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ABSTRACT

This ‘~ esis compares the strengths and weaknesses of

Correspondent and Resident Enlisted Training wi thin  the

U.S. Coast Guard. Methods of forecasting personnel t ra in— - 
-

ing needs are discussed . Various a l ternat ives  to meet

training needs are evaluated and compared. A more

general model for  sele cting the best t r a in ing  method to

f~~il ~ given need is developed .

I

I- - -
~~~~~~~~~~~~

- 

_ 
~~~~-- 

T I :



-~ -— -~ - - -~ .- - -  —-- - --- - .- --
‘

.. --~~~~~~~—---~~~--—.- -. - . - — - - —-- - —--. - - — - .

P REFACE

This Thesis is a comparison of costs associated with two

methods of training used in the Coast Guard : Resident and

Correspondent.

Some costs were relatively easy to documen t , measure and

quantify with a high degree o f accuracy . However , some

costs could only be estimated or guessed at .  Example:

What is the cost of a man ’ s pract ical  factors  qual i f ica t ions

if l  terms of both his time and his supervisors t i.zne ? How is

this cost allocated between on the ;ob tr3~nLng and regular

work? in  si tuat ions ~~~~ these , I either had to just ignore

the question ~wh~ ch means assigning a value of SO) ~r estimate

as best 1 cou .d .

As part of the development of cost data fo r  the various

methods of tra~ ninq delivery, : o f t e n  had to est imate costs.

Combining estimated costs w it h  actual  -:osts o f t en  resulted

~n estimates carried far beyond two or three si gn i f i can t

f igures .  I o f t e n  had to choose between ca r ry ing  f igu res

out beyond four  decimal places (which make s the development

easier to reconstruct) and rounding o f f  (which makas the

text easier to read). in general . I have tried to round

o f f  in the text but have carried the Appendices out to the

full decimal place.

As part of my research , I sometimes ran into confl ict ing

figures for the same data. Sometimes , computer based records
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would give me one figure, Headquar ters sta f f  a second , and

a training source a third. In most cases, the expense of

reconciling unmatching figures would probably reveal differ-

ent methods of measurement, counting , categorizing , etc.

None of the differences in the input data would result in

large variation in the f ina l  output data ~tnd conclusions .

However, realizing the potential problems of advancing an

argumen t with variant data, I made it a point to compare

figures from the same source wherever possible , know ing

that unexplained variance between data sources did exist.

During the text , I refer to MKA School, OCA School, etc .

I realize that these are not actually Schools” but rather

courses w~ thin Schools. For the purpose of discussion , it

is easier to think of these courses as ~Schools.”

I ask the reader to bear with these problems in estimation

of data ~carried to nine decimal places) and conflicting

figures, and to look at the macro view of training costs

that takes form . The strengths and weaknesses of Corres—

pondent and Resident training will become readily apparent

to you as they did for me.
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CHAPTER 1. INTRODUCTION

There presently exist two methods ot~ tra~nin~ delivery

within the Coast Guard : Resident and Correspondent. Resi-

dent includes training done ~.n a school environment under

the direction of an instructor. Correspondent includes

tra~ n~ng delivered through written naterial being provided

to a student icr use at h~ s, her own ~ace without ~~ ~nstruc-

tors supervision . :t ~ay be aroued t h a t  other  r~ethods do

ex~ st ~.e., ~elev~ sion , :o~~pute r based instruct~ -:n , ~nstruc—

tor trave~~ nc to the student , i-CT etc. HOwever , these ~ay

a l  be ocr.sidered var~ at~ ons ar.~3 a Ltat~~2ns ~n the two

ori~pna net:-.ods.

The Coast ;~~ rd has in extens :ve t r a~~n~~n ;  ~r~~;razn

~nvo .v~ no thousanus ~f stuuerts annua~~ -:. Bcth the res dent

and corres~ end net  • e t h c d s  :i tra~ n~ n -:  del verv  a re ~ti~~ zed

~n the Coast . uarci’ s traininc ~ ro~;ram . Th:s hes~~s w . l l

examine the twc methods o~ tra~ n~n~ del:ve .y as ut:lized by

the Coast Ouard and ~ il also draw more :er.eral :cnc~~ s~ ir.s

about the :hcioe of resider .t vs. oorrespondent tra~n~ no in

other environments .

Background and ~b;ectives of the Coast Guard En~~ stedTraining Program

The Coast uard ma~ nta~ ns an active iuty enlisted Corps

W~~th  a ~~8 strength of approximately 30 ,500 and annua l

growth of approximately 3 4% to l~~.
1 In order to na~ nta~ n

1
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this corps strength (given current reenlistment rates)

approxi~ute1y 6000 new people must be recruited annually

for i fc~~ year enlistment. These new recruits , after

~nitial Recruit Tra~ n~ ng must ~o on to recetve specia~~~zed

job training in one of the Coast Guard ’s twenty-eight

Enlisted Rates (2ob specialities) i.e., Electric~ an , Radio-

nan , Machinist , Storekeeper , etc . This ~n~ tial rate entry

train~ n~ ~ual~~fies an ~nd~ vidual to - ne of the Rates at the

entry Leve (E-4) and estab .isne s that :ndiv~ dua1 as a

s~ec~ ai.ist w~ th a specif~ o skin. This rate entry train~ ng

can be r eceived - de~ end~ nq the Rate) at either a res:dent

Class A .$chcc , by :orresondence, ~r both. A~~er.d~ x

su.~~ar~ zes the oast -ucrd ~rc~ct~ or. svsten .

