o m p l e t e  a b s e n c e  o f  q u a l i t y  c o n s i d e r a t i o n s .  The 

B e c r u i t i n g  Manual s p e c i f i c a l l y  p r o v i d e s  r e c r u i t e r s  with 



e n l i s t m e n t  s t a n d a r d s  c o n t a i n i n g  t h o  minimum q u a l i t y  d e t e r  m i -  

n a n t s .  A d d i t i o n a l l y ,  t h r o u g h  t h o  c ~ n c e p t  of  " ~ e l f ~ t i ~ e  

r a c r u i t i n g " ,  r e c r u i t e r s  a r e  e n c o u r a g e d  r o  b e  s e l e c t i v e  i n  

t h e i z  f u l f i l l m e n t  or" q u o t a  o b l i g a t i ~ n s .  
A s  t h e  c h a p t e r  p o i n t s  O U T ,  t h i s  o v n r e m p b a s l s  upon  quan- 

t l t y  s h o u l d  not b e  i n t e r p r e t e d  a s  a u n i l a r s r a l ,  c o g n i t i v e  
c l e c i s i o n  on t h e  p a r t  o f  t h e  r e c r u i t i n g  d i v i s i o n .  C l e a r l y  

t h e  r e c r u i t i n g  d i v i s i o n  I s  r e s p o n d i o g  ro t-he p e r f o r m a n c e  

m e a s u r e s  a n d  p r o g r a m  c b j s c t i v e s  e s t a b l i s h e d  by t h e  O f f i c e  of 

P e r s o n n e l  (G-P). P h e r e a s  t h ~  l i t e c a r u r c  r ~ v i e w  i d e r t i f i e s  
t h a t  t h e  q u a s t  f o r  q u a l i t y  r e q u i r e s  c o m p r e h f n s i v e  p r c g r a m  

objectives, t h e  a n n u a l  r e c r u L t i n g  g o a l  i s  d e t e r m i n e d  and  

a s s i g n e d  t o  rhe r e c r u i t i n g  d i v i s i o n  l a c k i n g  i n  a b s e n c e  o f  
t h e  q u a l i t y  d i m e n s i o n .  Hence t h a t  g o a l  is r r i n s f c r m e d  t o  

4 

? h e  m c n t h l y  q u o t a s  a n d  p a s s e d  t o  r h s  d i s t r i c t s  ir. a s imilar  

manner .  S i m i l a r l y ,  w h i l e  t h e  l i t e r a t u r e  review i n d i c a t e s  - 
t h a t  e f f o r t  w i l l  b e  e x p e n d e d  i n  t h o s e  a r e a s  s u b j e c t  to 

p e r f o r m a n c e  m e a s u r i n g ,  t h e  r r c r u i r i n g  d i v i s i o n s  performance 

m e a s u r e s  l i e  n a r r o w l y  w i t h i n  t h e  q u a a t i t y  d i m e n s i o n .  Hmcg 

wh?n d i s t r i c t  r e c r u i t i n g  p e r f o r m a o c e  is m e a s u r e d ,  it is  done  
s o  ir! a s i m i h z ,  q u a n t i t y  o r i e n t e d  maonz .  Again ,  w h i l e  t h e  

l i t e r a t u r e  r e v i e w  c l s a r l y  i d e n t i f i e s  q u a l i t y  r e c r u i t i n g  a s  

r e q u i r i n g  a d d i t i o n a l  r e c r u i t e r  a n d  a d v e r t i s i n g  r,, ~ ~ O U ~ C B E ,  

t h s  r e c r u i t i n g  d  i v i a i c n  e x p e r i e n c e d  b u d g e r a r y  a r c  p e r s o n n e l  

i csses  d u r i n g  FY -82. Acc3r d i n g l y ,  t h e s e  l c s s s  w e r G  a p p o r -  
t i o n e d  r h r o u g h o u t  t h e  r e c r u i t i n g  p r3gram.  A c h i e v e m e r t  o f  

t h o  q u a l i t y  oh j e c t i v e s  r h u s  r e q u i r o s  s u p p o r t  f rom t h e  Off 5ce 

o f  P e r s c n n e l  t o  t h s  r s c r u i t i n g  d i v i s i o n  a s  well as  f r o m  t h e  
r s c r u i t i n g  d i v i s i o n  t o  r h o  d i s t r i c t  a n d  r s c r u i t i n g  o f f  ices. 

H a v i n g  p r e s e n t e d  the e a r l i s r  c h a p t e r s  t o  i d e n t i f y  a 

p r o b l ~ m  ( q u a l i t y  d i m e n s i o n )  , p r e s e n r  a theoretical b a s e  f o r  
a i s c u s s i c n  ( l i t e r a t u s  r e v i e w )  , a n d  o u t l i n e  t h e  b o u n d r y  f o r  
a c t L o n  ( r e c r u i t i n g  ~ r o g r a m ) ,  t h i s  c h a p r - e r  w i l l  s y n t h e s i z e  . 
t h a s e  e l e m e s t a  b y  r e s o l v i n g  t h i s  p r i m a r y  q u e s t i o n :  How 

I * 

ef f s c t i v s  i s  the c u r r e n t  r e c r u i t i n g  p r o g r a m ?  



8, EFFECTIVENESS E V A L U A T I O N  

R ~ ~ r u i t i n g  e f f e c t i v e n e s s  h a s  been i n t r o d u c e d  a s  o n s  

c r i t e r i a  commonly u t i l i z e d  f o r  e v a l u a = i n g  a p r o g r a m ' s  

p r r f o r m a c c e .  A s  d e f i n e d ,  a l e v a 1  of e f f e c t i v e n e s s  i s  d e t e r -  

mined by  c o m p a r i n g  a p r o g r a m t s  o u t p u r s  w i t h  i t s  s t a t e d  

o b  j s c t i v e s  a l ~ n g  t h s  q u a n t i t a t i v e  2 n d  q n a l ' i s ' . i v e  d i m e n -  

sions. A p r o g r a m  i s  s a i d  t o  bs effective t o  '.ha e x t s n t  thet 

irs o b j ~ c t i v e s  are a c h i e v e d .  T h e r e f o r m ,  i n  o r d i r  t o  i d e n -  

t i f y  t h a  C o a s t  G u a r d  r e c r u i t i n g  p r o g r a m ' s  1ev.l o f  

ef f c c t i v c n e s s ,  we nus*  iden t i £  y b o t h  rhe u o i t s  o f  o u r p u t ,  

t h e  s ~ e c i f i c  o b j e c t i v e s  t o  be  a c h i a v e d  a n d  merhoEs  f o r  o p e r -  

a t i c n a l i z i n g  e a c h .  

R e c r u i t i n g  p r o g r a m  o u t p u t s  a r e  g m n e r a l l y  s x p r s s s e d  ir. 

terms o f  t h e  c h a r a c t e r i s t i c s  o f  t h ~ s e  i n d i v i d u a l s  p r o c e s s e d  

W; - ,h i r .  A r h e  F r s g r a m  a s  e i t h e r  r e j e c t e d  o r  a c c r p t e d  a p p l i -  

c a n t s .  Fcr t h e  p u r p c s I s  o f  t h i s   valuation, s f  f e c t i v e n e s s  

w i l l  be  msasured b y  c o n s i d e r i n g  o n l y  rhose a p p l i c a n t s  

a c c e p t e d  w i t h i n  t h e  FY-82 r e c r u i t i n g  y o a r .  By r e v i e w i n g  t h e  

r e c r u i t i n g  d i v i s i o n *  s + v a l u a t i o n  a n d  c o n t r o l  i n s t r u m s n t ,  t h e  
M o n t h l y  a e p c r t  o f  R e c r u i t i n g  A c t i v i t i s s ,  T a b l a  VIII, a n d  t h o  

R e c a p i t u l a t i o n  cf R e g u l a r  R e c r u i t i n g  A c t i v i t i a s ,  P i g u r s  3 - 3 .  

a n d  F i g u r e  3.4, t h r e e  p r o g r a m  o u t p u t  a e a s u r e s  a r e  i d e n t i -  

f l e d :  1 )  T c t a l  E n l i s t m e n t s ,  2) Fomal?  E n l i s t m e n t s ,  a n d  3)  

n i n o r i t y  E n l i s t m e n t s .  A s  p r e v i o u s l y  n o r s d ,  t o t a l  e n l i s t -  

m a n t s  ( q u o t a )  a n d  m i n c r i t y  e ~ l i s t m a n r s  ( m i n o r i t y  g o a l )  a r e  

b r o a d l y  r e c c g n i z c d  w i t h i n  t h e  r e c r u i r i n g  o r g a r i z a t i o n  3s t h e  

most  i m p o r t a n t  p e r f o r m a n e s  m s a s u r e s .  

P o u r  p r o g r a m  o b  j s c t i v e s  h a v q  bosn i d e n t i f  i e d :  1) q u a l i -  

f i e d  e n l i s t e d  p e r s o n n d ,  2) s u f z i c i e n r  n u m b e r s ,  3)  m i n c r l t y  

p r o p o r t i o n ,  and 4) b e s t  q u a l i f i e d  i v a i i a b l e .  T h r o u g h  ic tsr -  

viaws w i t h  Enlisted R e c r u i t i n g  S u p s r v l s o r s  (see Table VII) , 
common u n d e r s t a n d i n g  and b r o a d  a c c a p z a l l c e  o f  t h e  f i rst  t h r e e  

ob j e c t l v e s  was z h e  f o u r t h  



h o w s v e r ,  c o n s i d e r a b l e  d i f f e r e n c e s  w a r ?  n o t e d  as  t o  t h e  d e f i -  

n i t i o n ,  c r  s x i s t s n c e ,  of a r t b e s t - q u s l i f i s d "  o b j e c r i v e .  O f  

t h e s e  f o u r  o b j e c z i v e s ,  t h e  s e c o n d  a n d  t h i r d  a r a  c l e a r l y  

q u a n t i t a t i v e  i n  n a t u r e ,  w h i l e  t h e  f i r s t  and f o u r t h  zze  

q u a l i t a t i v e .  

TC c o n s i d e r  f irst  s f f e c t i v a n s s s  i n  t h e  q n a n t i t a t i v e  

d i m e n s i o n ,  p r o g r a m  o u t p u t s  ( F i g u r e  3 - 3 )  a r s  c o m p a r e d  t o  t h e  

s e c o n d  a n d  e f i i r d  o b  j f c t i v e s  r e s p e c c i v  s l y ,  s u f  f i c i f n t  n u m b e r s  

and m i n c r i t y  r e p r e s e n t a t i v e  less. From t h i s  comparison it is  

e v i d e n t  w i t h  b o t h  o b j e c t i v e s  t h a t  p rogzam p e r f o r m a n c e  

2 x c a e d e d  e x p e c t a t i o n s  a s  q u o t a  a c c o m p l i s h e d  was 100 .7% a n d  

t h s  t o t a l  m i n ~ r i t y  enlisted ~ x c e 2 d e d  g o a l  by 26%. V i e w i r g  

t h e  d a t a  i n  g r e a t e r  d e t a i l ,  t h e  p ~ z f c r m a n c e  o f  e a c h  d i s t r i c t  

a p p e a r s  tc f o l l o w  s i m i l a r l y  d e s i r a b l e  p a t t e r n s  as  each met 

o r  3 x c 2 s d z d  t h e  a s s i g n e d  t o t a l  e n l i s t m m z  q u o t a  a n d  sever? o f  

t a n  met c r  s x c e e d e d  t h e i r  a s s i g n e d  m i n o r i t y  g o a l .  L o o k i n g  

b e y o n d  ths s t a t e d  o b j e c t i v e s  by r e v i e w i n g  F i g u r e  3 - 4 ,  i t  

2 p p s a r s  that r e c r u i t e r s  hav  e bsor, somswhat  s e l e c t i v e  i n  
f l l l i n g  t h ~ l r  q u o t a s  a s  t hz  cumber  o f  r e j e c t i o n s  i s  twice 

t h e  number of a c c e p t e d  a p p l i c a n t s .  S i m i l a r l y ,  F i g u r e  3 - 4  i s  

i n d i c a t i v e  cf a h e a l t h y  rsc  r u i t i n g  p r o g r a m  as the e n d - o f -  

y e a r  w a i t i n g  lis: is r e p r a s e n t a t i v e  o f  a t h r e e  m o n t h  s u p p l y  

f c r  s n l i s t m c n t  s .  

9y c o m p a r i n g  t h e  r e c r u i t i n g  p r o g r a m ' s  q u a n t i t a t i v s  

o u t p u t ,  a s  d e f i n e d  by  t h s  e x i s t i n g  p r o g r a m  p e r f o r ~ a n c e  

m e a s u r e s ,  with the q u a n c i t a  t l v s  o b j e c t i v e s ,  it i s  5 p p a r e r . z  

t h a t  a s i g n i f f c a n t  l e v e l  o f  e r ^ f o , c t i v e c s s s  h a s  b e e n  a c h i e v e d .  

When r e v i w i o g  t h e  d a t a  p o i n t s  ( l o c a t e d  i r _  t h e  

mcnthiy r e p ~ r t  a n d  t h e  r s c a p l t u a l i - , b n )  t h a t  arz u t i l i z e d  f o r  

t h e  q u a n t l t a t i v s  eff ~ c t i v f n e s s  d e t a c m i n a t L o n ,  two q u e s t i o n s  



n e e d  Ice asked :  1 )  "Dces i t  p r o v i d e  d a t a  s u f f i c i e n +  f o r  ?he 

e v a l u a t i o o  cf e a c h  o b j e c t i v e ? "  and 2 )  "Is t h i s  repcrt 

s u f  f l c l a n t l y  A e s c z i p t i v e  o f  r e c r u i t i n g  p r o g r a m  p e r f  c r r n a c ~ e ? ~ ~  

If b o t h  aarswers a r e  i r r  t h s  a f f i r n a ? i v s ,  we s h o u l r l  b e  satis- 

f i e d  w i t h  t h e  a f o r e m e n t i o n e d  e f f a c t i v a n e s s  e v a l u a t i o n  azc? 

p r o c e e d  n o  f u r t h e r .  If either a n s w e r  i s  i n  +,he n s g a t i v e ,  

f u r t h e r  i n v e s t i g a t i o n  would b e  d e s i r 3 b l e .  

I n  a n s w e r  t o  t h e  f i r s t  q u s s t i o i l ,  t h e  e x i s t i n g  

p e r f o r m a n c e  m e a s u r e s  c l o a r l y  l a c k  Chg g u a l l t z t i v a  d a t a  

r q u i r o d  t o  s u p p o r t  a n  e v a l u a t i o n  o f  t h s  firs? and f o u r t h  

o b j e c t i v e s  ( q u a l l f i a d  a n d  b e s t - q u a l i f i e d )  . T h i s  p o i n t  wili 

b$ a d d r - = l s s s d  i n  d s t a i l  in t h e  f o l l o w i n g  s s c t l o n .  

V i e w i n g  t h e  s e c o n d  q u e s t i o n  i n  t h e  c o n t e x t  of 

c u r r e n t  r e c r u i t i n g  p e r f o r m a n c e  m g a s u r a s ,  t h e  d a t a  a p p e a r  

q u i t e  s u f f i c i e n t  i n  a q u a c t  i t a t i v z  s e n s e ,  however thers Is 
one l i m i L - a t i o n .  A t  the c u r r e n t  tirns, t h e  r e c r u i t i n g  d i v i -  
s l o n ' s  o r g a n i z a t i o n a l  r e s p o n s i b i l i t i e s  e x t e n d  o n l y  t o  t h e  

f z o n t  g a t e  cf t h o  recruit t r a i n i n g  c e n t e r .  The task o f  the 

r a c r u i t i 3 g  d i v i s l o r ,  i s  t o  p r o v i a e  s u f f l c i e ~ t  c u m b e r s  t o  t h e  

t z a l n l n g  center, h e n c e  t h e  p e r f  c r m a n c e  m e a s u r e s  e x t o n d  j u s t  

t o  t h e  r e c r u i t ' s  a r r i v a l  z t  t h e  t r 3 i n l n g  c e n t e r .  A s  a  

r e s u l t ,  t h e  r s c r u i t l n g  d i v i s i o n ' s  r e s p o n s i b i l i t i e s  a n d  

p s r f o r m a n c e  m e a s u r e s  are a b s e n t  f rom a n y  c o n s i d a r a t i o n  of 

t h e  s u r v i v a b i l i t y  o f  r e c r u i t s  t h r o u g h  r e c r u i t  t r a i n i n g .  O f  

t h e  f i v e  m i l i t a r y  r e c r u i t i n g  p r o g r s i n s ,  t h e  C o a s t  G u a r d ' s  is 

thr!  o n l y  cne t h a t  s y s t e m a t i c a l l y  e x c l u d e s  r e c r u i t  a t t r i t i o n  
from recruiting p e r f o r m a n c e  e v a l u a t i o n  c o n s i d e r a : i o n s .  

& & L C ~  is a d e t e r m i n a n t  W i t h i n  tke COD s e r v ~ c ~ s ,  r s c r u i t  a t t r z " '  

f a c t o r  i n  p r o g r a m  a n d  i n d i v i i l u a l  r e c r u i t i x i g  p e r f o r m a n c e .  

These s ~ r v i c e s  h a v e  a ~ p a r ~ n  t i y  r a c o g n i z e d  that a r f c r u i ' i n g  

p r 9 g r a m  e x p e r i e n c i n g  a 95% o u z p u t  s u r v i v a b i l i t y  i s  a  mors  

~ f f 2 c t i v e  p r c g r a m  t h a n  one h a v i n g  o n l y  ar 81% s u r v i v z b i l i t y  

r a t e .  