:n add~ t~ on to this rate er.try tra~ n~nc , the :~ast ~oard

a.so pr~ v~ des more advanced :ate tra:non ; ;ua~~ fy.nq an

~nd~v~ -dual f-o r ~roi~ction to suose~:uent er. 3t ranks. C.ass

~chocl ts the  tern used ~-~r r’~s~ dent tra~ n~ nc ic r skills

b e y o n d  the bus~ c entry ev~~l .  These ~enera~~~y are concerned

w~ th  some s~ ec~~f~~c techn~ oa sk~~~l r’~~u~ red ho the b~~’. ’ et :n

which the ~nd~ v :dual ~s ser-: ~n-o . There are  also Class  3

schools wh~ ch are lcr .oer  in du r a t i o n , more :en er aj  ~n nature

and not as comz~~n in an enl~~ ted career. For the purpose of

this Thesis, Class B and C Schools will be :crnbined under the

name - C School and w~ ll be considered as all post—A School

resident tra~ nin~~. There are also C Schoc s which are non—

rate speci f ic  i.e., Leadership Schoo ., Drug and Alcoho l

Counse lo r  School , Search and Rescue School etc . These

2
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non-rate specific and non-rate related schools will not

be considered here . Only rate—related (A and C) schools

wili. be considered .

It is the objective of the Coast Guards Enlisted Train-

ing program to provide this training necessary for :

1) initial rate entry and 2) subsequent promotion to higher

ranks.

::. Goals of This Thesis

Th ere are f-our  ;oals -of tnis  Thesis ;  J~ scuss~ on of

training management within the Coast Guard , exam~naticn

~i costs associated with the var~ous type of tra~ n~ ng,

recox~~enda t~~ons f o r  the most e f f e ct i ve  ~ ix of Resident  and

Correspondent Train:n~~, and development -ci a more general

model for section of the most effective m~x of Resident and

Correspondent Tra~ n~ n~ cuts~ de the :cast uard .

A. Tra~ n~ nq Management w~ th.n the oast -~uard — Any

organization wtth 33 ,500 employees 0 and - ,000 new people

each year obviously must have i broad traoninq prooram with

a high degree of management of t he p roo ra m to provide

coordination and eff~~c~ en cy.  As ?art ~f the plann~ng and

coord i nation role -of managenent, decisions must be made as

to; 1) How many people nust be trained overall and how many

must be t ra ined :n each of the twenty-eight rates , 2 ) Who

wilL be selected to receive this training and 3) Exactly

wha t wil l .  they need to be t ra ined in  to func t ion  adequately

after graduation. This Thesis will discuss the role and

3
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~~ thods of managemen t wi th in  the Coast Guard ’s Training

Program and will discuss how decisions are reached as to

how many people will receive t r a i n i n g , which people w i l l

receive training and what material will be covered.

B. Costs associated with the various types of training -

The two a l t e rna t ive  methods of training delivery (Resident

and Correspondent) each have different costs associated

with them. The biggest cost ~nvclved with resident train-

ing is the students salary . The b:ooest cost associated

wtth correspondence ~s course development and administration .

This Thesis will discuss the costs asscc~ ated with the

var~ous types f tra~ n~ ng w~~th~~n the Coa s t  ;uar  L

C. Most effective nix for the -Coast - u a rd  — liven t h a t

two a l t er n a t o v e  methods of tracn:n~; del~ verv exost , there

nust be some po:nt at wh~ oh the most effect~ ve m~x of resi-

dent and :-orrespondent ocurses exist . This ~~~ may :nvcive

‘.J O~ of -one and 0~ ;f the other or may ~nvclve a mixture of

both ~ethods. This Thesis will recoi~nend the most effective

mix of correspondnet and res~dent train~ no for the areas

discussed .

A more general modal for selectin~ the best mix - The

Coast Guard is not the on .y organization faced with selection

of the best mix of training delivery methods. Cther organi-

zations in both the public and private sector are looking

for the most return on their training dollar invested . It

is the ~oai of this Thesis tc use the Coast Guard’s expe r ience

4
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as a basis for a more general model of training method

selection . This model -.r~ ll be discussed along with the

several inputs that must be considered in making the

decision.

III. Assumptions

In order to provide continuity and avoid biased com-

parisons, all analysis (unless otherwise indicated ) will

use .9’3 data . This wi ll inClude mann~n~o levels , retention

rates, a t tr ~~t~~on and all costs ~ex presse d ~n l~~ 8 ~ollars).

)f course , the process of recruitment , tra~ninc , promotion ,

attr~ t~ on , eto ., is an ongoing event and a “snapshot ”

covering one year is arbitrary since trends may vary over

time . Those reachioi e i o ~ biLtty for 10 year retirement

~n 13 enlisted ~n 1958. The behavior of the .9~ 9 retirees

doll probably uc d~ fferer~ f r o m L~~98 ret~ rees who en .~ sted

in 9 ’ ~~. Events ous~ de toe Coast Guard :ou d have an add~ —

tional impac t on future trends; -demograph~: chanues , rein-

statement -o f the draft, -outbreak of war and eccnomic trends

would a~~ a f f e ct the Coast  u a r d ’ s r e c ruo tmen t,  r e te nt ~ cn

and retirement, all -of which affec t traininc needs. Real~ z~ ng

that ~.-378 was ;ust one year in an ongoing process, data will

be taken and forecasts will be made using 19~ 8 data .

:t would be too large a task for this Thesis to

separately evaluate all twenty—eight Rates in the Coast

~uard and recon~ end the best training mix for each. I

have selected to concentrate on the Mach~nist’s Mate (MX)

Rate for the following reasons :

- 
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1.. It is a Rate that offers entry at the Third Class

Petty O f f i c e r  level by either the Class A School or the

Correspondence Course route.

2. It is the largest Rate, including almost 3~’50 billets,

roughly 12% of the Coast -Guard’ s Enlisted Personnel Allowance.

3. It requires roughly 750—900 rate entrants at the

P03 level each year to maintain authorized allowance. Only

the Electronics Technician Rate comes close to this annua l

need of new entrants with 500.

4. :t ~s a fairly representative Rate ~n terms of

techn~cal soph~sticat~ cn. t is not a highly technically

soph~ st~ cated Rate Loc e E ectror.~os Technician , nor :s MX

a str~ ctlv ~)CT, practoca experience oriented Rate .ike

Boatswain ’s Mate.

All statistics used ~n this analysis wiLl be for  the MX

Rate, w~ th the assumpt~ on made that the an a l y s i s  done f o r

MX will be s~m~ lar ~n result to that f o r  o the r  sates , and

that where the Rates may va r y  ~n their tra~ n~ nc requorements ,

the same method and model used to evalua te the MX rate may

be helpful for use with other Rates.

Given that 1978 data and the Mach~n~ st ’s Mate Rate

will be used , the following questions must be answered :

I) Was l~978 a representative year for the Coast Guard? And

2) Was 1978 a representative year for the Machinist Rate?

A.s shown in Appendices II and III, overall Coast Guard

1978 data does not vary considerably from 1 9 5  to 19~ 8.

J
6
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Total inventory on non-prior service personnel4 increased

by 3.8% from 1975 to 1976, by 2.9% from 1976 to 1977 and

decreased by .4% from 1977 to 1978. While this change in

direction may appear alarming at first, it  should be r emem-

bered that the range from the highest growth year (3.8%)

to the lowest growth year (— .4%) is only 4.2%. Additionally,

initial examination of Appendix III past the 20 year level - -

shows large percentage variations between 1975 and 1978.

However , it must be remembered that these percentages above

the 20 year mark are often based on groups of 25 people or

Less and are sub:ect to arge percentage fluctuations -
:

resulting from small sample size.

As shown ~n Appendix V , the total numbe r of separations

as a percent of total enlisted oorps strength increased

slightly dur~ ng the per~ -od 1976—7~’— 8  by 15.5., 16.8% and

L7 .8~ respectiveLy .

Overall , ,978 was not an unusual year in terms of Coast

Guard enl~ sted recruitment , training and retention .

While 1 9 8  may have been a fairly represen tative year

for overall Coast Guard manpower trends, the data is not

as conclusive for the MX Rate in particular during 1978.

According to records maintained by the Engineering

Schoo l at The Coast Guard Training Center , Yorktown , Va .,

the number -of quotas issued during the years l9 6  through

1979 were as shown in Table 1.

7 
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Fiscal Year Number of Graduates

1976 980
77 1,008~78 812
79 980

Table I

MX A School Quotas For F? 1976—79

is difficult to find a “representat~ ve ” year here .

While 1979 appears closer to the average , it is not yet

completed and so would provide o n l y  predicted data . 1976

and 7 data is several yea r s  o ld  and may represent a set of

circumstances less current. 978 ~s below average but is

the most-- recent completed year. This fluctuation in MX A

School output during the period discussed may introduce

unknown variables .

Accord~ n~ to records at Coast  Guard Headquarters Per-

sonnel Tra~ n~ nq and Education) the number of raduates -of

MX A School are as shown on Table I below:

Fiscal Year Number of Graduates

1978 7246

79 850~80 1,0798

Table 2

MX A School Graduates For FY 8-80

- ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ 

5-

~~~~



_ _ _ _ _ _ _

_

~~~~~~~~~~~ 
_ _ _ _ _ _ _ _

Again 9 th-sre is no “representative” year. The school

is planning on a growth of student load of about 15% to

20% per year. To “evalua te” 1979 and 1980 data would be
using data before it happens. 1978 data will be used,

recognizing that 1976—1980 was not a period of steady

state for MX School output.

9 
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CHAPTER 2. BACKGROIJND

In Chapter 1 the objectives of the Coast Guard Enlisted

Training Program were discussed in broad terms. Also dis-

cussed were the four specific goals of this Thesis and

assumptions to be made regarding data to be used in this

Thesis.

Chapter 2 woll provide additional background material

about the Coast Guard Enlis ted Trainong Program with specific

regard to the various routes to advancement available to

the ond~ vodua1 and the role of Correspondent and Resident

traoning in advancemen t of the indivodual . Chapter 2 will

also meet the first goal of thos Thesis as discussed on

Chapter 1: uestions regardon~ how many people must be

trained (forecasting), who woll be trained (selectinc),

and what they must learn ‘estab1~ shong skoll requirements)

will be answered .