The c b v i c u s  o b j e c t i c n  t:, ths i f i c l u s i o r ,  cf 

s u r v i v a l  d a t a  i n t o  t h e  e v a l u a t i o n  bass r e s i d e s  i n  ;he f z c x  
t h a t  r e c r u i t  s u r v i v a l  is s f u n c t i o n  o f  n u m e r o u s  v a r i a b l e s  

b e y o n d  t h e  l i m i t s d  c c n t r o l  cf t h e  r s c r u i t i n g  p rogram.  a h i i e  

t h i s  is  a b a s i c a l l y  s c u n d  a r g u m e n t  and  is p a r ' i a l l y  

s u p p o r t e d  b y  the FY-82 d a t a  s h o u n  i n  Tabla X . ,  it does oot 

a b s o l v e  t h e  recruiting p r a g r a m  of limitod r e s p o r s i b i l i t y  nor 

does it lessen t h e  b u d g e t a r y  impac-, a £  a z e c z u l t  r r a i n i n g  

TABLE X 

Cause Factors f o r  Recruit Discharge 

Cause F a c t o r  ---- ---- Number D; scharqpg --* -k-- 

M s d i c a l  2 72 

Rafused T r a i n i n g  2 25 

Emoticnal P r o b l e m  67 

Academic  D e f i c i e n c y  40 

Swinming 32 

P r e g n a n c y  9 

O t h e r  6 -- --- 
6 5 1  

a t t r i t i o ~  rate e x c e e d i n g  18%. For t h a t  p o r t i o n  o f  a t t r i t i o n  

d i v i s i o n  s h c u l d  h a r b c r  c o n c s r r ?  a n d  r e a c t  i ~ !  a  s u p p o r t i v e  and  

a g g r e s s i v ~  mannez i n  r e d u c i n g  r z c r u i t  a r r r i t i o n .  

At t h e  p r s s e n t  time, T r a i n i n g  C e n t e r  Cape May 

p r o v i d e s  t h e  r e c r u i r i n g  d i v i s i o n  and each r e c r u i t i o g  

d i s t r i c t  o f f i c e  with a w s e k l y  R e c r u i t  D i s c h a r g e  Log.  Th2 

l o g  p r o v i d e s  i n f o r m a ~ i o n  on ~ a c h  d i s c h a r g e d  r e c r u i t :  name, 

d a t ~  of d i s c h a r g e ,  r E a s o n  f o r  d i s c h a i g s  a 2 5  the i n d F v i d u a l 9 s  

z e c r u i t l n g  cff ic r .  The r ~ c r u i t i n g  d i v i s i o n ' s  e x p r c t a ? i o n s  



a re  t h a t  t h e  v a l u a b l e  managemenr t o o l  w i l l  bs u s e d  a s  s u c h  

by the d i s t r i c t s  i n  c o n c e r t e d  e f f c r r s  t o  r s d u c 2  a t t r i r i c r .  

I n  l c t u a l  p r a c t i c e  houeve r ,  e n l i s t 9 d  s u p e r v i s o r 1  s r E s p o n s  os 

t 3  i n t ~ r v i ~ w s  i n d i c a t e d  t h a t  the logas Usage  r a n g e s  from .".il 

t o  a  d e t a i l c d  i d e n t i f i c a t i o n  o f  t h e  c i r c u m s t z n c e s  

s u r r o u n d i n g  a non -med ica l  d i s c h a z g e .  Whi l e  i d e n t i f y i n g  t hs 

r e a s o o s  f o r  t h o  non-use o r  l i m i t e d  u s e ,  it became c b v i o u s  

t h a t  t h e  d i s t r i c t s  c c n d d r r e d  t h e  g a n s r a t i o n  of t h e  log t c  

be c u t  o f  t r a i n i n g  c s n t a r  i n t e r e s t  r a ; h e r  t h a n  t h e  

r e c r u i t i n g  d i v i s i o n .  A t  tho d i s t r i c t  l o v e l ,  t h i s  t r a n s l a t e d  

into a  p a r c o i v e d  lack of interest by che recruiting Zivi- 

d o n .  P u x ~ ~ ~ K ,  when d i s t r i c r s  d o  u s e  t h e  l o g ,  t h e y  do so  o n  

a  weekly b a s i s  and  t h e r e f o r e  do n o t  h a v e  a s t r o n g  a v a r e n o s s  

of t h e i r  a n n u l  a t t r i t i o n  r a t e .  Whpn q u e s t i o n s a p  e a c h  

s u p s r v i s o r  c o n s i s t e n t l y  u n d e r s s t i m a t e d  t h o  a n n u a l  a r t r i t i o n  

r a t e  e x p e r i e n c e d  by  h i s  d i s t r i c t  f o r  PY-82. Lacking r h o  

i d s n t i f  i c a t i c n  o f  recruit  a t t r i t i o a  a s  a  p e r f  o r m a ~ c e  measure 

and a  p rob lem a r e a ,  concs rn  is  n o t  u n i v e r s a l l y  s h a r s d  b y  

t h o s e  c a ~ a b l e  o f  r e d u c i n g  i t .  

This a t t i t u d e  s h o u l d  n o t  be s u r p r i s l ~ s  a s  i t  is 

an  i l l u s t r a t i o n  cf S t e v e n  Kerrls lgOo r h e  P o l l y  o f  Rewarding 

A, While Bopi rg  f o r  E*". l i t h i n  r h a  r s c r u i t i n g  p rog ram,  

n c o g n i z i n g  that r e c r u i t  a t t r i t i o n  i s  n o t  an e l s m a n t  of 

p e r f o r m a n c e  measuze,  t h e r s  is no i n c e n t i v e  t o  r e d u c e  c c s t l y  

a t t r i t i o n .  

I n  o r d e r  t o  review a  p s r t i a l  i m p a c t  o f  a t t r i -  

t i o n ,  t h o  d z t a  b a s e  a e v s l o p e d  for rhia t h 3 s i s  a l l o w s  a 

r g - e x a m i n a t i o n  o f  t h e  q u a n r i t a t i v t  d l m a n s i o n  : ?cogn iz ing  

a t t r i t i o n .  A s  shown i n  T a b l e  X I ,  of t h e  4497 ' o t r l  e n l i s t -  

ments, 3652 r o c r u i t s  c o m p l e t e d  r s c r u i t  t r a i n i n g .  Whea t h i s  
o u n b o r  i s  ccmparod uith ths a s s i g n e d  q u o t a  (4466) a n d  

a d j u s t s d  f o r  programmed a t t r i t i o n  (14%) , I 9  t h e  e x p e c t e d  

--------------- ----- 



* 

TABLE XI 
.d 

Impace of Recruit A t t r i t i o n  

~ i s t  Tctal A t t r i t e  O u t -  
E n l l s t  p u t  

7'- 'TZq" TSX"72f * '762- 
2 588 2 1 . 7 ( 8 )  4 6 2  

3 5 8 7  17.4 ( 4 )  486 

5 520 1 7 . 2 ( 3 )  4 3 2  

7 49G 1 9 . 3 ( 6 )  3 9 6  

+ r e l a t j v e  r a n k i n  f r o m  1 t o  10 e x c l u s i v e  o f  tho 
r e l a t ~ v e l y  small con;, i b u t ~ o n  from 
t h e  F o u r t e e n t h  Dis t r lc  t. 

r s c r u i r  t r a i n i n g  o u t  g u t  ( 3 8 4 1 )  was u n d a r a c h i s v e d  by 189 

(4.2%) r s c ~ u i t s .  Using a s imi lar  a n a l y s i s ,  the m i n o r i t y  

g o a l  (806)  a d j u s t e d  f c r  e x p e c t ? d  a t r s i z i o n  i n d i c a t e s  t h a t  

t h e  e x p o c t e c t e d  o u t p u r  ( 6 9 4 )  vas  o v e r a c h i s v e d  by 4 7  m l ? c r i t y  

r o c r u l t s .  Table XI i n d i c a t e s  t h a t  t h e  p s r f o r m a n c ~  o f  e a c h  

d i s t r i c t  w i t h  r s g a r d  t o  recrui t  s u r v i v a b i l i t y  z x h i b i t s  

c o n s i d e r a b l ~  v a r i a t i . c n .  Whi l e  i t  m u s t  b e  emphasized the+, 

r e c r u i t  a t t r i t i o n  IS NOT t h ?  s o l e  = s s p o n s i b F l i t y  of the 

r c ~ c r u i t i n g  d i v i s i o n ,  it is n e v e r t h e l s s s  i m p o r t a n t  t o  

c o n s i d e r  s u r v i v a b i l i t y  i n  t h e  d e t e r m i n a t i o n  o f  e f f e c t i v e n s s s  

as its i m p a c t  is s i g n i f i c a n t .  Hhat was o n c e  a s t r o n g l y  

p o s i 5 i v e  g u a n t i t z t i r e  l e v e l  o f  ef foztiveness is row somew hat 

d i m i n i s h e d  by t h e  c o n s F d a r a t l o n  of  r e c r u i t  s u r v i v a b i l i t y .  

4. 

7 5  
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W h i l e  i t  is a g a i n  e v i d e n t  t h a t  ths c a u s e s  f c r  a 

r e c r u i t  t r a i n i n g  a t t r i t i o n  r a t +  of 18% d o  n o t  lie e x c l u -  

s i v o l y  i i i t h i n  the Bornah n f  t h p  r ~ c r u i t i n g  pzogram,  r 2 i t h e r  

d o e s  ir. l i e  e x c l u s i v e l y  w L t h i n  t h e  E d u c a t i o n  a n d  T s a i n i c g  

D i v i s i o n  n o r  the O p 3 r a t i o n a l  I e d i c i n e  D i v i s i o n  (G-KGB-A). 

H z v l n g  z m e d i c a l l y  r s l a r o d  a t t r i t i o n  r a t e  o f  7.8% ~ r d  a 

n u n - m e 8 i c a l  ra te  of 10.9% i n d i c a t e s  t h e  nesd f o r  g l o b a l  

c o n c e r n  o n  the p a r t  o f  e a c h  d i v i s i o n  i l v o l v e d .  The r e d u c -  

tion cf z e c r a i t  a t t r l e i o n  r e q u i r e s  th? zccEpL.anc. o f  j o i r ?  

r s s p o n s i b i l i t y  a c d  s h a r e d  d e t e r m i c a t i o n  f o r  a c t i o n  by tho 

t h r e e  d l v i s i c n s .  

2. p u a l i t a t  i v e  , C i m e n s i g ~  

E f f s c t l v c n e s s  d e t s r m i n s t i o n s  u i t h i r  t h 9  q u a z t i t a i i v e  

d i m s c s i c n  were r e l a t i v e l y  s t r a i g h t f o r w a r d  a s  b o t h  =he c b j e c -  

i s  e n d  p e r f o r m a n c e  m e a s u r e s  wsro r a a d i l y  i p p a z e i i t .  

aithln the q u a l i t a t i v ~  d i m s n s i o n  h ~ r e v p r ,  s u c h  i s  n o t  a l v 3 p s  

t h a  case as  q u a l c t a t i v e  d a t a  i s  substantially a b s e n t  f r o m  
i ,he c u r r e n t  p e r f  crmacce m s a s u r i n g  p r o c e s s .  B e v e r t h e l r s s ,  

t h r o u c j h  u r i l i z a t l o n  o f  t h e  thesis d a z a  b a s ? ,  a l i v e 1  o f  

e f f e c t i v ~ n e s s  c z n  bs d e t ~ r m i n e d  f o r  the f i r s t  a n d  f o u r t h  

o b j e c t i v e s  ( q u a l i f i e d  a n d  b e s t - q u a l i f  i e d )  . 

Th? r e c r u i t i n g  p r o g r a m  cu=rently addresses t h i s  

first o b j c c t i v s  t h r o u g h  t h e  p r o c e s s  o f  i m p l i z d  a s s u m p t i o n .  

Hav ing  p r o v i d e d  r e c r u i t e r s  with d e t a i l e d  minimum s n l i s t m e n t  

s t a n d a r d s  a n d  a  r e q u i r e m e n t  that each a p p l i c a n z  a t t - a i n  t h ~ s e  

s t a r d a r q s  p r i o r  t o  s n l i s t m e n ~ ,  ths a s s n m p ~ i o ~  is z h a t  t h e  

t a s k  h a s  been a c c o m p l i s h s d  a n d  t h ~ z e f  o z s  a l l  r e c r u i t s  a r s  
l l q u a l i f i o d " .  T h i s  a s s u m p t i o n  is noc s u p p o r t e d  b y  q u a l i t a -  



During PY-82. :her% waro no s c h o l a s t i c  require- 
rr) 

menis  f o r  e n l i s t m e n t  i n t o  the Coast Guard. I n  ~ F P E  of thesf 

~ e q u i r e r n s n t s ,  e a c h  a p p l i c m t  was t o  s c h i o v s  a t  misimua a 
combined sccre or! t h e  C o a s t  Guard S t a n d a r d  Tes t  (CGST)  

r s p r e s e n t a t i v e  o f  t h ~  Mental C a t e g o r y  I I I B .  Had s a c h  Lndi-  

v i d u a l  truly ref  l e c t r d  thess s t a n d a r d s ,  t h e  C o a s t  Guard  

would n o t  h a v e  a c c ~ p t o d  any  i n d i v i d u a l s  f a l l i n g  i n t o  m e n t a l  

c a t e g o r i e s  I V  o r  V. A s  d o t x m i e s d  by a d n i n i s t r a t i o n  of the 

CQas'. Guard S t a n d a r d  Test B a t t e r y  ( C G S T B )  z t  Cape May, the 

recruits e n t e r i n g  i n  FY-82 f o l l o w e d  r h s  d i s t r i b u t i c n  
d e p i c t e d  i n  T a b l a  XII. 

TABLE XI1 

Recruits by  Mental C a t g g o r y  

FY-82 Menta l  C a t e g o r y  D i s t r i b u t i o n  

M e n t a l  Group CGSTB Range ------------ ----- ------ 
I & I1 110 - 195 

1x1 A 101 - 109 

111 B 90 - 100 

I V  & V 0 - 8 9  

The p o i n t  t o  bs made is t h a t  t h e  s d m i n i s t ~ a t i v e  

e s t a b l i s h m e n t  o f  a  minimum q u a l i f i c a t i o n  scor.2 i s  n o t  s u f f i -  

c i e n t  t o  warrant  t h e  a s s u m p t i o n  t h a t  quality s t a n d a r d s  a r e  

b o i n g  m i n r z i n e d .  Tc f u r t h e r  illustrate this point, sven 

t h o u g 3  s a c h  r l c r u i t i n g  d i s t r i c t  o p e r a t e s  w i t h  t h e  same 

g u i d e l i n e s ,  a  review cf T a b l ~  X I 1 1  1a .d ica t s . s  t h a t  some 

dfs+lriczs a r e  more e f f a c t i v e  t h a n  o t h 3 r s  a t  s c r s e n i n g  f o r  

t h a  m i n i ~ u m  men ta l  a ~ t i t u d e  s t a n d a r d s .  

& 

78 
f 



TABLE XI11 

Mental Category by District 

Cate  07 c a t =  o r y  
Eis t r  i c t  -------- 1 - hi$ -- ------ rv-2 v -------- 

1 92.3 8.7 

S i m i l a r  d i f f  i c u l t i e s  h a v e  been i d e n t i f i e d  w i t h  

r s s p e c t  t o  t h e  minimum p h y s i c a l  i e q u i r o a e n t s .  I n  a  r e c e n t  

r c v l r w  o f  200  r e c r u i t  m c d i c a l  b o a r d s  c o n d u c t e d  b y  t h e  

O p e r a t i o n a l  M e d i c i n c  D i v i s i o n  (G-KOM-I) , [ R e f .  243, it was 

d e t e r m i n e d  t h a t  61 cases s h o u l d  h a v e  b e e n  d e ~ e c t s d  d u r i n g  

the i n i t i a l  ~ x a m i n a ' i o n  and  30 casos s h o u l d  h a v e  been 

d e t s c t e d  on r ? v i z w  (ao  a d d i t i o n a l  13 c a s o s  were q u e s t i o n a b l y  

d o t n c t a h l e ) .  While the p h y s i c a l  e x a m i n a t i o n s  a n d  m e d i c a l  

r e v i e w s  ars beyond the c o n t r o l  o f  rhe r e c r u i t i n g  d i v i s i c n ,  

r h e y  do have a n  o b v i c u s  and  m e a s u r a b l e  n e g a t i v e  i m p a c t  c n  

the r c c r u i t i ~ g  program. 

The  ~ v a l u a t i o ~ i  of t h i s  3 b  j e c t i v e  i n d i c a t e s  t h a t  

the Ccast  Guard I n  g e z s r a l  a n d  soma d i s t r i c t s  i n  p a r t i c u l a r  

e x p e r i e n c s  a  d e g r e e  o f  d i f f  i c u l t y  u i z h  t h e  a c c o m p l i s h n e r i r  of 
a  t h o r o u g h  a ~ p l i c a n t  s c r e e n t n g  p r o c a s s .  U n d s r l y i n g  r,he 

obv lous  is ths more s u b z l e  p o i n z  t h a t  t h e  d i f f i c u l t i s  h a v e  
* 
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existed f cr some t i m e ,  y e t  t h e  p c r f ~ z m a n c e  e v a l u a t i o r ,  a ~ d  

c o n t r c l  F r o c e s s e s  a p p z a r  u n a b l e  t o  J e t a c t  it i n  a t i m e l y  
manner  cr  fccus  a t t e n t i o n  t o  the s p e c i f i c  a r a a s  i3 2 ~ 3 r l  of 

i m p r o v e m e n t .  I n t e r v i e w s  w i t h  r e c r u i t i n g  s u p e r v i s o r s  i n d i -  

c a t e d  t h a t  mcst l a c k e d  a c lear  u n d 9 r s S a n d i n g  o f  t h e  mectal 

c a t e g c r y  ~ e r c e n t i l e s .  Hecce, w h i l ?  t h a  mestal c a t e g c r y  
d i s t r i b u t i o n  3f t h e i r  d i s t r i c t  may h a v e  b e e n  l.cwsr cr higher 
t h a n  t h a t  cf t h e  p r o g r a m  o v e r a l l ,  t h e i r  c o m ~ l s t e  u n a w a r e n e s s  

p r e c l u d e d  a  q u a l i t a t i v e  p r o  gram a d j u s z m e r , t .  