Routes to Advancement f o r  the Ir .dovodual

There are two routes by which a nonrated ondovidua l may

gain entry into the various ratings in the Coast Guard .

Th. first is through the Class A School. The second is by

completion of a correspondence course and demonstration of

required skills (called practical factors) and competition

on a Servicewi.de Exam.

1.0 

- _ _ _ _ _ _
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A. Class A Schoo l

The Class A Schools are located throughout the

country . Coast Guard Training Center New York includes Class

A Schools for Electronics Technician , Telephone Technician ,

Radarma n , Damage Controlman , Gunners Mate and Fire Control

Technician . Coast Guard Reserve Training Center Yorktown,

Va. contains Machinist Mate Schoo l , Boatswains Ma te Schoo l

and Electricians Mate School. The Coast Guard Traoning

Center Located at Petaluma , California inc ’udes the Yoeman

School, Storekeeper School, Subsistence Specialist School

and Radioman School. Some Rates receive training at Navy

Schools to economize trainong resources but return to a

Coast ;uard ~not after ~radua t~ cn . The courses vary in

Lenqth f r m  13 to 54 weeks and require a monimum remaining

obLo~ ated ser’:~oe as Lor.~ ~s 3 years. ~con oraduation , an - -

~n d o v o d u a l  ~.s promoted to Petty Cffocer Thord Class (or,

if .~& lacks tne minimum on-service or on-~ rade tome for

~r o mot o o r ,  ne os ~‘desi -m a t e d ”  to a Rate to be promoted at

the Corrun andonq Officers doscretion upon zompletocr . c-f the

minimum re~ uore tome).

B. Correspondence Traonong

The correspondence route to promotion requires some

addotional dedication on the part of the individual. A Coast

j Guardsman who is not assigned to a Class A School may enroll

in a Correspondnece Course offered by the Coast Guard Insti—

tute. Oklahoma City, Oklahoma. Courses are offered which

H 
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lead to promotion to Third Class Petty Officer in many

(but not all) of the Rates in the Coast Guard . The courses

usually have roughly 10 to 15 lessons and include texts ,

reading material and self-scoring tests. At the completion

of the lessons , the student mails away for an end—o f—course

test which is administered under controlled conditions by

the individuals command . Additionally, the student must

demonstrate a series of “practical factors ” required for

promotion to tha t rank and rate. The ‘:arocus practical

factors requored for promotoon to each rank are losted on

a “Record of Practocal Factors ” sheet , Ccast Guard Form

3303c. A separate form os published :cr each Rate.

Each september and !ar:h, ~er :ocewoie Exams are

admonostered to all ualo~~oed Corresponoence ~~orse ;radu—

ates who desore to compete for promotoon and who have a

Commandong Offocers Rec-~mm e n d a t o on .  The results of the

exam are combined woth other factors o .e., profocoency marks ,

length of seryoce , awards and others and rersonnel are ranked

for precedence of promotion . The Coast Guard then promotes

from the top of the list based on the needs of the 3ervice.

The two routes of promotion o f f e r  some distinct

advantages and disadvantages to both the serviceman and the

service. The Class A Schools provide a total learning

environment on which the student has essentoally no duty

other than to learn and the Service can provide close super-

vision of hands—on training and evaluation of performance.

The disadvantages of the Class A Schools are the high cost

12
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to the Service, mostly in terms of personnel salary , lost

work tune due to training and quota waiting lists which

may prevent the individual from beginning his training when

he is ready . The Correspondence route offers almost

immediate enrollment in the course of the individuals

choosing. As will  be shown in subsequent sections , it

costs the service roughly $75 to $100 per correspondence

course graduate and the “training ” can be done at any loca—

t oor ., aboa rd s h o p ,  e tc . , du r on g the ondivoduals spare time

whi le  he os assigned to work at a f u l l  time 0b . The

dosadvantages are d o f f o c u i t y  in p r o v i d i n g  “hands on ” expero-

ence and close supervosoon and control of the learning

experoence. Entry onto 5c:~e rates os not avaolable t h r ou c h

correspondence ~ue to the ~bv~ cus need for practocal hands—

on traononc m d  experoence. Amcno these are ~cspotai Corps-

man and E ectronocs Technocoan .

5 5 . ,  55 55 I.,
,. . L~~ass Sc..oc~

As discussed on p. 2 , Class C ~chco1s provode reso—

dent tra..non~ for skol s bevcr.d the Entry tr:eL (some C

Schools are also cren to :ndo.-oduals below the Rank -:f Petty

Officer). The C School does not actually play a dorect role

on promotion but often includes information which overlaps

with that required for promotoon. To the extent that atten-

dance at a C School provides general professoonal develop-

ment , it is helpful to an individua l , but offers no direct

route to promotion.

13
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I I .  Forecasting Personnel Needs

In order to plan for and anticipate tra in ing  needs of

the Coast Guard as a whole , as well as for each of the

twenty-eight Rates, a forecast must be made annually on

March 15 predicting future training needs)0 This fore-

cast includes specific forecasts for the calendar year

following the one in which the forecast was made and less

specofoc forecasts for the following four years. This fove

year forecast os the ke to the mana-;ement of the Coast

Guards traonon~ program . From rhos forecast , student load—

on-q , course schedulon~;, onstructor staffong and traonong

resources are determ ,ned . :n the macro sense , the Fove

‘rear Forecast coordinates tr,monono C~,.-3sr uard ~:de and

onsures that ar. .mdquate number of traoned perscr.nel ~:ll

be avao~~ bLe to meet t~e future needs o~ the :ca 5t ~~ard .

The ::r~cess cf antocop atono ~utcre manpcwer ief :oors based

on mtt:oro on , retoremen t , ~a~~icre to reen~~~~ - , e t c . ,  os

ictua ly a twc 3ter process.

A. ~erv:ce :efocot Forecast no 30.0 .etton- ~ of
Racruo nmenr oais

The forst step on~;o~ves an overall forecast of

shr oni~age of the total Enlis ted Corps. Reasons for a given

thdov odual not continuing on active duty from one year to

the next may onclude anything from normal expira tion of

enlistment or retirement to dishonorable discharge for dis-

ciplinary reasons. By examining recent reenlistment rates

at various career points (i.e., end of first four year

t

-
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enlos t .ment, end ot second four  yea r  en lis tment , et c . ) ,  a

forecast can be made as to what percentace of those due

:or reenlostment on a subsecuent year woll choose to reen ost

and what percentage ‘~ol choose not to. This percentage os

multiplied by the actual numbers due f o r  reenlistment during

the year on question. Additional Enlisted Corps shronkage

is predicted based on recent history of discharges for

medocal reasons , death rate , etc. Each f :r e c ast e d  oer-

sonnel loss must ~e schedu ed :or rep ooemeot at the recruot

~‘o to maonraon a .o .’en force ,evel. Ad dotoonal ly , an”

-antoc :pated crowtn (~ r rod-oct :or,) on EnlosrecI orps strer .oth

to ~~il ne’~’ y  :00-0 cc. ;0 : anc2l e d )  b~~~~et s w : .l represent

a :‘.ee u e-~ on c r .~ L;e ;r  c rcase .~ ~n r e c r u o ~~on~ : 3 ~~ s.

~e’.;uo:ed 
‘
c-2r~~ ot :o:. TO = .\1 csses - ~r T ’~~t0 ~~~-~~ - — R e d u c t i o n )

on Total En osted Jor ’s .

As a partomi examPle, forecastono ~~~
•.• 

~~~~ recuored

Recruot onput wo ll be iemcnst:atcd csono F’: ~~~~~~ , :ind ‘8

d a t a :  Cu r records  ond oca te  that  for those ncnpr :or servoce

personne l  c om p i e t on g  their forst four year enlostmer.t ,

— reenlostment rates for FY’s shown were ms shown in Table

3 beLow.

15 
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R e t e n to on  Rate

“ 6 (9. 3~ “ 5  — 9. 30 76) 33.3~

7 N 30 “6  — 9 30, “7) 34.~

. 8  N 30 , ‘~~~‘ — 9 ‘ O . “3 >  3 4 . 8

Comb oned 34.4

Table 3

Reen i:stment Rates for ~c npr :cr  Se rv o ce Personnel
Comp .eton~; F:rst Enl:stment FY 

“
~~~-— ‘

‘
~

~e also kn ow  t n a t  441) oecu e ~:l : n m p l e t e  theor

:.rst four year enlost .~ent du r ono F? 7~~. Based on recent

:;ostor~’, we can ex:c TO abc -TO 2 4 . 4  • of these 4 4 3  people to

reefl ost and the rc :n~ .~:- to ~~~~~ The ‘5.~~’ ‘3 0  — ~4.4)

4 4 3  .nu -: m r c s  that r’ .::’,’,’, ~~ 5 oeofoc on :h:s cate55;crv

(c; mplcto :; : toe -.: : : T O ,- four :~ a:’ osomcr’.tJ ~‘o~~ need to

oe rep acec.. T to; .rc .s idd.~d toe :tner “xpected

rep mcenents cc ~- .o:e-d r :o t r ,cn  ;th ~f ser’.’::e :ate :oroes

(proor an: n .~ roor ;er’.’:ce ro :ero ’;e ‘oc tota. losses

exp ectcu . .‘t: o c o ~~atc-: o .et :r:wt:’~ (or reductocn~ *cu ’d

be mdd ec. ~or s-obrracted ) . The t~~ta. o-:ure ~rr:oed mt oson - ;

this metocd was 7r) 3 Requored Recruot :nput f r  F?

B. .~k i i l  D e f o c o t  F or e c a s t o n - ;  Broken ~own by Rates

nce th os fo~~st step nas been ccmp eted mod the “whole

2oast ~u a rd ” Recr -oot :nput fo ;‘ore os mr rov ed at , the second

phase can begin on who~~h ondovodual rate requorements may

ce : o n s o d e r e d .  The var :ous rates dc not requore an equal

---55-- —- -~~~~~~ - -— ~~~~~~~~~~ —
‘
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number of new trainees each year for two reasons ; the various

Rates vary wodelo’ or. the actual number of personne l in

their ranks and they vary as to the percentage -of their

ranks who choose to remain on active duty. As an o lustra—

roon , luring a recent 12 ~~nth period , 701 Machonosts corn—

DIeted t~ eor first er.Lostmenr, who e only 1 Fore Control

Technocoans fell on the same category . Reenlistment rates

varoed :ror Rate to Rate cv as much as 20%.