T h e s e  q u a l i t y  s h o r t f a i l s  a r e  o f  t i m e l y  i ~ t s r s s t  

ir ,  view of 3 s  e x i s t i n g  p e a k  l o a d i n g  s i t u a t i o ~ l  at. C a p e  ney .  

By roviowing T a b l e  111 an6 Table X,  i t  i s  e v i d e n t  t h a t  thoss 

i n d i v i d u a l s  Fr! m m t a l  c a t e g o r y  I V  & V ,  a n d  t h o s e  m e d i c a l l y  

d e f i c i e c t  c c n t r i b u t s  signlf i c a n t l y  t o  r e c r u i t  a t t r i t i o n .  

The c o s i s  a r $  c o n s i d e r a b l e  i n  tsrms o f  t r a v e l  f u n d s ,  

t r a i n i n g  d o l l z r s ,  t r a i n i n g  time a r d  t r a i n L n g  s p a c e .  (One 

t r a i n i n g  r e F o r t  h a s  i d e n t i f  i a d  t h e  c o s t  of t r a n s p o r t a t i o n  

f o r  m e d i c a l l y  discharged r e c r u i t s  t o  b~ n e a r  $200,00O. )"o  A s  

e v i d e n c e d  b y  the F Y - 8 2  p r o g r a m  and district m d n t a l  c a t e g o r y  

d l s t r i b u t i o n s ,  t h e  h i s t o r i c a l  d i s t r i b u t i o n s  evident i n  
F i g u r e  1 .2 ,  a n d  -he ~ h y s i c a l  e x a m i n a t i o n  and  r e v i e w  d i f f t -  

c u l ' i r s ,  the r e c r u i t i n g  p r o g r a m ' s  pe r fo rmance  w i t h  r e s p e c t  

t o  r e c r u i t i n g  q u a i  i f l e d  e ~ i l  i s t e d  p e r s o n n e l  f a l l s  s h o r t  o f  

t h e  f i r s t  cb j e c t i v e  a c h i e v s m e n t .  

b. W s s t  Q u a l i f i e d  A v a i l a b l e "  

T h i s  f o u r t h  o b j e c t i v e  s x i s t s  t o  some degres a s  

a n  anomaly :  n o t  s p e c f  f i c a l l y  s t a k e d  i n  t h e  R a c r u i t i n g  Manual  

n o r  clearly d e f i n e d  w i t h i n  t h s  r l c r u i t i n g  p rogram.  Whero 

t h e  f i r s t  q u a l i t a t i v e  o b j e c t i v e  b e n e f i t e d  from a (0) o r  (1) , 
q u a l i f i e d  o r  n o t  q u a l i f i e d  d a f i n i t i o n ,  t h i s  f o u r t h  o b j e c t i v e  

s n  j o y s  n c  such n o r m a t i v e  u n d e r s t a n d f  ng. S i m i l a r l y ,  whora 

2 0 (G- FT I?) FY-82 T r a i n i n g  Raport .  



the geal cf the first o b j e c t i v e  was p r s s u m a b l y  t o  hzvo  && 
r s c r u i t s  " q u a l i f i e d " ,  t h i s  o h  jective h a s  i? s i t h e r  s s t a t e d  

goa l  nor  r e c o g n i z e d  p e r f  ormancs measuse capable of p r o v i d i n g  

a l l b e s t - q u a l i f i e d l l  d e t e e m i n a t 2 o n .  T h e  c r i t i c a l  n a z u r r  of 

t h i s  ~ r i o t n a l y  c a n z o t  be o v e r s t a t e d .  Bow c a n  t h o  r s c r u i z i n g  

program t e  e x p e c t e d  t o  p r o v i d c  f o r  t h e  q u a l l t y  d imens lo r i  i n  

manpower p l a n n i n g  i f  it d o e s  n o t  know what it is o r  how nuch 

is deairs-d? 

Xcving n s i t h e r  e r e c o g n i z ~ d  u n d e s s t a n d i r ~ g  cf t h s  

o b j a c t i v s  ncr performance measures t o  i d e n t i f y  t h e  nxitr of 

output, a m ~ a c l n g f  ul measure o f  r f f + c z i v o c e s s  c a n n o t  be 

o b t a i n e d .  I n  lieu cf an f v a l u a t i v o  analysis ?.his objective 

will be a p p r o a c h e d  f r c m  a d e s c r i p t i v e  p e r s p e c t i v e ,  d e v e l -  
c p i ~ g  L o t h  Lhs c h j e c ? i v e * s  d e f i ~ i r i o n  3115 p o t e n t i a l  

p o r f  o r r n ~ n c ~  measures. 
Comply ing  w i t h  t h e  r e c r u i  c i n q  manual, i n d i v i d u a l  

r s c r u i t c r s  i n d i c a t e 5  d u r i n g  i n t e r v i e w s  that t l s e l e c t i v e  

r s c r u i t i n g ( *  ~ r o v i d e s  t h e  p r a c t i c a l  b a s i s  f o r  "best puali- 

f i e d "  d e t e s a i n a t i o n s .  When q u e s t t o n e d  f u r t h e r  es t o  t h e  

meaning o f  s e l e c t i v .  r t c r u i  r i n g ,  ir became a p p a r e n t  o n e  

man1 I b e s t  q u a l i f i e d  a p p l k a c t  was a ~ o r h o r ' s  re j s c t t d  a p p i i -  

c anc .  Each of t h e  mcre t h a r ?  two h u n d r a d  r e c r u i t e r s  v a r y  i n  

t h e i r  s p p l i c a t i o c  o f  service experietcs ,  p e r c ~ p t i o n r  of 

s e r v i c e  n e e d s  a n d  e v a l u a t i o n s  of t h s  r e c r u i t i n g  e n v i r o n m r n t .  

S s v a r a l  recruiters s u g g e s t e d  r h a t  i t  was r.ot uncommon for 

newly assigned r e c r u i t e r s  t o  be h o s i t a n t  t o  i n v o k e  s e l e c t i v e  

r e c z u i t i c g  c u t  of  a fsac o f  a t t r a c t i a g  a C o n g r s s s i o ~ a l  

i n q u i r y .  I n  t h e s e  c a s e s ,  t h e  minimally q u a l i f  sd a p p l i c a n t  

becdmes syroriytno us w i t h  t h e  best qualified a p p l i c a n t .  

Due t o  t h e  I n h e r e n t  subjective, n a t u r s  l o  '"Qe 

a p p l i c a t i o n  of t h e  s o l e c t i v o  r e c r u i t i n g  c c n c o p t ,  it can h e  

c o r s i d e r s d  n e i t h o r  a  valtd n o r  r s l i a b l s  a e a s u r s  o f  r ~ c r u i t  

quality. This i s  nor to s a y  t h a t  sslec:ive =sczui . ; ing does  

n o t  h a v l  l e g i t i m a t e  value i n  fhe a p p l i c a n r  s c r a ~ n i n g  



p r o c e s s .  It m o s t  certainly does .  S e l s c t i v e  r e c r u i t i n g  

p r o v i d e s  a n e c e s s a r y  c o n s i d e r a t i o n  o f  a n  i n d i v i d u a l ' s  d F s ~ o -  

s i t i o n  a n d  d e p o r t m e n t .  I n  o t h 3 r  words, s s l e c t i v a  racrn5:lcfl Y 

a l l o w s  f o r  t h e  c a n s i c l e r a t i o n  o f  t h e  t I n ~ n - q u a n t i f  k b l s s 1 * .  
Howsver it must be c l e a r  t h a t  In and o f  i t s e l f ,  i z  DOES NOT 

measu re  q u a l i t y .  I f  no t  s e l a c t i v e  r e c r u i t i n g  . . . . then 
what?  

R e f e r r i n g  t o  t h e  i n i t i a l  d i s c u s s i o n  of  q u a l i t y  

m e a s u r e s  ar-d t o  t h e  l i t e r a t u r e  r e v i e w ,  there ars two v a l i d  

and  r e l i a b l e  c r i t e r i a  of q u a l i t y :  e d u c a t i o n  a t r , a i n m e n t a a n d  

mznt i l l  a p t i t u d e .  R e s e a r c h  h z s  c o n s i s t ~ n t l y  s u p p o r t ~ d  t h e  

h y p o t h e s i s  t k t  i n d i v i d u a l s  of h i g h s s  man-,al c ~ t e g o r i e s  and 

e d u c a t i o n  a t t a i n m e n t  l e v o l s  exhibiz g r i ? a t e r  p r c b a b i l i ~ i e s  

for s u r v i v i n g  r e c r u i t  and  subsequent t r a i n i n g .  f Ref. 4 1 and 

(Ref. 5 ) T h e r e f  o r e ,  t h e  s e a  rch f o r  a  v a l i d  a n d  re l i a b l e  

d s f i n i t i o n  of **b%st q u a l i f i e d "  n e s d  go  no  f u r t f i s r .  Assuming 

t h e  a c c c m p l i s h m e n t  o f  t h e  minimum s n i i s t m e s t  s t a n d a r d s ,  and  

i n  c o n j u n c t i o n  with (no t  i n  p l a c 5  o f )  s e l e c t i v e  r e c r u i t i n g ,  

a b s s t  q u a l i f i e d  i n d i v i d u a l  i s  one who e x h i b i $ s  a h i g h  

e d u c a t i c n  a t t a b m e r i t  level and  m e n t a l  c a t e g o r y .  

Hzving nar rowed the o b j s c t l v s ' s  d e f i n i t i o n ,  t h e  

r e c r u i t i n g   ragr ram r e m a i c s  tasked with t h e  n a c s s s i t y  t o  

i d e n t i f y  t h e  d e g r e e  t o  which  t h e  o b j e c t i v a  must ~ C I  o b t a i n e d .  

A s  r e c o g n i z e d  w i t h i n  the Department o f  D e f e n s s , z l  no  s e r v i c e  

can e f f t c i e n t l y  employ  a f o r c e  composed entirely o f  u p p e r  

m s n t a l  c a t e g o r y  p e z s c r n e l .  T h s r e  is n e e d  f o r  a  mix of 

m = n t a l  c a=egory  I, 11, IIIA and  f I I B  i n d i v i d u a l s ,  ( T h i s  

conclusicr? is s u ~ p o r t e d  w i t h i n  t h e  C o a s t  Guard b y  r e v i e w i n g  

t h e  b r o a d  r a n g e  of s c o r e s  s e r v i n g  as  'A1 school q u a l i f i c a -  

t i o n  s tacdards . )  C o r s i d e r i n g  t h e  many v a r i a b l s s  t h a t  e n t e r  

i n t o  a t l q u a l i t y - m i x N  d e t e r m i n a t i o n ,  ? h a r e  i s  an  o b v i c u s  

r e q u i r a n e n t  f o r  d a t a  end d e c i s i o n  mzking  a u t h o r i t y  b e y o ~ d  

2 l D i s c u s s i o n s  w i t h  D r .  R. Lockman, C a t e r  f o r  N ~ t v a l  
Analysis. 



t h e  o r g a n i z a t i o n a l  s cope  of t h e  r e c r u i t i n g  d i v i s i o n .  T h e  

most a p p r o p r i a t e  1 0 v d  f o r  t h e  q u a l i t y - m i x  d e t e r m i n a t i o r  

would l i e  wit hi^ t h e  E n l i s t e d  P s r s o n n s l  D i v i s i o n  (G-PE) a s  

t h s y  m a i n t a i n  z h e  r e s p o n s i b i l i t y  f o r  c o n d u c t i n g  t h e  C o a s t  

G u a r d ' s  mangower p l a n n i n g .  H h e r ~  t h ~  d i v i s i o n  c u r r e c t l y  

p r o j e c t s  b o t h  t h e  a n n u a l  o n l i r t s e n r  g o a l  a l d  the 'A1 s c h o o l  

t r a i n i n g  l o a d s  by segera t& p r o c e s s e s ,  a  j o i n t  c o m p i l a t i o r .  

c o u l d  r o s u l t  i n  an e n l i s t m e n t  g o a l  i c c l u s i v e  of t h e  q u a l i f y  

o b j e c t i v e s .  T h e  manFcwss p l a n n i n g  s y s t s m  c u z r a n t l y  i n  u s s  

by tho Navy22 p r o v i d e s  t h e i r  r e c r u i ; i 2 g  command v i t h  q u a l i t y  

t a r g e t s :  ( X )  H i g h - s c h c o l  g s a d u a t o s ,  ( 3 )  l o n t a l  C a t e g o r y  

I-IIIA, and a  c e i l i n g  (X )  Y e n t a l  C a t e g o r y  IV. Whila t h s  

Navy' a r e c r u i t i n g  p r  cgram c e r t a i n l y  d o e s  n o t  r e p r e s e n t  a n  

i d e a l  a s  far  a s  q u a l i t y  i n  r e c r u i t i n g ,  t h i s  s l e m e n t  o f  t h e i r  

p rogram c a n  p r o v i d e  a b a s i s  f o r  C o a s t  Gua rd  m o d i f i c a t i o n s .  

Giv%n q u a l i t y  t a r g e t s  t h a t  c o u l d  be d a v e l o p e d  by t h e  

E n l i s t e d  P r r s o n n e l  D i v i s i o n ,  t h e  R e c r u i t i n g  D i v i s i o n  c o u l d  

t h e 2  b e  concerned p r i m a r i l y  with t h e  i r n p l e m e o t a t i o n  i s s u e s .  

A s  t h e  " k 6 s t  q u a l i f i e d "  o b j e c t i v e  is a s f i n e d  

t h r o u g h c u t  thp o r g a n i z a k i o n ,  p e r f o r m z n c e  m e a s u r e s  must 
n e c e s s a r i l y  be d e v e l o p e d .  A s  i d e n t i f i s d  fzon the l i t e r a t u r e  

r s v i a w ,  t h e  p e r f  c r a a n c e  m e a s u r e s  muir b i  v a l i d ,  r e l i a b l e  and 

c l e a r l y  u o d o r s t o o d  by  t h o s e  whose p e r f o r m a r c s  is i o  b e  

measurad.  Tht m e a s u r s s  mus t  a c c u r a t e l y  a n d  c o m p r e h e n s i v a l y  

communica te  t h e   organization*^ o x p a c t a t i o n s  t o  t h e  oFera -  

t i o n a l  l e v a l s .  F o u r  such  m e a s u r s s  3 p e r a t i o n a l i z e  t h i s  

o b j e c t i v e  a r d  c a n  h e  d e r i v e d  Zrom d a t a  r e a d i l y  a v a i l a b l r  

w i t h i n   he r e c r u i t i ~ l g  program: 

- -- Hi& z h g s  G r a d u a t z g  (Egg):  Ropresonra'.Lvo o f  t h o  

e d u c a t l ~ n  a t t a i n m s n t  c r i t s r i a  of q u a l i t y ,  t h i s  measure 

2 2 P c i n t  a u t i l i z e d  b ADM. H A Y W A B D  i n  a p r s s e n t a r l o n  
t o  t h e  ?lava? BBf G r a t u a r s  sci!col, December,  1982. 



identifies t h e  p 9 r c s n t a g o  o f  r e c r u i t s  o b t a i n i n g  .. 
hFsh s c h c c l  r equ i r&mer ; t .  .. 

- l e n t 3 1  category I-zZJA: R e p r e s e n t a t i v e  of the m e n z a l  

a p t i t u d e  c r i t e r i a  f o r  q u a l i t y ,  t h i s  m e a s u s e  i d o n ' . i S i o s  t h e  - 
p e r c e n t a g e  cf r e c r u i t s  m o s t  l i k e l y  t o  b e  q u a l i f i e d  f o r  the 

mora demanding t e c h n i c a l  o r i e n t e d  r a t s s .  

- glpzi5v &ptgl 5 ~ 2 ~  3-IIIA: Recognizing r h e  o r g a n -  

izational o h j a c r l v e s  t o  p r o m o t e  m i n o r i t y  r o p r o s e s t a t i v o n e s s ,  

t h i s  m e a s u r e  provides a m o r e  sophisticased the 

p o r s n t i a l  f c r  objective a c h i s v z m s n ~ .  

- - High g z a d u a t )  (FJSE), gsnti? . l  SSE Z - L g l ,  
Recrnif xgainiag giaduate ( G B A D )  : A c o m p o s i r . 5  r e p r e s e n t a -  

t i o n  of  t h e  q u a l i t a t i v e  and quantitative d i m e n s i o c ,  r h i s  

ncasure i d s n t i f i e s  t h e  p e r c e n t a g e  ~f o u t p u t  a c h i e v i n g  e a c h  
* 

o f  t h e  t h r e e  c r i t e r i a .  T h i s  m e a s u r s  $ E f r c t i v s l y  o f f e r s  a 

' *bo t tom l in-st* m e a s u r e  of q u a l i t y  o a t p u t .  23 

T h e s e  rneaaxes of o u t p u t  m u s t  be c o m p a r e d  ro q u a l i t y  t a r g e t s  

e s t a b l i s h e d  for t h o  s e c r u i t i n g  p r o g r a m  i n  o r d s r  t o  determine 

a  level cf  e f f o c t i v e a e s s  for t h i s  o b j s c t i v o .  Had s u c h  

t a r g e t s  heerr g e n s r a t ~ d  f o r  PY-82 .  r h e  d a t a  r e p o r t e d  Fn Table 

X I V  c c u l d  b e  u s e d  f o r  t h l s  c o m p a r i s 3 n .  