I c  order to :orecast wo~~t rne sko~~ ~e::cot -~- oil

be on a ; : ‘.‘en Rare, a : rooedure somolar no the “‘.~‘hc e Coast

Cuar.d A;-cr ~ ico .s : :wed . The number

losses  os :al:u ared for .-~.tcc Rare by mulrop y:n-~ the

:eer.lostmenr rate i ; :c r c c r . t a  :e)  c’. ~oe number of ;e~~~~e on

hat Rat e mear.:n; s k o ’ ~~e c o a l r v )  who are schedoleC ha.’e

or. :0t~~~~~~~ •‘x . ::e. Tho s :r o c e d ur e  Os ~coe sepa rately f-c r

noo se  : - :m55 e r o c ~; f : r s t  e r . L o s t m e n r s  ~r .d s- .cse- -ouen r c n l :sr m e o t s .

The total 1ccrcase or . ‘nao~ cwer strenOth ~r each Rate os a

total ‘: r e t o r e m e n t s , forst eol:stment , osses , subsequent

en ostmeot o S S c:~ , :o3ab oro and other osses.

As worn the Whole ~oast Cu.mrd”

Required :.~~~5 5 j t  Al l  Losses From That Rate ‘ - r o wt h‘or ~ac.. Ra ,,e (or — Reduction) in Size of Rate

..evel~~~ ocato or.. of the Defocot

To surruna r i,ze , we have seen how the total number of

required recruots os determined as well as the proportion

1~
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of those recruits who need to be assigned to each of the

29 various Rates.  It should be also noted here , tha t no

differentiation has been made within rate 0.e., -differen-

tiating a need for a Choef Machonost vs. a Thord Class

Machinist. Since the Coast Cuard has essential~,’: no mod-

career personnel onput , ot is obious that all personnel

entry is at the bottom level. Since the only place the

system wo~~ accept a new personnel onput os at the bottom ,

the caree r leve . at whoch a sko l defo~ ot exists beco~~ s

a separate ~uestoor. from how man people we are short by.

The task -of do fferennoa tonc c~ rscone . worn ::’, a Rate dv rank

os the f’c.nctoon of the rr~~ ct .or. system , oct tne traonon ~

system . oncreased ~~~~~~~~~~~~~~~~~~~~~ r a r~ nra r.ono must cc rrc-

voded to oncrease toe number -of 5 k.  lIed mood e and uppe r

rar.~ en osted ~: soone ’., that. traor.:no can cc :;r-v:ded .

Howev er , r o ar  os a s epa ra t e  ; — o e s r o : n  :- :m roe need for

ontro-duc toon o~ basocallv ~ualof:ed cers000e it roe entry

leve .

Rcutes To’ Pr:mcro n

As doscussed .n Secto  ;r. m~~- ’e , there exost two

possible routes  to promotoon (at the F a t e  e n t r y  ev el )  f o r

the o n d o v i dual ; Correspor.dence and Resident -.A School).

However , indivoduals who enter a rate at the P C3 leve l come

f r ~~ the A School the vast ma ;ority of the tome. As shown

on Appendix ‘i’ , there are none rates in which this Correspondent.

Res ident ohc oo e  is avao able (the other 19 Rates , totalono

3001 promotions to PC) do not offer a choice but require

18
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one or the other only) but only 13.8% of the actual promo-

ti ons to P03 will come from the Correspondence source and

36.2% wi~~. come from a C ass A School. Thos heavy prefer-

ence for C ass A School does provode benefots ‘to be dis-

cussed .ater) oncludong control of the number graduating ,

:or.tro’ of speed of progress , close superv :soon , standardi—

zation of instructoon and others . However , given that the

orresr’cndence route os avaolable , th os Resodent traoni .~g

recresents a ho- c e outlay on terms o: personnel tome ~od

sa.ary. The studen t tome alone represents 7.4 mar. years

for these none rates. :n an orcano.at:n of 30 , 5 00 people ,

th iS represents a 2.351 of total personnel than :ou d be

elomonated :hanc:n~ t o exclusove ~se -of ~~ready avaolab e

rra1nor.~; alternatives:

4ho e ot J o e s  seem pos soble that savoocs 03Y cc

a v a o l a o e here , roe fact remaons that the :-oasr oard has

ceen cnable rc rely on Corresrcnder.t Course TOaduates to

foIl all vacancoes requoror.-55; traoned perscr .nei . The assuxnp—

ric o tnar al ,697 A Schoo l ~r a d u a te s  wculd have success-

fully cum pleted a Correspondence Course of A Schoo l were

not availabe os tenuous. While attrit~ cn rates for Class

A School os usually well under 10% l L  failure to complete

- crrespondence Courses 13 over 50%. 10 1978 the Coast Guard

Inst itute recorded 38,037 total enrollments but only 16,086

graduates for an attrition rate of 5 . 1. In l9~ 7 the

attrition rate was 54 ~~ 
12
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Explana t ions  f o r  the low completion rates and corn—

parat~ vely small numbers of Petty Officers who took the

correspondence rou te are many : Art individual may be enrolled

on a Corres~cnder.ce Course at the tome he os selected to

Class A School. He may enroll in one course but decode he

prefers another Rate and return the forst course . He may

be enrolled on a course at the time of discharge. Or he

may ;ust lose onterest on spendoo~ h~ s off du ty  t ome s t u d y i n g .