R 2 c o g n i z i n g  a g a i n  t h e  a b s e n c e  of q u a l i t y  t a r g e t s  

f o r  t h e  r e c r u i - i n g  p rogram,  t h i s  da t a  s J m ~ ~  =+ b e  rsviaued 

t o  sva1ua:e t a r g e t  p e r f o r m a n c e  a s  t h e  g o a l  s a r t i n g  p r o c e s s  

d i d  a c t  identify q u a l i t y  t a r g e t s .  I n  a d 3 s c r i p t i v e  sense 

howeve=,  a r s v i e w  of t h e  d a t a  d o s s  p r o v i d e  i r s i g h t s  i n t o  t n ~  

v a r y i n g  p e r f o r % a n c e  l e v o l s  of t h e  prog ram as a vholo 2nd 

r e c r u i t L n g  d i s t r i c t s  ir p a r t i c u l a r .  

f 3 T h e  d e v s l o  mont o f  thls q u a l i t i t $ v e  c o m p o s i t o . i s  
~ o n 3 2 s t ~ 2 t  u i t h  !he research or D r .  Arrma as noted i n  
[Ref. 6.1- 



TABLE XIV -. 
Alternat ive  Performance Neasures 

C a t &  o r y  
Dis t r ic t  H S DG I-I&A -------- --------- -*--- ----- 

1 2 ( I )  * 6 8 . 2  (5)  

2 8 9 . 4  (7)  6 2 . 8  (7)  

3 9 2 . 0  ( 4 )  6 7 . 0  ( 6 )  

5 9 0 . 8  ( 6 )  5 7 . 5  (8 )  

7 9 1 . 3  ( 5 )  5 4 . 9  (9 )  

8  8 5 . 0  ( 8 )  5 0 . 0  (10)  

9 93 .1  ( 2 )  75.2 ( 2 )  

11 82.5 (9 )  7 2 . 0  (4 )  

12 7 9 . 2  (10)  7 2 . 2  (3) 

I 13 92.9  ( 3 )  7 8 . 6  (1 )  

14 - -- - l 0 0 . 0  ----- 8 0 . 0  ----- - 
-. CG 90.  3 6 4 . 1  

M i n o r i t y  
I-IIIA ---------- 

2 9 . 4  ( 7 )  

4 0 . 0  (4) 

3 5 . 9  (5 )  

2 5 . 5  ( 9 )  

32 .  1 ( 6 )  

2 4 . 1  ( 1 0 )  

2 9 . 4  ( 7 )  

4 8 . 1  (2)  

6 4 . 3  ( 1 )  

4 4 . 4  (3)  

0 . 0  
---a_- 

3 3 . 0  

HSDG + GRAD 
+ I-IIIA 

* r r s l a t j v e  r a n k i n  f r o m .  1 t o  10 c t x c l u s i v %  of t h e  
r e l a t ~ v e l y  m a d  con$= lbutlon f roa 
t h e  F o u r t e e n t h  District. 

The  b e n e f i t  f r o m  the first measure,  HSDG, i s  

e v i d e n t  when v i e w e d  i n  con j  u n c t i o n  with the r e c r u i t  attri- 

t i o n  d a t a  presented i n  Tab le  X I .  Thos2 d i s t r i c t s  

e x p e r i e n c i n g  n l g f i  a t t r i t i o n  r a t e s  g t n c r a l l y  e x h i b i t  lower 

p e r c e n t a g e s  o f  h i g h  school g r a d u a t e s  t h a n  d o  t h o s e  e x p e r i -  

s : a t i s t i c a l l y  s i g n i f i c a n t  a s  caa be d s r n o n s t r a t a d  b y  a r a n k  

c r d e r  c o r r a l a t l o n 2 *  cf d i s t r i c t  performance with r e g a r d  t o  
H S D G  ar,d r e c r u i t  a t t r i t i o n  ( $ =  , 7 6 4 ,  p ( - 0 1 )  [ R e f .  253. 

I n  terms of  e f f e c t i v e r . e s s ,  thcse d i s t r i c L s  e n l i s t i n g  g r 3 a k e r  

n u m b e r s  cf pe r sons  w i t h  2 h i g h  s c h o o l .  diploma (or G E D  ce r t i -  

f i c a t e )  c c ~ ~ r i b u t e  mcre t o  p r o g r a m  e f f 3 c t i v s n e s s  t h a n  do  

2*Uss of Spearman's  Roe nonparametr ic  s t a t i s t i c .  



r n o s e  d ~ s i r i c t s  e n l i s t i n g  l essez  p e r c e n t a g e s  o f  h i g h  s c h o c l  - 
g r a d u a t e s .  Tho e m p i r i c a l  d a t a  p r o v i C e s  a n  i a d i c a t o r  o f  

q u a l i t y  o u t p u t  acd s u p p o r t s  t h e  e s t a b l i s h s d  l i n k  borueen 

e d u c a t i o n  a t + ~ i r m e n t  and t r a i ~ i n g  s u r v i v a b i l i t y .  . 
Though b o n t f  i c i  a l l y  p z o v i d i n g  E useful s c l - e e c i n g  

t o o l  f ~ r  t h e  r e d u c t i o n  o f  r e c r u i t  a t t r i t i o n ,  t h o  HSDG 

m e a s u r e  i s  n o t ,  i n  a n d  o f  i t s e l f ,  i u n i t a r y  m e a s u r o  o f  

r a c r u i t  q u a l i t y  a s  35% o f  t h s  h i g h  s c h ~ o l  g r a d u a z e s  a r e  n o t  

i n c l u d e d  ir? t h e  m e n t a l  c a t e g o r i e s  I-IIIA. C ~ m p a r i ~ q  t h ~  

H S D G  a n d  C a t e g o r y  1-IIIA d a t a ,  it is  o v i d s n r  t h a t  r t e  a c q u i -  

s i t i o n  of a M g h  s c h c a l  ~ 3 u c a t i o n  is n o t  n e c a s s a r i l y  

i n d i c a t i v e  of t h o  m e n t a l  a p t i t u d e .  a l t h o u g h  a  district r a y  

o b t a i n  a h i g h  r e l a t i v e  r a n k i n g  f o r  t h e  recruitment o f  h i g h  

s c h o c l  g r a d u a t e s ,  i t  d o e s  n o t  n e c e s s a r i l y  f o l l o w  t h a t  t h e  
i* sams district r e c e i v e s  a h i g h  r a n k i n g  f o r  t h s  r e c r u i t m e n t  o f  

uppsr m ~ n t a l  c a t e g o r y  r ? c r u i r s .  l l g l i n  s t a t i s t i c a l y  
Y c o m p a r h g  t h e  r e l a t i v e  r a n k  o r d e r s  i n  district p a r f o r m a ~ c ?  

f o r  t h e  v a r i a b l e s  H S D G  and C a r e g o r y  I - I Z I A ,  t h e  c o r r e l a t i o n  
( p  = - 2 6 1 ,  p , . 1) i s  weak. T h e  v e a k n o s s  o f  t h i s  c o r r e l a -  

t i o n  i s  p a r r i c u l a r l y  n o t a b l e  w i t h  n i n o r i - y  I - I I I A  ( p =  - . 3 0 ,  

p 1 T h e s e  f i n d i n g s  c l e a r l y  i n d i c a z s  t h z t  percent o f  

High s c h o o l  g r a d u a t e s  a l o n e  is  a n  i n a d e q u a t e  m e a s u r e  o f  
q u a l i t y  o u t ~ u r :  h e n c e  t h s  r e q u i r e m e n t  f o r  an  a d d i z i o n a l  

% e ~ t - q u a l i f i $ d ~ ~  m e a s u r e .  T h i s  p o i n t  i s  s i g n i f i c a n t  i n  

l i g h t  of  t h e  program c h a n g e s  i m p l r m e n t o d  e a r l i e r  t h i s  y e a r .  

Ths  d z t a  c l e a r l y  i o d i c a t e s  t h a z  ths ~ s z a b l i s h m e n t  o f  a  h i g h  

s c h o o l  g r a d u a t e  ( o r  GED) e n l i s v n e n t  s t a n d a r d  w i l l  n o t  i n  

5is;lf be s u f f i c i e n t  t o  i n s u r e  t h e  a c c o m p l i s h n c n t  o f  q u a l i t y  

mtx t a r g c y s :  t h e r a  r e m a i n s  a n e e d  t3 c a g n i t i v ~ l y  C O P S ~ ~ E I  

m e n i a l  a p r L t u d 9  i n  t h e  r z c r u i t  s c r e e n i n g  a n d  p r o g r a m  per for -  

mance precesses. 
R s c o g n i z i n g  ths s e c o n d  o l ~ m e n t  o f  q u a l i t y  

( m e n t a l  a ~ t i i u d e )  a n d  p r o v i d i n g  a .ore d i r e c t  xiciasure of  
1 r b s s t - q u a l i f L d v 8  p e r f o r m a n c e ,  t h e  f o l l o w i n g  two moa s u r i s  a r s  

L 

$6 
* 



.r 

a p p r o p r i a t e :  C a t e g o r y  1-111 A ,  and H i n o z i t y  I - I I I A .  The 
-. literature rrviaw s u g g e s t s  t h a t  c o n s i d e ~ a t i o n  o f  tkese 

m e a s u r e s  s h c u l d  i n c l u d e  roc ogoi'.ion of  e a c h  d i s t r i c t  9s in he- 

r o n t  p o t e n t i a l  t o  p r o d u c o  q u a l i t y  o u t p u t .  G i v o n  t h e  

d i s p a r i t y  b e t w e e n  t h e  p u b l i c  o d u c z - , i o n  s y s t s m s  f o u o d  w i t h i n  

ihp E i g h k h ,  a d  T h i r t e e c t h  districts, t h e i r  w i d e l y  v a z y i n g  

q u a l i t y  d i s t r i b u t i o n s  s h o u l d  n o t  bo s u r p r i s i n g .  

( T e r r i t o r i a l  p o t e n t i a l  a n d  izs a c z a g m e n t  i m p l i c z t i o n s  w i l l  

b6 a d d r e s s e d  s e p a r a t e l y .  ) A d d i t  i o ~ a l l y ,  t h e  l o w e r  p e r c s n -  

t a g e s  o f  m i n o r i t i e s  w i t h i n  t h e  u p p e r  m e n t a l  c a t e g o z i e s  is 

n o t  u n e x p e c t d .  N e v e r t h e l e s s ,  s h o u l d  it b+ a c c e p t a b l e  t h a t  

w i t h i n  s c m e  d i s t r i c t s  c d y  f i v e  of ;en recruits q u a l i f y  

w i t h i n  C a r c g o r y  I-IIIA? L a c k i n g  c lear  d i r e c t i o n ,  a d m i n i s -  

t r a t i v e  r o q u - k e m e n t  c r  b e h a v i o r a l  i n c s n t i v s  t o  i Z e n t i f y  a n d  
* r e c r u i t  p e r s o n s  i n  t h o  h i g h e r  m e n t a l  c a t e g o r i e s ,  t h i s  aata 

i l l u s t r a t e s  t h e  p o n a l s y  p a i d  f o r  ;he s o l o  u t i l i z a t i o n  of t h e  

t c s e l e c t i v e  recr u i t i n g n  c o n c e p t  t o  i d e n t i f y  q u a l i t y ,  C 

Tho ultimate c o n c f r g  o f  t h e  C o a s t  G u a r d  is t h s  

a c t u a l  q u z n t i t y / q u a l i t y  i n p u t  i n t o  t h a  p s r s o n n e l  s y s t e m  upon 

c o m p l e t i o n  o f  r e c r u i t  t r e i n i n g .  After a c c o u r t i n g  f o r  q u o t a  

a c c o m ~ l i s h m e n t  a c d  a d j u s t i n g  f o r  a z t r i t i o n ,  what is  thn 

l * b o t t o m  l i n e g * ?  The f i r i a l  a b e s t - q u a l i f  l e d m  m e a s u r e  (HSDG + 

G R A D  + C a r z g o r y  I-IIIA) is i n d i c a t i v e  o f  t h e  z n n u a l  q u a l i t y  

i n p u r  by p rogram a n d  d is t r ic t .  C o n s i d e r a t i o n  o f  t h i s  f i n a l  

m r z s u r e  i s  n a c e s s a r i l y  d o m i n a t e d  by t h e  d i s t r i c t  s qualiry 

p s o d u c ~ i o n  p o t e n t i a l .  W h i l e  t h e  rxlatlve d i s t r i c t  r a n k i n g s  

ar.  r o p = e s e n t a s i v 5  o f  t h i s  p o t e n z i a l  a n d  c a n n o t  b e  a p p r e c i -  

a b l y  a l ' e r e d  b y  the C o a s t  G u e r d ,  t n z  p e r c ~ n t a g e  a t t a i l m s n t  

l s v e l s  c a n  an3 must become t a r g e t s  for c h a n g e  w i t h i n  t h e  

Coas* G u a r d .  I n  a  d ~ s c r i p t i v e  s e n s e ,  when c o m p a r e d  t o  tns 

n o r m a l  q u a n t i t y  p r o g r a m  p e r f o r m a n c e  m e a s u r e s  of T a b l e  X I ,  

t h i s  n ieasure  i c d l c a t ~ s  the p r o g r a m ' s  q u a l i t y  p e r f o r m a n c e  i n  

t h e  a b s s o c e  o f  q u a l i t y  s v a l u a t i o n  alid c o n t r o l .  An e f f e c -  . 
t l v s n f s s  d s t e r m i n a t i c n  w o u l d  r e q u i r s  t h e  e s t ? i b l l s h m e n t  of  3 

b p e r c e n t  c b  j f c t F v e  f o r  this measurs .  

87 . 



C, ZFPeCTIVENESS SUHUBRY 

When r s f l e c t i n g  UFOR t h e  p r e c e e d i n g  a n a l y s i s ,  C-hs d q r n o  

t o  w h i c h  t h e  r s c r u i t i r i g  p r o g r a m  Ls e f f s c t i v e  I n  t h e  a c h i s v e -  

ment cf i ts  f o u r  o b j e c t i v e s  i s  p r i m a r i l y  d e p e n d e c t  upon  t h e  

p e r f o r m a n c e  m e a s u r e s  u r i l i z o d  a n d  t h o  p o i n r  i n  rime of 
m e a s u r e m e ~ t .  F o r  t h e  q u a n t i t e t i v e  3 b  j e c t l v e s  ( q u o t a  a t t a i n -  

msnt a n d  m i n o r i t y  g o a l  a c c o  m p l i s h m s n t )  , u t i l i z i c g  % h e  

t r a d i t i o n a l  q u a n t i t a t i v ~  p e r f o r m a n c s  m e a s u r e s  p r o v i d e d  i n  

F i g u r e  3.3 and o b s e r v e d  p r i o r  t o  t h s  commcncoment of  recruit 

t r a i r i t g ,  the p r o g r a m  o v e r a l l  a c h i s v e s  a s i g n i f  icani.  l s v e l  
o f  sf f a c t i v e n s s s .  R s v i s w i n g  t h e  e f f  e c t i v e n a s s  of  e a c h  

r e c r u i t i n g  d i s t r i c t  u n d e r  t h e  same c o n d i t i o n s ,  a s i m i l a r l y  

d s s i r a b l e  l e v e l  of e f f e c t i v e n e s s  is a c h i a v e d .  Yet t h i s  

b r i g h t  p i c t u r ~  o f  e f  f e c t i v s n e s s  i s  somawhat  d u l l o d  by  extan- 

s i o n  of t h e  p i n t  i n  timz o f  m e a s u r e m s t  t o  i n c l u d s  

a z t r i t i o n  e x p z r i e n c e d  i n  r e c r u i t  t r a i n i n g .  The d a t a  

p r o v i d e d  by  Tablc- X I  i d e n t i f i e s  w s a k n s s s  a t  d i v i s i o n a l  l e v e l  

a s  well a s  t h e  d i s t r i c t  l e v e l .  I n c l u s i o r ,  of t h e  a t t r i t i o n  

e l e m 5 n t  r ~ d u c e s  p r o g r a m  q u a n t i t a t i v a  e f f e c t i v e n e s s  f r o m  

100.73 3f g c a l  t o  95.846 of g o a l . 2 5  lYore s i g n i f i c a n t l y ,  when 

d i s t r f c ?  p e r f ~ r m a n c e  is a d j u s t e d  f o r  a % t r i t i o n ,  ",he p r l v i -  

o u s l y  r ~ ~ c r t e d  quo?a a t t a i n m e n t  range of  100 .0  t o  101 .991.26 

is d e c r e a s e d  t o  75.9 t o  84.6% o f  q u ~ t a . 2 7  Whi le  a t  first t h e  

a d j u s t m e n t  for  a t t r i t i o r !  may n o t  a p p e a r  s i g ~ i f l c a r i ~ ,  i t  

a c q u i r e s  c p e a t i z n a l  s i g n i f i c a n c e  uhel t h s  a d j u s t m e n t s  aze 

c o n v e r t e d  t o  d o l l a r  e q u i v a l e n t s :  t r a v s l  d o l l a r s ,  t r a i n i n g  

d o l l a r s ,  t r a i n i n g  k l m e  a n d  t r a i n i n g  s p a c e .  

2 5 S c r  c o m p u t z t i o n s  o n  p a g e  75 a n d  76. 

2 6 3 x c l u n i v e  cf the l i g h t l y  g o a l a d  F o u r t e e n t h  D i s t r i c t .  

2 7 F a c t o r i n g  m t  m e d i c a l  a t t r i t i o n ,  tha range  becomes 
85.3 to 91.8%. 



C o n t i n u i n g  t h e  a n a l y s i s  by e x p a n d i n g  t h e  performance 

m e a s u r e s  t o  i n c l u d e  t h o  q u a l i t a t i v e  d i m e n s i o n ,  t h e  ccocspt 

o f  ef f e c L . i v e m s s  i s  l i k e w i s e  b r o a d e n e d  beyond t r e d i C i o n a 1  

c o n s i d e r a t i o n s .  i l h e r e  p r s v i o u s l y  chc c e n t r a l  c o n t e x t  o f  

p e r f c r m a c c e  measurement  r e v o l v e d  a r s u n d  t h e  q u e s t i o n  "Are we 

r e c r u i t i n g  e m u g h  p e c p l e ? ~ ,  t h e  q u a l i t z t i v e  d i m e n s i o n  broa-  

d e n s  t h e  c o n t e x t  t o  i c c l u d e  '*Are we r e c r u i t i n g  t h e  r i q h s  

p ~ o p l e ? ~ * .  A r e v i e w  of  t h e  t h i r d  o b j e c t i v e  i d e n t i f i e d  

p o r f  ormance t h a t  was d y s f u n c t i o n a l  zo program e f f e c t i v e n e s s  

as 1 3 1  o f  the r e c r u i t s  r e s t e d  below t h a  e s t a b l i s h e d  minimum 

m e n t a l  a p t i t u d e  s t a n d a r d .  S i g n i f i c a n t l y ,  t h i s  p s r c e n r a g s  is 

n o t  a d j u s k e d  f o r  a t t r i t i o ~ :  these w l ? ~ s  rhaz m i n i m a l l y  

q u a l i f i e d "  i n d i v i d u a l s  a r e  p a s s i ~ g  t h r o u g h  r e c r u i r  t r a i n i n g  

a z d  i n t o  r h o  o p e r a t i c n a l  C o a s t  Guara. I n  a d d i t i o n  ro these 

s h o r t f a l l s  i n  e f f e c t i v e n e s s ,  t h e  r e v i e w  i d o n t i f  iss s i m i l a r  

dif f i c u l t i e a  w i t h  t h e  a c h i e v e m e n t  of p h y s i c a l  a n l i s t m a r  

s z a n d a r d s .  T h i s  r e v i e w  s u p p o z t s  t h e  n e e d  t o  b r o a d e n  t h e  

~ x i s t i n g  po r fo rmznce  measures t o  include t h e  q u a l i t y  dimen- 
s i o n .  C l e a r l y  t h e  progsam c a n n o t  r e l y  on t h e  e x i s t o n c e  o f  

a d m i n i s L . r a t i v e  p o l i c i e s  and p r o c e d u r e s  t o  i n s u r a  t h e  

achievement .  of q u a l i t y  o b j e c t i v e s :  zhece must  be g u a l i t y  

p e r f c f g g z g s  e v a l g & j ~  pqd c o ~ f r o l  p r o c e s s e s .  

A t  p e r h a p s  the g r e a t e s t  d i s t a n c o  f rom t h e  t r a d i t i o o a l ,  

on? d i m s n s i c m l  p r s p e c i i v e  o f  + f f e c t i v e n e s s ,  '.he a n a l y s i s  

of ?he f o u r t h  o b j e c t i v 9  L n t r o d u c e s  t h r o e  c o n c s p t s  f o r  
c o n s i d e r a t i c n :  1)  a  dof'nl-t i o n  af a " b s s t - q u a l i f  ied" a p p l i -  

c a n t ,  2) q u a l i t y - m i x  d e t e r m i n e t i o n  i n  g o a l  s e t t i n g  a n d  

pa r fo r inance  e v a l u a t i c n ,  and 3) q u a l i t y  o r i e n t n d  t ~ r r i t o r i z l  

p o t 5 n t i a l .  With t h e  i n t r o d u c t i o n  o f  ~ a c h ,  i-, becomes  

e v i d ~ n t  t h a t  s c h i e v a m e n t  if e f f e c t i v e a s s s  w i t h i n  the q u a l i t y  

d i m e n s i o n  i s  n o t  c o n c o d t i n t  w i t h  q u a n t i t a t i r z  effective- 

ness. The e o a l y s i s  i d e n t i f  i c s  the i n c o n s i s t e n c y  o f  q u a l i t y  
o u t p u t  r e a l i z s d  f rom the a p p l i c a t i o c  of " s e l e c t i v e  

r s c z u i t i n g u .  Clearly t h a t  o n e  c o n c e p t  is  a n  i n a d s q u a t o  



s c r e e n i n g  t c o l  f o r  q u a l i t y .  T h e  lack of s p e c i f i c  a t t e n t i o n  

,. t o  t h e  q u a l i t y  o b j e c t i v e s  t h r o u g h  t h e  g o a l  s ~ t t i n g  and  

p e r f o r m a n c s  e v a l u a t i o n  processes has' z a s u l t e a  in their k s s  

t h a n  s i g n i f i c a n t  a c c c m p l l s h m e n t .  

I n  summazy, t h e  a n a l y s i s  d o s c r i b e s  a p r o g r a m  t h a t  i s  

experiencing a l a v e 1  cf q u a n t i t a t i v s  s f f ~ c t i v e a - e s s  less  t h a n  

t h a t  i n d i c a t s d  b y  i ts c u r r e n t  p e r f o r m a n c e  m e a s u r e s .  

Similarly, the l e v e l  of e f f e c t i v e n e s s  is less t h a n  t h a t  

a ssumed  and r e q u i r e d  by t h a  zdminfstrat,ivs policies and  

procedures. I n  h o t h  casns, t h ?  da ta  s u g g ~ s t  fhst b e n e f i t s  

can b e  a c h i e v s d  through a r e v i e w  of tht program e l e m e n t s  end 

t h e i r  r f l a t i o n s h i p  w i t h  the p r o g r a m  o b j e c t i v e s  ar,d ths eval- 

u a t i o n  and c o n t r o l  prccess. 



The r e s e a r c h  i n d i c a t e s  t h a t  wich r e s p e c t  t o  the q u z l i t a -  

t i v s  A N D  q u a n t i t a t i v e  d i m e n s i o n s  of manpower planting, t h e  

r e c r u i t i n g  p rogram i s  p e r f o r m i n g  a t  l e s s  t h a n  i t s  p o t e n t i a l  

l e v e l  o f  e f e c t i v e n e s s .  I n  tsrms of S t a v 3 n  Ksrr's "On t h e  

f o l l y  o f  r e w a r d i n g  A ,  w h i l e  h c p i n g  f o r  B n ,  t h e  r e c r u i t i n g  

p r o g r a m  (Gf f i c e  o f  P e r s o n n e l ,  R ~ c r u i t i n g  D i v i s i o n ,  E n l i s t e d  

P e r s c n n e l  D i v ; , s i o n )  i s  r e w a r d i n g  q u a n t i t y  w h i l e  h o p i n g  f o r  

q u a l i t y .  I n  r e a l i t y ,  you get o n l y  w h a t  you  a s k  f o r .  

A, NOT DESIGNED FOB QUALITY 

I n  summary, t h e  r e s e a r c h  p o i n t s  t o  t h e  c o c c l u s i o n  t h a t  

t h e  r e c r u i t i n g  p r o g r a m  s i m p l y  i s  n o t  d e s i g n e d  f o r  q u a l i t y .  

A s  a  r e s u l t  o f  t h e  o v e r - a m p h a s i s  upon q u a n t i t y  a n d  the 

u n f o r t u n a t e ,  g a n e r a l  e x p e c t  a t i o n  t h a t  q u a l i t y  w i l l  n a t u r a l l y  

a r r i v e  with q u a n t i t y ,  +-he q u a l i t y  o b j e c t i v e s  a r e  a t  b e s t  

l o o s e l y  d e f i n e d .  S i ~ i l a z l y  , q u a l i t y  c o n s i d e r a t i o g s  a r e  
p r a c t i c a l l y  a b s e n t  f rom t h e  c r i t i c a l  p r o g r a m  e l e m e n t s  of 

g o a l  s s t t i ~ g ,  p e r f o r m a n c a  e v a l u a t i o n ,  r e s o u r c p  a l l o c a t i o n  

and  g e n e r a l  p r o g r a m  ~ l a ~ n i n g  a n d  s u p p o r t .  The i c f u s i o n  o f  

t e c h n o l o g y  i n t o  t h e  Ccast G u a r d ,  w i t h  t h e  r e s u l t i n g  demand 

f o r  h i g h  q u a l i t y  p e r s o n r i e l ,  h a s  b r o u g n z  a b o u r  a n  a w a k e n i n g  

t o  the c c n s i d e r a t i o n  o f  these q u a l i t y  i s s u e s .  

8. EEfECTIVENESS A N D  PROGBAH ELEBEITS 

The e s t a b l i s h m e n t  of 3 n  c v a l u a t l o n  a n d  c o r i t r o l  p r o c E s s  

p r s s u m e s  En a b i l i t y  t o  e v a l u a t s  p r o g r a m  p e r f o r m a n c ~  a n d  a n  

i f i c l i n a ' i o n  t o  u t i l i z e  t h e  r e s u l t a n t  p a r f o r m a n c e  d a t a ,  

a d j u s t i r g  and a d a p k i n g  t h e  p r o g r a m  -;a c o n f o r m  with d y n a m i c  

p r o g r a m  c b j e c t i v e s .  Having d i s c u s s e d  a t  s o w  l e n g t h  t h e  

+ 



p e r f  c r m a n c s  of t h e  r a c r u i t i n g  p r o g r a m ,  t h e r e  r e m a i n s  t h t  

t a s k  t o  i d m t L f y  t h e  p r o g r a m  d e m e n t s  t h a t  a r e  c a n d i d a t e s  

f o r  c h a c g a  zs well a s  t a r g e t i n g  t h e  d i r e c t i o n  o f  c h a n g e ,  

A t  t h e  o u t s e t ,  i t  w i l l  b e  u s e f i l l  f o r  t h e  r e a d a r  t o  

u n d e r s t a n d  t h a t  t h e  c o m p r e h e n s i v e  discussion of e a c h  p r c g r a m  

element ir, r e l a t i o n  t c  t h c  p r o g r a m  o b j e c t i v e s ,  a n d  t o  o t h e r  

e l e m e n t s ,  i s  h d i v i d u a l l y  a p o t e r t i a l  t o p i c  f o z  f u r t h e r  

r e s o a r c h  a n d  i n v e s t i g a t i o n .  The l i m l t o d  p u r p o s ?  o f  t h i s  

s e c t i o n  is t o  i d e n t i f y  g a e r a l  d i r s c t i o n s  a n d  m a g c i t u d c s  of  

c h a n g e  a ~ ~ r c p r i a t e  i r  l i g h t  o f  t h e  c v o l v i n g  demands  b s i r g  

p l a c s d  upon thrr r e c r u i t i n g  program.  

Whereas  t h e  q u a l i t a t i v s  0 b j ~ ~ t i ~ o ~  i n  t h e i r  c u r r e n t  

f o r m  i n t r o d u c e  t hs p r i m a r y  q u a l i t y  i s s u e s  ( " q u a l i f  i s d w  sad 

t t b e s t - q u a l i f i e d 8 t ) ,  t h s y  f 3 i l  ts o p ? z a t i o n a l i z o  f u l l y  t h o s e  

i s s u e s .  T h e  i d e n t i f i c a t i o n  o f  a b e s t - q u a l i i f i e d  a p p l i c a n t  

a n d  t h e  ~ r i c r i t y  p l a c e d  upon  t h a  e n l i s t m e n t  o f  q u a l i t y  a r e  

u n f o r t u n a t e l y  a b r o g a t e d  t o  the m i d d l e  a n d  lower o r g a n i z a -  

t i o n a l  l e v e l s ,  For example i n  two p r o p o r t F o n a t e l y  l a r g t  

r e c r u i t i n g  d i s t r i c t s ,  h a v i n g  b s e n  p r o v i d e d  wi<h o n l y  t h c  

minimum q u a l i t y  s t a n d a r d s  ( w h i l e  h o p i n g  f o r  b e s t - q u a l i f i l d ) ,  

t h e  e x p r e s s s d  a t t i t u d e  I s :  "fi t h e  C o a s t  G u a z d  w a n t z d  S e t t e r  

t h a n  t h e  m i c b u m  t h e y  would a s k  fcr it: m i z i m s l l y  q u a l i f F c d  

is a s  g o o d  a s  b e s t - q u a l i f i e d , " 2 8  W i t h i n  ' h e s e  d i s t r i c t s ,  

t h o r e  a r e  nc z o o c e r t f d  effort-s t o  a t t r a c t  b e t t s r  t h a n  t h e  

minimum, Ycu g e t  w h e t  y o u  a s k  for, 

The p r o v i s i o n  of  .- more d e t a i l t d  d e f i n i t i o n  and  

broader  p e r s p e c t i v e  on t h ?  q u a l i t y  i s s u e s  t h r o u g h o u t  t h e  

r s c r u i t i n g  c r g a n i z a t i o n  r e p r e s s n t s  358 avanus  f o i  enha~cing 

p r o g r a m  &if sct i v e n e s s .  

-------------------- 
2 a I n t ~ r v i o w s  w i t h  r ~ c r u i t i n g  supervisors. 



L P o t e n t i a l  - ------ 
As is e v l d s n c e d  by t h e  p rog ram ' s  c u r r  en? p r o c 3 d u - z ~ ~  

f o r  a l l c c e t i o g  r s c r u i t e r  r e s o u r c e s ,  a p p o r t i o n i n g  m i c c r l t y  

g o a l s  a r d  t a r g e t i n g  a d v e r t i s i n g  t f f o r i s ,  there i s  r s c o g c i -  

t i o n  of q u a n t i t y  o r i e n t s d  t e r r i t o r i a l  p o t e n t i a l .  S i m p l y  

p u t ,  t h c s e  d i s r r i c t s  w i t h  a g z e a r e z  resident p o p u l a t i o n  

r e c e i v e  mcre r p c r u i t e r s ,  a h i g h e r  m i n o r i t y  goa l  ar ,d g r o a z s z  

s a t u r a t l c n  o f  a d v e r t i s i n g  efforts t h a n  do t h o s 5  d l s t r i c ' s  

composed c f  l e s s e r  ? c p l a t i o n s ,  T h i s  p o l i c y  h a s  l e d  t o  a 

g r e a t e r  c o n c e n t r a t i o n  o f  r s c r u i t e r s  arid r e c r u i t i c g  e f f o r ' s  

a l o n g  t h e  E a s t  a n d  Gulf  c o a s t s  d s s p i t e  t h e  stcady m i g r a t i o n  

of t h e  p o p u l a t i o n  wostward. (The g e o g z a p h i c  d i s + r i b u t i o o  of 

r e c r u i t i n g  b i l l e t s  a F F e a r s  i n  Tab12 IX.) D e s c r i b i n g  the 

d i s t r i b u t i o n  ~f recr u i t i o g  r e s o u r c s s  by g e o g r a p h i c  r e g l o a s ,  

t h e  g r P a t e s t  c o n c e n t r a t i c n  a p p e a r s  i n  t h e  S o u t h  

A t l a n t i c / S o u t h  C t n t r a l  (Districts 5,7,8) , f o l l o w e d  by New 

England/Middls  A c l a n t i c  (Districzs 1 , 3 ) ,  N o r t h  C e n t r a l  

( D i s t x i c t g  2.9) , a n d  l a s t l y ,  MountaFn/Pac i f  ic (Distr icts  

11,12,13,14)  , 

J u s t  a s  e a c h  d i s t r i c z  s x h i b i t s  a n d  r e c o g n i z e s  the 

p r e s e n c e  cf *&is q u a n t i t y  p o t e n t i a l ,  there  exists, t h o u g h  

s y s t s m a t i c a l l y  u n r s c c g n i z e d  , a q u a l i t y  p o t e n t i a l  a s  well, 

I n t r c d u c e d  i n  t h e  l i t e r a t u r e  s e v i s w ,  d e m o n s t r a t e d  i n  T a b l e  

XI11 and  s u p p o r t e d  b y  T a b l s  X I V ,  one c h a r a c t 5 z i s t i c  o f  e a c h  

r e c r u i t i n g  d i s t r i c t  is its inherent p o t e n t i a l  t o  p r o d u c e  

i t q u a l i f l t d t *  and " b e s t - q u a l i  f i ~ d f l  a p p l i c a n t s ,  D e s c r i b i n g  

r s g l o n a l l y  the q u a l i t y  p o t s n t i a l  as determined by the 1980 

a d m i n i s t r a t i c n  o f  t h e  A S V A B  t o  11,914 y o u t h s ,  g r e a t e r  p c t f n -  

t i a l  r e s i d e s  i n  N e w  Zngland/Mlddle  Atlantic, f o l l o w e d  by 

North C e n t r a l ,  i'lount s l n / P a c i f i c  a ~ d  l a s t l y ,  South 

A t l a n t i c / S o u t h  C e n t r a l  [ R e f ,  7.1. The C o a s t  Guard d z t a  

g s n e r a l l y  c c n f o r m s  t c  t h i s  pattern w i t h  t h e  e x c e p t i o n  cf t h e  

M o u n t a i n / F a c i f l c  where p e r f o r m a n c e  ~odicated i n  Tab16  XIV 

s x c c e d s  t h a t  which the c o m p a r l s c n  m u 1 5  have p r e d i c t s d .  



E n t e r i n g  a r e c r u i t i n g  s n v i z o n m % n t  where t h e  q u a l i t a -  

t l v  e d i m e n s i o n  of mansower is  r a c e i v i n g  i n c r e a s i n g  
attention, t h e  q u a l i t y  o r i e n t e d  t e r r i t o r i a l  p o t s n t i a l  i s  om 

p l a n n i n g  e l e m 2 n t  t h a t  must  n o t  b~ ignorr3d.  Jus r .  as t h s  
q u a n t i t a t i v e  p o t 2 n t i a l  is r e f l e c t e d  i n  t h e  strategic d a c i -  

s i o n  making p r o c z s s ,  s o  a u s t  t h e  q u a l i t a t i v e  p o t e 2 t i a l  ks 

c o n s i d e r e d ,  F o r  e x a m p l e ,  i n  t h e  r e c e n t  r e v i e w  o f  m i n o r i t y  

g o a l  a p p c r t i o n m e n t ,  c n l y  t h e  number o f  m i n o r i t i a s  w i t h i r !  a 

f i f t y  m i l a  r a d i u s  o f  t h e  r e c r u i t i n g  o f f i c a  wzs c o n s i d ~ z e d .  
I g n o r e d  w 8 1 : ~  t h e  q u a l i t y  c h a r a c t e r i s t i c s  o f  r h o s 2  m i s a r i -  

ties: a g e ,  e d u c a t i o n  a t t a i n m c l n t  l e v e l ,  mental aptitude, etc.  