Add:t~ onallv , an A School  s t u d ent  must  meet certain

monomum aptotude reSt scores be: ore assoonment to an A

Schoo l , but the re  are no m o n o m u m  t e s t  scores fo r  e n r o l l m e n t

o n a Correspondence Course. Thos creates the poss~ b oloty

that an ondovodual who ~culd oct cualofv for a CI,ass A School

ends op tak~ n-4 a Correspcndence curse, has do ffocultv ,

~.eadooc to faolore no ;raduare.

:~ some cases, a ack of basoc readon-: ~nd Loteracv

sk i .s have teen a cause for a student r.av:nc dof fo.cu tv

co~~~Leton~ a Cc-rrespc- r .dence Course. The Coast oard has

recognized rh o s  and  i-orono ’ recent years has onotoated reso—

dent  programs deso~ ned to p ro vod e  an ond.. dual woth basic

readong and loteracy sko ls necessary f o r  the complet ion of

a Correspondence Course or Class A School.

For whatever the reasons, where both alternatives

are available , Correspondence Course gradua tes alone never

make up even 25% of the promotions to Third Class Petty

Officer in a civen Rate. All. Correspondence Course graduates

who meet other requirements , o nc lud~ ng servicewide examinations)

.

~
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are ut i l ized . The do f f e r e n c e  between the n umber of Corres-

pondence Course graduates and the needs of the Coast Guard

is made up in costly Class A resident traoning .

E. Planning Number of Quotas

Once the forecasted required input is calculated

for each Rate , Coast Guard Headquarters (Personnel Training

and Education) can plan the number of A School quotas that

wifl be required to maintain force levels. There are two

sources from whoch ~ualofoed Third 0.ass Petty Offocers may

come besodes A School: The Correspondence Course/Servicewide

Exam Lost; and enlostment of prior servoce personnel who

have left the Servoce but decode to return after a period as

c~ vo.oans . The required onput os decreased by the number of

Correspondence Course graduates and cy the proor service

en~.ostments to gove the total number -of A Schoo l graduates

required . Thos nwnber of ~riduates re55poored os multop 1~ ed

by an “Attrition Shr:nkac;e ~‘actor .” Tho s  Fac tor  os a h o s —

t o r oc a l  estimate of the number of enrcllees who faol to

complete the varocus ocurses and therefore require “over

quota fi long ” to provode the ies:red number of graduates.

Expected attrotion ranges frcrn 18% for Hospital Corpsman to

1% for Quartermasters.

An example of this pr ocess for the Machonists Rate

os shown in Table 4 below :
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Mach inists on board as of 30 Sep 9 3577

less retirements 94
less first term losses 483
less subsequen t losses 151
less disability and other losses 126

total losses 854
Strength without replacement 2723

plus correspondence gradua tes 137
plus prior-service enlistments 70

added s t rength  207

Total strength 2930

Authorized strength as of 30 Sep .9 3764

Class  A School graduates required 864
I • historocal attrition rate x 1.05

876

Table 4

C a l cu l a t on :  2u c t a s  Need ed f o r  MX A School

:::. Selectong Personnel

A. luota Requests

An on d ovodu a l who desores asso~ nment to C .ass A

Schoo l makes hos request on Coast uard Form :0—4526 , The

Enlisted Assocnrent lata Form . These requests ~re made

while in :ndov odual os on Recr ui t T rao n ong and again a f t e r

assignm.nt to a f ield unit. After Recruit Training , some

peop~.e are assigned directly to art A School while some go to

work at a regular Coast Guard unit , where they may rea pply

for an A School..

B. Test Scores

As part of the administrative procedure of applying

for art A School, the individuals scores are submitted on

22
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a battery of aptitude/ability tests as shown below:

1. General Classification Test (GCT) measures

ability to understand words and the relationships

betwen words.

2. Ari thmet ic  Test (ARI) measures ability to use n uin —

bers and apply mathematocal reasoning in practical

problems . Arithmetoc ability requires both an

understanding of the process required on solution

of problems and also speed and accuracy in funda-

mental operations.

3. Mechanocal Test (M.ECH) measures some aspects of

mechanooai and e ectroca :cncwiedge on addoro-o n

no the abi i.ory to onderstand mecnanoca proncoples.

4. Clerocal Test (C~~ R) measures ab olo tv to observe

rapod .y and accurately . Thos test is a speed test.

It os used to test aptotude for ratoncs such as

yecm~ n or storekeeper.

5. The Electronics Technocoan Selectocn Test (ETST

determines ab~~.ot oes s p e co f o c a l ly  re la ted  to

successful completoon of e ectronocs type traoning .

The test consists of subsets of mathematics,

phys ics , sho p prac tice , electr icity , and radio .

The 3CT , ARI , ME CH and CLER tests are ad ministered

to all  Recruits. The ETST is administered only to those

individuals applying for specialized traoning reqa.air~ ng this

test .