As a  r e s u l t ,  d i s t r i c t s  h a v i n g  a 814 p o g u l a t i o n  of r n i ~ o r l -  
ties t u t  g u a l i 4 2  w i l l  now p r o v i d e  g z e a t o r  n u m b e r s  o f  
m a r g i n a l l y  q u a l i f i e d  m i n o r i t i e s  who w i l l  a t t r i t e  wi4C 

- t u a c ?  t h a n  t h %  g r e a t e r  f r e q u s n c y  a n d  be o f  a l o w e r  m e n t a l  apt: 

a v e r a g e  recruit. The  e n d  r e s u l t  w i l l  b e  t h a t  y ~ s ,  m i n o r i t y  
g o a l  ( q u a n t i t a t i v e l y )  w i l l  be  a c h i a v e d ,  b u t  w h e ~  r e v i e w e d  i n  

l i g h t  o f  t h e  p e r f o r a a c c e  m e a s u r e s  p r ~ s e n t e d  i n  t h i s  t h e s i s ,  
i n  a p o t s n t i a l l y  i n e f f s c t i v e  manner. 

W i t h i n  t h e  recruiting p r o g r a m ,  t h e r e  a r e  twc 

s p e c i f i c  F rcgram e l e m e n t s  whers c o n s i d e r a t i o n  of t h e  q u a l i t y  

o r i z n t s d  t e r r i t o r i a l  ~ o t e n t i a l  c a n  p r o v e  b e n ~ f i c i a l  t o  the 
a h a n c e m e x t  cf p r o g r a m  s f f s c t i v e n e s s .  

a.  R e s o u r c e  A l l o c a t i o n  

Comparing t h e  r a c o g n i z s a  q u a n t i t y  p o t e n t i a l  a s  

d a s c r i b s d  reg iona l ly  w i t h  t h o s e  r e g i o n s  of  q u a l i t y  p o t e n -  
t i a l ,  t h e r e  is o n e  p c i n t  of s t a r k  i i v e r g 2 n c e :  the C o a s t  
G u a r d ' s  g r e a t e s t  c o n c e n t r a t i o r  of r e c z u i t i n g  a c t i v i t y  o c c u r s  

p r e c i s e l y  i n  t h e  r e g i o n  o f  g r e a t e s - c  r e l a t i v e  m e n z a l  a p t i t - u d e  

weakness [ R e f .  7.1. The F i f t h ,  S a v e n t h  a n d  E i g h t b  d i s t r i c t s  
j o i n t l y  p r o d u c e  p r o p c r t i o c a  t e l y  g r s 2 t ~ r  n u m b e r s  o f  mer?tal 

c a t e g o r y  IIIB, IV a n d  V i n d i v i d u a l s  t h a n  e i t h e r  o f  '.,fig 



r ~ m a i n i n g  r e g i o n s . 2 9  T h i s  i s  n o t  s u c p r i s i n g  i n  v i e w  o f  t h e  

r s g i o n a l  q u a l i t y  p o t e n t i a l ,  C o n v e r s e l y ,  w h i l e  t h e  Coas+ 

Guard receives g r z a t e r  p r o p o r t i o n s  o f  u p p e r  i n e n t a l  c a t 2 g o r y  

i n d i v i d u e l s  f rom t h e  E l e v e n t h ,  T w e l f t h  a n d  T h i r t  eea-h 

d i s t r i c t s ,  t h a t  r z g i c n  r e c e i v e s  t h e  s m a l l e s t  l e v e l s  o f  

r e c r u i t i n g  r g s o u r c e s .  U n f o r t u n a t e l y ,  w h i l e  t h e  q u a l i t y  

p r o d u c t  of the l a t t e r  r e g i o n  g r s a t l y  s x c e e d s  z h a i  o f  t h t  

f o r m e r ,  t h e  q u o t a  a n d  r e s o u r c e  d i f f a r e n t i a l s  a r e  s o  gre?': 

t h a t  t h e  l ower  q u a l i t y  p r o d u c t i o n  9s n o t  overcom3,  

R e f l s c t i n g  o n  the r a c r u i t i n g  environment i n  

existence when the initial r e c r u i t i n g  r s s o u r c s  a 1 l o c a t i c r . s  . 

were d e t e r m i n e d ,  a n d  r e c o g n i z i n g  t h e  i n c r a m s n t a l  process of 

s u b s e q u e n t  change ,  the c u r r e n t  r e s o u r c e  a l l o c a t i o n  s t r a t c g y  

is e a s i l y  u n d e r s t o o d .  N s v e r t h e l e s s ,  t h o  recr u i t i n g  e n v i r o n -  

men? i s  c h a n g i n g ,  the p r i o r i t i e s  are b e i n g  a l t 5 r e d  by t h e  

i m p a c t  of t e c h n o l o g y  and the e a s y - t 3 - u s e  i n c r e r n e c t a l  c h a n g e  

p r o c s s s  i s  i n a d e q u a t ~ ,  The d i s t r i b u t i o n  o f  r e c r u F t s i  

r e s o u r c e s  i s  i n  need of l a r g e  s c a l e  r e v i e w  a n d  a l t e r a t i o n .  
The q u a l i t y  o r i e n t e d  t e r r i t o r i a l  p o t e n t i a l  is  a  r e a l ,  l i v e ,  

~ h e n o m e n a  d e s e r v i n g  a t t e n t i c n  aod i n c l u s i o n  i n  r e s o u r c s  
a l l o c a t i c n  d e c i s i o n  making. 

I;, Qual i ty -Mix  

The f u t i l i t y  o f  employ ing  a force composed 

s o l e l y  o f  uppar  ment a 1  c a t s g o r y  i n d i v i d u a l s  was p r e v i o u s 1  y 

m e n t i c n s d ,  a s  was t h e  c o n c e p t  of q u a l i t y - m i x :  a  q u o t a / g o a l  

d e f i n i t i o n  of t h e  q u a l i t y  o b j e c t i v e s ,  A s  t h ~  program-wide 

q u a l i t y - n i x  d e t a r m i n t l o n  i s  d z t e r m i c ~ d  and  p r o v i d e d  t o  t h e  

r ( . c ru i t i . nq  d i v i s i o n ,  t h a  r e m a i n i n g  task i s  t o  d i s t r i b u t e  

e f f s c t i v s l y  that q u o t a / g o a l  t o  the r e c r u i t i n g  d i s t r i c t s ,  I 

I 
Whereas c u r r e n t  methcds  would r e s u i z  i n  a d i s t r i b u t l c n  bzsed  I 

upon t h s  assumpt. lon t h a t  s a c h  d i s t r i c t  share the l o a d  

-------------------- 
2qSee T a b l e  XIII and T a b l e  XIV 
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( q u a n t i t y  p o t e n t i a l )  , t h e  r e s u l t  would a c t u a l l y  i m p c s s  z 
* b u r d e n  upon t h o s e  d i s t r i c s  i n  the S o u z h s r n  r e g i o n .  T h i s  

r a s s a r c h  wculd s u g g e s t  t h e  r e c o g n l t i o ~  o f  e a c h  d i s t r i c t a s  
+ u s i q u e  q u a l i t y  p c t s n i i a l  a s  the b a s i s  f o r  that q u a l i t y - m i x  

d i s - , r i b u t i o n .  The d a t a  o f  T a b l e  XIIS a n d  T a b l e  X I V  i ~ d i c a t s  
f o r  s x a m ~ l e ,  r e c r u i t e r s  i n  t h e  T h i z z e e n t h  d i s t r i c t  would 
e x p e r i e n c s  less d i f f i c u l t y  ir, r e c z u i t i n g  u p p e r  m e n t a l  c a t e -  

g o r y  i n d i v i d u a l s  t h a n  would r e c r u i t s r s  i n  ths E i g h t h  
df s t r i c t .  

T h e  o p e r a t i v e  u n d e r s t z n d i n g  and advan+-_ageous  use 

of quality p o t e n t i a l  as a p l a n n i c g  f a c t o r  in t h e  a p p c r t i o n -  

msnt o f  r ~ c r u i t e r  b i l l e t s ,  a s s i g n m e n t  of m i n ~ f i t y  r o c r u i t a r s  

and  d i s t r i b u t i o n  of  quota/goal r e p r a s e n t s  a s e c o n d  a v e n u s  
for t h e  enhancement  o f  q u a 1  i t a t i v e  ef f s c t i v e n s s s .  

The i i s c r u i t i n g  Manual c o r r s c t l y  i d e n t i f i e s  t h e  
I 

1 .. r e c r u i t e r  a s  t h e  m o s t  i m p o r t a r i t  alement of the r e c r u i t i n g  ~ Frogram. As t h e  u l t i m a t e  f m p l a a e n t o r  of p o l i c y  a ~ d  p r o c e -  

d u r e s ,  t h e  p e r f o r m a n c e  o f  t h a t  i n d i v i d u a i  i s  a  k e y  eleinent 
ic t h e  q u e s t  f o r  q u a l i t y  ob j e c 2 l v e  s c h i e v e m e c t ,  ~ Accord i , ?g ly ,  r 3 c r u i t e r  p e r f o r m a n c z  s e r v e s  a s  t h e  commoo ~ denominator i n  this a n a l y s i s :  "What p o l i c i s s  c r  p r o c e d u r s s  ~ must b e  a l t ~ r e d ,  d e v e l o p e d  o r  o t h e r w i s e  emphasized so  t h a t  

h e / s h e  c a n  r e c r u i t  i n d i v i d u a l s  o f  t h s  a p p r o p r i a t s  q u a l i t y  

and i n  s u f f i c i e n t  numbers  t o  m e t  p rogram  demand^?'^ 

While o a c h  i s  f u l l y  c a p a b l a  o f  understanding arrd 

a c c o m ~ l i s h i n g  t h s  q u a n t i t a t i v e  o b j s c t i v t s ,  r e c r u i t s r s  and  
thir v a r i a b l e  u n d e r s t a n d i n g  o f  t h e  q u a l i t y  d i m e n s i o n  reprs- 
s 2 n t  a majo r  o b s t a c l e  i n  t h e  achievement o f  q u a l i t y  

o b j s c t i v 9 s .  R e s u l t i n g  from s c h o o l  t r a i n i n g  z n d  = h e  

F n t s r p r e t a t i o n  of w r i t t e n  g u i d a l i r ? e s ,  r e c r u i ~ e r s  h a v e  a v e r y  
r s s t r i c t i v e  and k i a s ~ d  v i sw o f  q u a i i t y  d s z % r m i n a t l o n ,  As 

C 

h a s   bee^ d i s c u s s e d  a t  some l e ~ g t h ,  t h +  sole u t i l i z a t i o n  o f  
w 
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r l s e l e c t i v e  r e c r u i t i n g "  a s  a  b a s i s  f o r  q u a l i t y  d e t e r m i c a i i c n  

is i n a d e q u a t e  a n d  d e c e i v i c g  . Amcng r e c r u i t e r s  h o w e v e r ,  

d e n u n c i a t i o n  o f  % e l a c t i v e  r ~ c r u i t i n g ~ ~  is b l a s p h ~ r n y .  I n  

e v e r y  d i s c u s s i o n  o f  e d u c a t i  on  a n d  r n o n t a l  a p t i t u d e  c r l t c r l a  

o f  q u a l i t y ,  a r e c r u i t e r  is  g u a r z n t a s d  20 r e s u r r e c t  t h e  s t o r y  

of t h e  C a t e g o r y  I i n d i v i d u a l  t h a t  was s e n t  t o  C a p s  May o n l y  

t o  b e  d i s c h a r g e d  f o r  a  p o o r  a t t i t u d o .  T h e  data p r o v i d e d  i n  

T a b l e  I1 a n 3  T a b l e  I V  c l s a r l y  i n d i c a t e  t h a t  :h i s  ayth i s  

without s u b s t a n c e ,  Ccmbin i  ng  t h e  o v ~ r s m p h a s l s  u p c n  q u a n t  i k y  

w i t h  t h e  m i s c o ~ c e p t i o n s  c o n c e r n i n g  q u a l i t y ,  r ? c r u l t s r s  

r s p r o s e n t  an o r g a n i z a t i o n a l  b a r r i e r  t o  q u a l i ~ y  a t t a i n r n e ~ t  . 
T h i s  b a r r i e r  is not  as i n s u r m o u n t a b l e  a s  i t  may 

a p p e a r  d u e  ~ r i m a r i l y  t o  the a v a i l z b l e  l i t s r a t u r e  i d e n t i f y i n g  

p r e f e r r e d  q u a l i t y  d e t e r m h a t i c n  c r i t e r i a  a n d  t h e  p o s t i v e  

attitude, h i g h  mot i v a t i o ~ l  a n d  g e r i u i n e  c o n c e r n  c h a r a c t % r f s t i c  

o f  t h e  Coast G u a r d *  s v o l u n t e e r  r e c r u i t i 3 g  force. R e c r u i t ~ r s  

h a v e  a n  i n s a t i a b l e  d e s i r e  f o r  c o n s t r u c t i v e  p e r f o r n a n c c  f s d -  

b a c k .  R e c r u i t e r s  invest c o n s i d e r a b l e  p e r s o n a l  p r i d s  i n  
t h e i r  r e c r u i t s ,  t h e y  want  t h e m  t o  be s u c c e s s f u l ,  R e c r u i t  c r s  

want  t o  p r o v i d s  t h e  p r o d u c t  t h a t  t h e y  c h i n k  t h p  C o a s t  Guard  

n s e d s .  B~cru i te rs  c a n  t d e n t i f y  a n d  s c r e e n  f o r  q u a l i t y  when 

t h e y  ar.3 I n s t r u c t e d  a s  t o  t h e  p r o p e r  c r i t o t i a ,  a n d  p r o v i d ~ d  

t i m e l y  a n d  accurz te  feedback. 
P r o v i d i n g  recruiters w i t h  o n e  common, c l ea r  a l d  

o p e r a t i o n a l l y  d 3 t s r m i n a b l e  d e f  i o i t i o n  o f  q u a l i t y  w i l l  

~ r o v i d s  a t h i r d  a v e n u e  f o r  t h e  s n h a n c 3 m e n 5  of q u a l i t a t i v e  

ef f 9 c t i v e n e s s .  

M s n a ~ m e n t  P c l i c y  4 ---- - -  --- 
W h i l e  t e r r i t o r i a l  p o t e n t i a l  a d d r e s s e d  t h o  r e c r u i t i n g  

p r o g r a m ' s  e x t e r n a l  e n v i r o n m e n t ,  aod r e c r u i ' e r s  wers F d e c t i -  

f l e d  a s  t h o s e  i n d i v i d u a l s  i m p l o m e n t i n g  t h e  r e c r u i t i n g  

p r o g r a m ,  management p c l i c y  I S  t h s  r ~ c r u i t i n g  p rogram.  
P r o v i d i r . g  t h e  p r o g r a m ' s  s t r u c t u r e ,  d e f i n i n g  izs b o u n d r y  aild 



establishing its c h a r a c t e r ,  management p o l i c y  is c l e a r l y  THE 

d o m i n a n t  p r o g r a m  e l e m e n t .  A s  s u c h ,  it i s  e s s s n t i a l  t h a t  

managemenr s o l t r a c e  and exist i n  c o n s o n a n c e  w i t h  

c o n c e r t e d  e f f o r t s  t o  e n h a n c e  t h e  p r 3 g r a m 1 s  ef f e c % F v e n ' t s s .  

Assuming t h a t  t h i s  i s  s o ,  t h a t  managemant  p o l i c y  i s  a d s p -  

t a b l e  and i n  p u r s u i t  cf e f f e c t i v e n e s s ,  t h r e e  p o l i c y  

e x t e n s i o n s  a r e  e s s e n t i a l  t o  a c h i s v e m e n t ,  

S e t t i n g  

The l i t e r a t u r e  s u g g e s t s  t h a t  a s  a s t a n d a z d  

m e a s u r ~ m e n t  of a d e q u a c y ,  a g o a l  s e t t i n g  mechanism mus t  

c l e a r l y  d e f i n a  i n  operational terms t h s  n a t u r s  o f  t h e  

p r o g r a m ' s  o b  j e c t l v e s .  J u d g i n g  by t h a t  s t a n d a r d ,  t h e  c u r r e n t  

g o a l  s s t t i n g  m e c h a c i s m  w o u l d  s c o r e  p o o r l y .  C o n s i s t i n g  o f  

just two e l e m e n t s ,  quota a n d  m i n o r i t y  g o a l ,  t h e  c u r r e n t  

mechanism i g n ~ r e s  t h e  r e m a i n i n g  q u a l i t y  o b j e c t i v e s ,  T h i s  i s  

p r i m a r i l y  d u e  t o  t h e  F r o g r a m ' s  i n a b i l i t y  t o  d e f i n e  s p e c l f i -  

c a l l p  t h o s e  q u z l i t y  o k j e c t i v e s .  Th? r e s u l t  o f  t h i s  g o a l  

s e t t i n g  weakness i s  t h a t  t w o  s i g n a l s  a z e  d i s s e m i n a t e d  

t h r o u g h o u t  t h e  p rogram:  1) a s t r o n g ,  c l e a = ,  u n e q u i v o c a l  

demand for q u a n t i t i e s  of r e c r u i t s ,  a n d  2) a somewhat  h o l l o w ,  

i l l - d e f i n e d  and a m b i g u o u s  r o q u a s t  f o r  q u a l i t y  r ~ c r u i t s .  

The r e c r u i t i n g  q u o t a s  a n d  g o a l s ,  f r o m  i n i t i a l  

l n c e p t i c n  t o  u l t i m a t e  m o n t h l y  d i s t r i b u t i o n ,  a r e  d e v o i d  o f  

e x p l i c i t  q u a l i t y  c o n s i d e r a t  i o n s ,  A t  e a c h  o r g a n i z a t i o n a  1 

l g v e l  i n v o l v e d  i n  g o a l  d e v e l o p m e n t  h o w d v e r ,  t h e r e  i s  a n  

a w a r e n e s s  of  t h e  C o a s t  G u a r d ' s  q u a l i t y  r s q u i r e m s n t s :  t h e  

o r g a n i z a t i o n  n e e d s  p e r s o n f i e 1  q u a l i f i e d  for t h e  AT, AE, ET, 

ST, FT a n d  o t h e r  t e c h n i c a l  ra t ss .  Y 2 t  i n  p r a c t i c ~ ,  t h e  

p r o g r a m  a s k s  f o r  e n l i s t m e n t  q u o t a / m i n o r i t y  g o a l  w h i l e  h o p i n g  

t o  f i l l  t h e  h i g h  q u a l i t y  requirements. 

P r e v i o u s  a n a l y s i s  s u g g e s t s  t h a t  w h i l e  t h i s  g o a l  

s e t t i n g  m ~ c h a n i s m  may be a n e m i c ,  i t  i s  n o t  t e r n i n a l :  s a c h  

o b j a c t i v e  caIi b e  t r a n s f o r m e d  i n t o  s p e c i f i c  g o a l s ,  Via  t h e  



acceptance of I q q u a l i r y N  a s  d e f i n e d  by e d u c a t i o n  a t t a i z m o n t  

and mcat,al a p t i t u d e ,  t h e  q u a l i t y  c b j e c t i v e s  can  bs 

a d d r e s s e d .  Tha  Enliz'ed P g r s o n n e l  D i v i s i o l ; ,  i n  c o o r d i n a t i o n  

w i t h  t h e  R e c r u i t i n g  D i v i s i o n  c a n  d e v ~ l o p  q u a i i t y - m i x  t a r g ~ t s  

t h a t  would i d a n t i i y  t h r o u g h o u t  t h e  p rog ram t h e  g o a l s  ~ e r t i -  

~ e n t  t o  t h e  q u a l i t a t i v e  d imens ion .  Ths weak and  i l l - d e f i n e d  

s e c o c d  s i g n a l  c a n  be  made a s  s t r o r i g  a n d  a s  c l e a r  a s  :he 

f i r s t .  

A d j u s t i n g  t h e  c u r r e n t  goal s e t t i e g  mech3nlsm t o  

c o m p r e h ~ n s i v s l y  be i n c l u s i v e  of =i p i c g r a m  o b j e c t i v e s  
provides a f o u r t h  avenue  f o r  the echancemen t  of r o c r u i r i n g  

e f f e c t i v e n e s s ,  

b. P ~ r f o r m a n c e  Measurement 

As t h e  g c a l  s e t t i n g  mechanism i d e n t i f i s s  t h e  

d i r e c t i o n  f o r  t h e  r l c r u i t i n  g program,  r,he p e r f o r m a n c e  

m o a s u r ~ m e n t  p r o c z s s  e s t a b l i s h e s  t h 9  p r i o r i t i 2 s .  Viswad from 

t h e  bo t tom cf t h e  o r g a n i z a t i o n  upward,  t h e  p e r f o r m a n c e  

m e a s u r a s  f d s n t l f y  t h c s s  a r e a s  o f  p e r f o r m a n c e  that a r e  o f  

a p p i i r s n t  g r e a t p r  i n t o r 5 s t  t o  manag~msne-: h e n c e  t h o s ~  arE?s 

r s c s i v z  t h t  s h a r e  o f  a r t e n t i o r ,  snd ane rgy .  I f  t h e  

p r o g r a m ' s  g o a l s  a r e  to b e  a c h i s v e d ,  ; h e r s  must b e  a  r e c a g z l -  

zab le  c c n f o r m i t y  be tween  rhe c o m p r c i h s s s i v e l y  s t a t e d  g o a l s  

and  the e s t a b l i s h e d  measu re s  of pezformance .  H i t h i n  t h e  

r e c r u i t i i n g  ~ r o g r a m ,  t h e  good  9svs I s  t h a t  t h q r ?  IS a d?gre% 

of c c n f o r m i t y :  t h e  bad n l u s  i s  t h a t  %ha g o a l s  a t e  incom- 

p l e t e l y  s t a t e d .  

Viewed f r c m  t h e  t o p  o f  the o r g a n i z a t i o n ,  t h e  

e x i s r i c g  s h a l l o w  p e r f o r m a n c e  m e a s u r e s  are s i n i l a r l y  t r o u b l e -  

somi.. By i r ~ p l y i ~ g  a c o m p r e h e n s i v e  r s v i e w  o f  program 

p e r f o r m a n c e ,  these quantitative rneasurzs  o b s c u r e  q u a l i t a t i v e  

p e r f o r m a n c e .  B y  h a l c  a f  f 2 c  t, It is assumed t h a t  q u a n t i t a -  

t i v a  success :  p r o d u c e s  q u a l i t a t i v e  s u c c e s s  a s  well. The d a t a  
indlcats t h a t  z h i s  i s  n o t  a l w a y s  t h o  c a s e .  



Just a s  i t  i s  p o s s i b l e  t o  d e f i n e  t h e  q u a l l t ~ t i v e  

o b j r c t i v s s  i n  a c o m p r e h e n s i v s  g o a l  f o r m a t ,  so it i s  w i t h  t h e  

p e r f c r m a n c e  m e a s u r e s .  L i k e w i s + ,  where  i t  & n e c e s s a r y  To 

p r o v i d e ,  t h r o u g h  g o a l s ,  a  d i r e c t i o n  f o r  t h o  q u a l i t a t i v e  

d i m t n s i . c n ,  it & n e c e s s a r y  t o  i d e n t i f y  t h e  p r i o r i t y  p l a c e d  

on q u a l i t y  by t h e  d s v d o p m e n t  o f  q u a l i t a t i v e  p a r f o r m a n c o  

m e a s u r e s .  Q u a l i t a t i v e  p ~ r f  o r m a n c a  a s a s u r e s  thz'r  r s q u i r e  

i n f o r m a t i o n  r s a d i l y  a v a l l a b l 2  f r o m  w F t h i n  t h e  r e c r u i t i c g  

p r o g r a m  a r e  d 2 m o n s t r a t e d  i n  T a b l c  X I  a n d  Tablm XIV. O h m  a t  

t h e  o p e r a t i c n 3 1  l e v e l s  t h e r e  is a r a c o g n i t i o n  o f  macage- 
msnt's i n t - e r s s t  i n  a d u c a t i o n  a t t a i n m s n t ,  m e n t a l  a p t i t u d e ,  

rscruit a t t r i t i o n  a n d  t h e  q u a l i t a t i v z  d i m e n s i o n ,  s i m i l a r  

r x a g n i t i c n  and ~ r i o r i t y  w i l l  be f s r t h c o m i n g .  

E n h a n c i n g  t h e  c u s r  e n t  p e s f o r r n a n c e  m e a s u r e s  t o  

i n c l u d e  mGasures  p e r t i n a n t  t o  t h e  g u a l i t a t i v s  o b  j o c t i v e s  
r e p r e s e n r s  a f F f t h  a v a u s  r o  t h e  e n h a n c e m e n t  o f  r e c r u i t i n g  

e f f  e c t i v e n e s s .  

c. Rsward - R e c o g n i t i o n  

Once t h e  Frogram's d i r a c t i o n  a r e  d e f i n e d  a n d  

p r i o r i t i s s  ~ ~ t i h l i ~ h ~ d ,  + h a  r e m a i n i n g  cask is t o  a p p o r r i o n  

the p r o g r a m ' s  human eaergiss .  I n  :his process, d r i v e n  by 

human n a t u r e ,  r e c r u i t e r s  a r s  awar9 ~f t h e i r  b s h a v l o r a l  

r ? q u i r e n s r ? t s  and c a n  d i s c r i m i n a t z  b ~ t v 3 ~ 3  t h o s e  t h a t  r o s u l t  

in r e w a r d  a n d  r s c o g n i t i o n  from t h o s e  :hat do  n o t .  Q u i t e  

s i m p l y ,  recruiters are l i k e  i h ~  rest of u s ,  - .hose b e h z v i o r s  

tha ;  r e s u l t  151 scme reward  w i l l  b% r e p e a t e d  a n d  t h o s e  t h z t  

are  w i t h o u t  3scefi.t w i l l  be  repr?ssed, It is  t b e z s f o r a  

I n c u m b e n i  u ~ o n  t h e  r e c r u i t i n g  p rogram t o  i d e n t i f y  r h o s 5  

b l h a v i o r s  t h a r  a z e  r c w a r d a d  ( a n d  tius r e p e l t l a )  i n  a compar-  

i s o n  t o  t h e  b e h a v i o r s  t h a t  a re  d a s i r a d .  w h e r e  ar, e q u a l l r y  

c o m p a r i s o n  r e q u i r s s  no a c t i o n ,  d i f r ' - . r e c c r s  w i l l  r equ i r e  a n  

e v a l u a t i o n  and r e s u l t a n t  a c t i o n .  



From t h e  R e c r u i t i n g  D i v i s i o n  t o  t h e  d i s t r i c t s ,  

t h 2 r o  a r s  n o  p o s i t i v e  r e w a r d s .  From the d i s t r i c t s * ~  

p e r s p e c t i v e ,  t h e  a b s e n c z  of o e g a t i v t  r n c o g n i k i o n  mus t  

s u b s t i t u t e  f o r  a  p o s i t i v s  r e w a r d .  A c c o r d i n g l y ,  2s identz- 

f i e d  t h r o u g h  i n t s r v i e w s  u i 5 h  r e c r u i t i n g  s u p e r v i s o r s ,  r-he 

accompl i shmen t  o f  q u o t a  and  m i n o r i t y  g o a l s  a r i  p e r c e i v e d  t o  

be t h e  e s s e n t i a l  c r i t e r i a  t o  t h e  a v ~ i d a n c e  o f  z e g a t i v e  

r e c o g n i t i o n .  Rs a  r e s u l t ,  t h e  b e h a v i o r s  t h a t  a r e  r e v a r d e d  

are t h o s e  t h a t  a c c o m ~ l i s h  q u a c t i t a t i v e  g o a l s ,  T h e r ~  a r e  no 
r s w a r d s  f o r  q u a l i t y  ar,d likewise, no r o w a r d s  f o r  r e d u c e d  
r e c r u i t  attrition: hence  no i n c e n t i v s  t o  devoLo e n ~ r g i c l s  t o  

t h e s e  priorities. 
H i t h i n  t h e  t s o  d i s t r i c t s ,  f i v e  h a v e  d e v ~ l o p e d  

some v a r i a t i o n  o f  a p o s i t i v e  r= \ward  a n d  r ~ c o g n i t i o n  system.  

Via t h e  p r e s e n t a t i o n  cf a  p l a q u e  o r  a l e t t e r  of a p p r e c i a -  

t i o n ,  s s v e r a l  d i s t r i c t s  seek t o  p romote  s u p e r i o r  r e c r u i t i n g  
p e r f o r m a n c e .  I n  d o i n g  s o  howevor ,  t h e  d i s r r i c t s  have been  

l e f t  t o  t h e i r  own d e v i c e s  t o  e s t a b l i s h  c r i t e r i a  for: "SUFE- 

r i o r  r e c r u i t i n g  p r f  crmancsu .  T h e  result I s  that 

p e r f o r m a n c e  r e w a r d e d  i n  o n e  d i s t r l c t  is no doube c o n s i d e r e d  
r o u t i n e  by a n o t h e r .  The i m p l i c a t i o n  program-wide is that 

there h a s  been r o  c o g l l i t i v o  a t t s n t i o n  t o  t h e  identification 

of d e l s l r a k l e  b e h a v i o r s  a n d  no s p e c i f i c  a c t i o n  t o  p r c m o t e  

l t s u p e r i o r  recruiting par  f o r  mancetl, 
T h i s  c u r r e n t  s i t u a t i o c  E V O ~ V P ~  from t h e  

R e c r u i t i n g  D i v i s i o n '  s abandonment  of t h e  

R s c r u i t s r - o f - t h e - Y e a r  award, WhFlt a t  t h e  t i m s  t h s r e  were 

i n s u f f i c i ~ o t  p d r f o r m a n c e  m e a s u r e s  ta d i s c r i m i n a t e  t h e  supe-  
r i o r  ~ e z f c r m a n c e  f rom t h a t  n o r m a l l y  s x p s c z e d ,  such is n o  
lcnger t h ~  c a s s ,  T h e  data p r c v i d s d  b y  c a n s i 3 e r a t i o n  of  t h e  

q u a l i t a t i v e  d i m e n s i o n  p r o v i d e d  i n  T a b l e  X I ,  T a b l e  XI11 and  

Tabls X I V  c l e a r l y  i d e n t i f y  a r a n g e  o f  pa r fo rmanca .  



By the e s t a b l i s h m e n *  of a " R e c r u i t i n g  D i s t r i c x  

of t h e  Yearu Award, t h e  R e c r u i t i n g  D i v i s i o n  c o u l d  p r o v i d e  a 

c l e a r  communica t ion  cf i ts  g o a l s ,  o b j e c t i v e s  and p r i o r i t i e s  

as  well a s  r s t a b l i s h  t h o s e  b e h a v i o r s  c o n s i d e r e d  T O  b e  supe-  

r i o r .  I n  t h e  wake of D i v i s i o n  l e v e l  a c t i o n ,  as  e a c h  
d i s t r i c t  d e v e l o p s  i t s  i n d i v i d u a l  r e c o g n i t i o n  p rog rams ,  t h e  

r e c r u i t i n g  Frogram wculd b e  t h s  p r i m a r y  b e n e f i c i a r y  o f  

improved  r ~ c r u i t  e r  pe r fo rmance .  C o n s i d s r  i n g  the r e c e n t  

r e d u c t i o n  o f  r e c r u i t e r  p ro f  i c i s ~ c y  pay ,  a n d  t h e  l ~ c r e a s e d  

e f f o r t s  and new b e h a v i o r s  t h a t  w i l l  be r e q u i r e d  i n  t h e  

a c h i e v e m e n t  of qualitative ob j a c t i v e s ,  t h e  t i m i c g  c o u l d  n o t  
be b e t t c r  f o r  t h e  h e a l t h y  i ~ j e c t i o n  o f  P O S I T I V E  r e w a r d  and  

r e c o g n i t i c n ,  

Developmsnt  o f  c r i t e r i a  a n d  r e c o g n i t i o n  o f  supe-  

r i o r  r e c r u i t i n g  ~ e r f c r m a n c e  c a n  a l i g n  t h e  e x p e c t l d  and  

a c t u a l  human b e h a v i o r s ,  t h u s  r e p r e s e n t i n g  a sixth a v e n u e  f o r  

t h e  enhancement  of r ~ c r u i t i n g  e f  f  e c t i v e n 9 s s .  

d.  Program Suppor t  

The d i f f i c u l t i a s  d 2 s c r i b e d  do  n o t  b e g i n  arid end 
C w i t h i n  t h e  R e c r u i t i n g  D i v i s i o n .  T h a t  d i v i s i o r !  Is wcll aware  

of t h e  r e s e a r c h  and e m p h i r i c a l  e v i d t n c e  t h a t  s u p p o r t s  r e c o g -  

n i t i o n  o f  t h e  i n c r e a s ~ d  l e v e l  of d o l l a r  a n d  personnel 

r e s o u r c s s  r e q u i r e d  tc r e c r u i t  h i g h  q u a l i t y  i 3 d i v i d u a l s .  It 

c l s a r l y  t a k e s  more time and  e n e r g y  t o  a t t r a c '  ar-d r s c r u i t  

e x c e p t i o n a l l y  q u a l i f i d  i n d i v i d u a l s  racher  t h a n  the mini -  

m a l l y  q u a l i f i e d :  y e t  kudget  a n d  p e r s o n n s l  r e d u c t i o n s  a x  

impossd ,  T h e  c a s e  m u s t  be  mads w i t h i n  :he b u d g e t a r y  process 

t h a t  tgpeoplc" a r e  t h s  C o a s t  Guard  a n d  l g q u z l i t y  people1*  

~ r o v i d s  a  q u a l i t y  C o a s t  Guard.  An i n c r e a s e d  l e v e l  o f  

r s s o u r c r s  a t  t h ~  f r o ~ i t  end  ( r e c r u i t i r g )  will rsduca t b e  

r s s o u x c e s  r e q u i r s d  t c  c o n d u c t  s u b s e q u e n t  t r a i n i n g  snd 

E d u c a t i o n  E n r i c h m e n t  Progrsms.  



C. IBPBCT O N  MINO BITY REPRESENTATION 

I f  zhe r w d e r  c a n  r e c a l l  t h e  t h i r d  o b j e c t i v e ,  m i n o r i t y  

p r o p o r t i o n s ,  a n d  r e v i e w  t h e  m i n o r i t y  a i e n t a l  a p t i t u d e  d i s t r i -  

b u t i o n  o f  Table X I ,  a q u l s t i o n  may a r i s e  a s  t o  $ h ~  imparTt 

upon m i n o r i t y  r e p r e s e n t a t i o n  o f  a r e c r u i t i n g  p r o g r a m  empha- 

s i z i n g  q u a l i t y  r e c r u i t i n g .  The  s i m p l e  ar rswer  i s  t h a t  the 

i m p a c t  c a n  b e  o i t h e r  p o s i t i v e  o r  n ~ u t r a l :  it d o a s  n o t  h a v e  

t o  b e  n e g a t i v ~ ,  
The p o i n t  mus t  b e  mad? c l e a r  t h a t  = h e  term q * i n i n o r i ? y y "  i s  

n o t  a n  antonym f o r  " q u a l i t y 1 *  a n d  e f f o r t s  t o  a c h i s v e  Sot5  a r e  

n o t  m u t u a l l y  s x c l u s i v e ,  B p r o g r a m  s e s k i n g  a  20% m i n o r i t y  

r s p r e s e n t a t i o n  d o e s  n o t  have  t o  do  s o  a t  t h e  e x p s n s s  of  

q u a l i t y .  L i k ~ n i s e ,  a p r o g r a m  s e ~ k i n g  a  q u a l i t y - m i x  p r o F o r -  

t i o n  cf u F p e r  m e n t a l  c a t e g o r y  r e c r u i t s  d o e s  no? o e e d  t o  

s a c r i f i c e  m l n ~ r i  t y  goa l  att a i n m e ~ t ,  The two o b j e c t i v e s  

r e p r e s e n t  u r g e n t  Coast  G u a r d  n s e d s  scd c a n  bs p u r s u e d  i n  

c o n s o n a n c e ,  I n  s p i t e  of i t s  f i r s t  a p p e a r a n c e ,  t h e r e  i s  no  

z e r o - s u m  game: n o  o n e  o r  t h e  o t h e r ,  

W i t h i n  tho N a v y ' s  r e c r u i t i n g  p r o g r a m ,  r e c r u i t i n g  

. d i s t r i c t s  a r e  p r c v i d e d  t a r g e t  p e r c a n t a g e s  f o r  M s n t a i  G r o u p  
I - I I I A ,  High S c h o o l  Ciploma G r a d u a t e s ,  H i s p a n i c  a n d  Slack 

a c c e s s i o n s  [Ref, 26, j, I n  much t h a  s a m e  m a n n s r ,  t h r o u g h  

e x i s t i n g  e n  l i s t m 9 n t  s t a n d a r d s ,  m i n o r i t y  g o a l s  a n d  

q u a l i t y - m i x  t a r g e t s ,  t h e  C o a s t  G u a r d ' s  r e c r u i t i n g  p r o g r a m  

c o u l d  a c h i e v e  e a c h  o f  t h s  f o u r  o b j e c t i v e s  s i m u f t z n e o u s l y .  

An a p p r o a c h  C-3 these o b j e c t i v e s  $ h a t  seeks first t o  a c h i e v e  

a  2 0 %  m i n c r L t y  r e p r s s e n t a t i o n  w i t h i n  t h e  C o a s t  G u a r d  p r i o r  

t o  a d d r e s s i n g  q u a l i t y  Is a n  a p p r o a c h  t h a t  w i l l  ? r e d u c e  a  

m e d i c c r s  C c a s t  G u a r d  manpower forcs. The  o b j 5 c t i v s s  must, be 

p u r s u e d  c o n c u r r e n t l y .  

T h i s  is no t  LO s a y  t h a t  t h e  m i n ~ r i t y  o b j ~ c t l v e s  c a n  b e  

a c c o m p l i s h e d  s a s i l y  hcwever ,  a s  t h a y  c a n n o t .  F o r t n n a t e l y ,  

the l i t e r a t u r e  d c e s  ~ ~ 0 v i . d ~  i n s i g h t s  t3 t h e  r l v e l ~ p m s n t  of a 



* 
m i n o r i t y  ~ e c r u i t i n g  s t r a t e g y .  As i n  any  r e c r u i t i n g  s t r a -  

~r t e g y ,  you g e t  wha t  you a s k  f o r .  
D u e  t o  t h z  h i s t o r i c a l  d i f f a r ~ n t i a l  is  AFQT s c o r e s  f o r  

m i n o r i t i e s  v e r s u s  w h i t e s ,  t h o  e l emeor  o f  t e r r i t o r i a l  quallty u' 

p o t e n t i a l  i s  3 czitical e l a e e n t  in t h e  r a c r u i t m o n t  o f  q u a l i -  
f i e d  a i n o r i t i s s .  a s  is t h e  c a s a  i n  the g e n e r a l  r e c r u i t h g  

r 

program hewover,  t h e  Frogram s s e k s  t o  r e c r u i t  p r o p o r t i o n -  

ace ly  more m i n o r i t i e s  from t h a  Sou th  A t l a n t i c / S o u r h  C ~ n r r a l  
r ~ g l o n .  Given t h e  q u a l i t y  potantial of t h a t  r e g i o n .  i s  t h s  
e x p e r i e n c e  cf poor  q u a l i t y  s u r p r i s i n g ?  

Research i n t o  recruiter 2 f f e c t i v e o e s s  i n d i c a t e s  t h a t  

m i n o r i t y  r e c r u i t a s  are  more s u c c e s s f u l  i n  t h e  recruiting o f  
m i n o r i t i e s  tht are whits r e c r u i t s r s .  Combining t h i s  o b s s r -  

v a t i o n  w i t h  t h e  e x i s t i n g  t e r r i t o r i a l  potentials, r a s e a r c h  

Q would s u g g o s r  t h o  a s s i g n m ~ n t  o f  ahority r e c r u i t e r s  to +.hs 

F i r s t ,  T h i r d ,  E l e v e n t h ,  T w e l f t h  and  T h i r t e s n t h  d i s t r i c - m .  
I n  p r a c t i c e ,  t h e  First d i s t r i c t  has one  mhority recruiter 

F 

and  the T h i r t e s n t h  ncne. Y a , t  53% cf c h e  m i n o r i t y  r ec tu i i . - e r s  
r 

er4 a s s i g n e d  t o  t h e  Fifth, S e v e n t h  a n d  E i g h t h  d i s t r i c t s .  
T h e  d i f f i c u l t i e s  e x p e r r e n c ~ d  wich t h e  e f f o c t i v s  

I 
r s c r u i t i n g  cf m i n o r i t e s  a r e  similar to t h o s e  e x p e z i s n c e d  

program-wide (i. e. g c a l  s e t t i n g ,  g o a l  s p e c i f i c i t y ,  t e r r i t o -  
r i a l  p o i . e n t i a l ,  z e u a r d - r o c o g n o i t i o n ,  stc.) a n d  t h e  rsmediss 
are  t h e  rams. The  a v e n u e s  l a d i n g  t o  t h e  enhancemen t  of 

r e c r u i t i n $  e f E e c t i v e n o s s  w L l l  s i m i l a r l y  l e a d  t o  t h e  enhanco- 

ment cf minority g o a l  accompl i shmen t .  



In making these recommendat ions ,  it is c l e a r l y  unds r -  

s t o o d  t h a t  there a r e  no s l m p l s ,  o n e   st$^ a n s w e r s  t o  t h e  

enhancement  of r l c r u i t i n g  e f f e c t i v a n ~ s s .  R a t h e r  t h e  

a t t e m p t  w i l l  b e  q u i t e  complex  when c o n s i d s r i n g  t h ~  i n d i v i -  

d u a l  ar,d combined i m ~ a c t  of t h e  r e c r u i t i n g  e ~ v i r o n m e n 5 ,  

e x t e r n a l  ~ c o r ~ m i c  f a c t o r s ,  and i n t s r n a l  o r g a n i z a t , i o n a l  

dsrna~ds .  T h e  p r e s a n t a t i 3 n  o f  these q u a l i t a t i v e  s f f e c t i v e -  

ness i s s u e s  p r o v i d q s  an F d o n t i f  i c a t i c n  o f  t h e  i n d e p e n d e n t  

a l t e r n a t i v e  c o u r s e s  of a c t i o n .  The mos t  c r u c i a l  d e c i s i o n  i s  

n o t  s o  much w h i c h  t o  c o n s i d e r  f i r s t ,  b u t  t o  c o n s i d e r  any of 
f them a t  a l l ,  While  c b v i o u s l y  each r scommenda t ion  c a n n o t  b e  

h i t i a t s d  s i m u l t a n e o u s l y ,  some i ~ i t i a l  a c t i o n  car,  a c d  must 
b bs t a k e n .  

., 

A, OFFICE OF PEBSOEJNEL (G-P) 

k 1. BsvFew -,he c u r r e c r  manpower p l a n n i n g  p r o c e s s  aad t h a  

degroe t o  which the q u a l i t y  d i m e n s i o n  i s  i n c l u d e d ,  P r o v i d e  

gu ida r i ca  t o  G-PE and G-PCIR a s  t o  ths a p p r o p r i a t e  b a l a n c e  

b e t w e e n  q u a l i t y  and q u a n t i t y .  

2. R e v i s e  r h e  p e r f o r m a n c e  e x p e c t a t i o n s  and perf  ormanca 

m e a s u r e s  a p p l i c a b l e  t o  *he r s c r u i t i n g  d i v i s i o n  t o  i n c l u d e  

m e a s u r s s  r e f l e c t i n g  t h e  q u a l i t a t i v e  d i m e n s i o n  o f  p s r f o r m a n c e  

( s d u c a t i o n  attainment, m e n t a l  a p t i i f u d r  d i s t r i b u t t ~ n  and  a 

q u a l i t y / q u a n t i t y  , net p r o d u c t i o n  c o m p o s i t a )  , 

3 .  I n  r ecsga i t i o  n of t h e i r  s h a r e d  s e s p o n s b b i i l t y ,  

i n c l u d e  i n  t h e  p e r f o r m a n c e  m e a s u r e s  o f  t h e  R e c r u i t i n g  

D i v i s i o n ,  T r a i n i n g  a n d  E d u c a t i o n  D i v i s i o n ,  a n d  t o  xne ~ x c - e a t  

p o s s i b l e ,  O p e r a t i o n a l  M e d i c i n e  D i v i s i o n  an  e v a l u z t i o r i  of t h e  

rscrui t  a t t r i t i o n  rate, 



4. w i t h  +he i n c r e a s i n g  q u a l i t y  damands b e i n g  cor i f ron t td  

by t h e  R e c r u i t i n g  Division, r e c o g n i z e  t h e  r e q u i r , m e o t  f c r  

g r e a t e r  s u p p o r t  i n  t h e  form o f  b u d g e t  d o l l a r s  a o d  i n c r a a s z d  

p s r s o n n e l  s i r 2 n g t h .  

B. RECRUITING DIVISION (6-PHR) 

1 ,  The  m i s s i o n  o f  ths Coast G u a r d ' s  r a c r n k t i n g  p r o g r a m  

s h o u l d  b e  r e f i n e d  t o  r e a d  i n  p a r t ,  "The basic o b j e c t i v e  o f  

the C o a s t  Guard  r n i l i t a r y  r e c r u i t i ~ g  p r o g r a m  i s  t o  r s c r u i t ,  

qualified o f  f icsrs,  cadet, officer c e n d i d a t e s  a n d  e n l i s t e d  

personnel i n  sufficient numbers 224 of q u f f i c i ~ n t  q u a l i t y  t o  
meet R e g u l a r  a n d  R e s e r v e  s e r v i c e  n e a d s . "  

2. C o n s r d e r  an a d d i t i o n  t o  C h a p t e r  T h r e e  o f  ths 

R e c r u i t i n g  Manual  t o  p r o v i d e  t h e  r z c r u i t e r  with t h e  c h a r a c -  

tsr is t ics o f  a M b e s t - q u a l l f i e d l s  a p p l i c a n t  a s  well a s  t h e  

m i n i m a l l y  q u a l i f i e d .  

3. C o n s i d e r  a c h a n g e  t o  C h a p t e r  S e v e n  of t h e  R e c r u i t i c g  

Mznual  tc more s p e c i f i c a l l y  a d d r e s s  t h a  c o n s i d e r a t i c n s  

e x p ~ c t e d  i n  the a p p l i c a t i o n  o f  H s e l o c t i v e  r e c r u i t i n g "  a n d  

t h e i r  r e l a t i o n s h i p  t o  + ~ C S  q u a l i t y  o b  j s c t i v e s .  

4 .  R e d e s i g n  t h e  f o r m a t  o f  t h 2  M ~ n t h l y  R e p o r t  of  
F G c z u i t i n g  A c t i v i t i e s  (CG-2957) t o  i n c l u d s  t h e  f o i l o w i n g  

q u a l i t a r i v e  p e r f o r m a n c e  m s a s u r s s  ( r e p o r t a b l e  by r e c r u i t i n g  

o f f i c e ) :  Number o f  High School. Dip loma  G r a d u a t e s ;  Number of 

GED r e c r u i t s ;  Number of r e c r u i t s  i n  t h e  f o l l o w i n g  AFQT 

r i i n g e s  (40  - 5 0 )  ( 5 1  - 65) ( 6 6  - 991 ; gumber of r e c r u i t s  

d i s c h a r g e d  from recruit t r a i c i n g .  Thclsa m e a s u r e s  s h o u l d  

s u b s s q u a ? l y  b e  included i n  t h 3  e n n u a l  R s c a p i t u l a t i o n  of 

R e g u l a r  R e c r u i t i n g  A c t i v i t i e s ,  

5.  Rev iew a v a i l a b l e  t s r r i t o r i a l  p o t e n t i a l  d a t a  t o  de ter -  

mine  t h e  q u a l i t y  p o t e n t i a l  o f  o a c h  r e c r u i t i n g  d i s t - i c t ,  

f z c i l i t a t l n g  ths assignment of e n l i s t m e n t  q u o t a  w i t h  a 

q u a l i t y - m i x  m t i o  o r  q u a l i t y  t a r g e t .  



6 .  UFon d e t e s m i n a t i o n  o f  e a c h  d i s t r i c t ' s  r e l a t i v e  

q u a l i t y  p o t e n t i a l ,  and i n  l i g h t  o f  t h e  p r c g r a m ' s  q u z l i i a t i v e  

e b j  e c t i v e s ,  r e v i e w  ?he a p p o r t i o n a n o n t  o f  r e c r u i t e r  b i l l e r s  

a r d  t h e  a s s i g n m e n t  o f  m i l o r i t y  r e c r u i t a r s .  C o n s i d e r  a 

s h i f t i n g  of r z c r u i t e r  r e s o u r c e s  E r ~ m  t h e  S o u t h  
A t l a n t i c / S o u t h  C e n t r a l  t o  t h e  P a c l f i c / H o u o t a i n  r e q i o n s .  

7. Develop a R e c z u i t i n g  D i s t r i c t - o f - t h o - Y e a r  r e c o g n i t i o n  

program t h a t  w i l l  model  f o r  t h e  d i s t r i c r s  a n  o r g a n i z a r i o n a l  

s e n s e  o f  p r i o r i t i e s  r o f l + c t i v ~  o f  t h e  c o n c e r n  fa: q u a l i t y ,  

q u a n t i t y  a n d  s u p e r i o r  r e c r u i t i n g  pcrf orma=rce. 

8. I n c o r p r a t e  i n t o  t h s  R e c r u i t i n g  School c u r r i c u l u m  a 

t r a i n i n g  segment  specifically oriontod t o  t h e  prosentatioc 
of q u a l i t a t i v e  and  q u a n t i i a t i v e  o b j e c t i v e s ,  qua1ic .y  i d e ~ t i -  

f l c a t i o l  a n d  the r e s u l t a n t  p e r f o r n a n c a  ms3suz t s .  

9 ,  I n  c o n j u n c t i o x  w i t h  t h e  above  racommenda? ions ,  

c o n d u c t  a  q u a l i t y  demand/ q u a l i t y  i d e n t i f i c a t i o n / q u a l i t y  

a w a r s n e s s  t r a i n i 2 g  program f o r  c u r r e n t  r e c r u i t s r s  t o  debunk 

o l d  myths  and f o s t s r  a n  a l l i g n m e n t  3f  i n d i v i d u a l  and o r g a n i -  
z a t i o n a l  g o a l s .  

C. G-PE 

1. Revisw t h e  z u r r e n r  manpower p l a n o i n g  p r o c e s s  t o  

i n c o r g o r a t e  t h e  e x p l i c i t  i n c l u s i o n  o f  r h e  q u a l i t a t i v e  diaen- 

s i o n .  A s  r z c r u i t i n g  t a r g e t s  a r e  p r e p a r e d ,  p r c v i d e  t h e  

R c c r u i r l n g  D i v i s i o n  with 3 recomrnen3zd quality-mix r e f l ~ c -  

tivo of a c t u a l  C o z s t  Guard manpow5r n e e d s .  

2 ,  N c r k i n g  w i t h  t h e  R e c r u i t i n g  D i v i s i o n ,  review t h e  

r2cr u i t e r  a s s i g n m e n t  p r o c e s s  and  b i l l e t  d i s t r i b u t i o n  t o  

i r s u r a  the most sf f e c t i v e  u t i l i z a t i ~ n  of r e s o u r c e s  i n  

a c h i e v i n g  quality a n d  q u a n t i t y  ob  j c c t i v e s .  



1. Elscogniziog t h e  s h a r e d  respsnsibilit y f o r  rocrui'. 

a t t r i t i o z ,  form a j o i n t  p a n e l  t o  r e v i s w  its c a u s e s  a n d  

f o r m u l a t e  rocommendat ions  f o r  chailg's i n  p o l i c i s s  o r  prccs- 

duros f o r  i t s  r e d u c t i o n  t o  an acceptable l e v e l .  

E, POSTSCRIPT 

Prom r h o  b e g h i n g ,  the purpos% o f  this t h e s i s  h a 5  not 

keen t o  highlight t h e  w e a k n e s s i s  of t h e  rtcruitinq program, 

r a t h e z  1~ h a s  bo?n t o  i d e n t i f y  zhe i l f f i c u l t  c h a l l a x g ~ s  that 

ir f a c e s  a n d  t o  recommend v i a b l e  alternatives f o r  a d d z ~ a s i n g  

those challenges. T h o  t h o s i s  i n d i c a z e s  r h e  p r o s l n - o  of  

o n s i d e r a b l e  s r r a n g  t h  i n  the r a c r u i t i n g  program, a s t r e o g t h  
from which t h e  zscommondat ions  c a n  b e  implemented .  I n  sost 
cases, t h e  recommendat ions  do n o t  p s i n t  ;o nou i d e a s  +s t h e y  

g e n e r a l l y  r s p r e s e n t  t h e  a c t u a l  d o s i r e s  and  i 3 z e r . t  of th? 

r a c z u i t i n g  Frogram. Perhaps ?he s i m p l s  messa9e oaf t h o  

t h e s i s  is t h a t  you g e t  wha t  Y O U  ~ l k  f o r ,  regardless  cf yoor  

d e s i r e s  k e y  l iss  zhe p r o p e r  a s k i n g .  
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