23
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C. Comanding Officers Endorsement

The Conm~ nding Officer adds his endorsement ( u s u a l l y

approving or disapproving), checks to see that the test

scores and performance marks of the indovidua l meet the

requ ired minimums , and adds any further recommendation or

discussion as needed . t is the responsibility oi the

Commanding Cfficer to insure that school applicants are

screened and that indivoduals with records of poor (below

average or less than 3 . 3  or. the Enlosted Evaluation Sheet~

are not recommended for school. “ t must be emphasozed

that on os stoll paramcunn tha t cr .~~o personnel woth Petty

fficer potentoal be sent to courses.~~
14

~~~. Submission to Headquarters

The app locatoons are then forwarded to Coast - oard

Headquarters where the ondovodua l is put on a waotong lost

based on rank  f o r s t  (E - 3 s  ;e tnon g  p r e f e r e n c e  over E-2s) and

secondly on date -of irr o-.’al -of application . t is :nter-

eating to  note  t h a t  no attempt os made to “select ” pecple

based -on skol , desire -of Con~~ nd endorsement.  t is an

accept/re;ect decision made on keeping with assignment

policy and indiv iduals are assi.ned to schoo l based or. rank

and date of application , not on test scores or strength of

Cor~nanding ~ffocers endorsement and recon~nendation.

E .  Sources of Students

Billets for Class A Schools are issued to Regular

Coast Guard personnel through three sources: 1) The field ,

24

-- . — — ——- .- ——- - 

~ 



- 55 - - - - -  - - -—~~~~~- ---~~ --- --- -— - - --—— .--——— - -‘-—-~~-

2 )  Recruiting and 3) The Recruit Training Centers. Reserves ,

whole trained at the same school , receive quotas through

other sources. In 1978, quotas were assigned as follows :

Field Recruiting Recruit TRACENS Total Regular

Total Quotas 520 140 80 740

Percent of
Total 70 19 11 100

Table 5

l - 7 3  ~ostrobutocn -of MX A School uctas

The dostinction between Recruoton~ ar.d Recruit

TR~~ENS os that 43 people were :uaranteed admissoon to the

MX A Schoo by  n~~e recruoter as cart of theor eniostment

contract. An addonoona l 33 were allocated ~uc tas for MX A

jchoo1. while -onder;conq Recruit Traonong . The remaon:ng

523 were issued quotas whole assogn ed  to regular  Coas t uar d

foc d units .

F. Se ectonc Personnel for crrespcndence -Courses

As can be seen above , the procedure for  appl ica t ion

to an A School is involved and requires meet ing a series of

minimum -p .ialofocations. Certainly these minimum qualifica—

toons are reasonable considering the amount of money to be

invested on an individuals  A School training. However , there

are no ~u aofications for enrollment in Correspondence

Courses. Additoonally, there are no waiting lists or quotas.

25
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Arty individual may enroll in one Correspondence Course at

a t ime .  The only “screening ” comes after completion of the

course , when the student desires to compete for promotion

on the servocewide exam . At this point , he must receive

a Commanding Officers recommendation ba sed on record of

previous performance.

V . Establishing Skoll Requirements

n the prev :ous sect oo-ns , 1 nave shown the var:ous

routes to advancement for the ondovodual , the numt ers on

whoch these routes  are  t aken , the ::r ocedure by wh oc h  t r a i n -

ing needs are forecas t  an d  how ccrscnnel are selected to

each of the var ocus sChools. A f:na ~uestocr. to be answered

on addotion to how manv7 and whc~ wil be traoned os what?

wiLl be tau~ht.

The decos o-o n as no what spec :~~oc materoal w o l  be :cvered

durong traonon o os made by toree dof:e renn so~~rces wotnon

the Coast ;oard; The Traonon~ an~ Educat ::n 3ranch -of the

Coast ~uar-~’s Personnel ffoc e, The Prooram - .~na-:er for

whom the traonee wolI work and the rao n ono Source. As

de scribed be l ow , these three sources  c c o r d o n a t e  w o t h  each

other through the Cu r r i c u lu m  Ou t l o n e  to onsure  t h a t  the

t r a o n o n g  beono  pr ov~ Jed meets the minim um evel  necessary

fo r  performance o f the mo ssoon .

A. F i t t ing A T r a i n o n g  Need

The Coast 3uard has published The Coast Guard Enlosted

Ratings ualificatoons Manua l ‘C~3 311) which Sets f o r t h  the

26
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exact traoning requirements for each Rate and for each rank.

The Manual l i s ts  both Practical  m act c~rs and Knowledge

Fac tors f o r  var oous  subjects . For example,  a Thord Class

Machinist must meet the following standards in connection

with Propulsion Boilers:

Practocal Factors

Light o f f , raise steam , put on the line and secure
the booler

cerate fuel co l  b u r n e r s , reoos ters , and -naontaon
atomizer narts

~one u~~, oc.~ra te and secure deaeratong feed tank , etc.

Kn cwledge  Fact ors

C on s t r u c t o o n  and  o c e r a t o n o  ::-r or. con es of boo ers
Lo~ htong otf , ope raton- -; and sec-uron~ procedur es f o r

boilers
Causes and effects of :-onnamonated watersodes and or

f or e s o d e s  of bco ers , e tc .

Separate praotoca and kncw edce re~ uorements are

set for eacn rank for Thternal Combust ::-n En~ ones , team

:-~achoner-; , Starton~ Systems , Fuels and F~ el System s , Coclonc

and lubrocat0nq col systems and lubricants, Boat ~achonery,

Elec t r o ca l  E q u o p r n e n t , Admo n o s t ra t o on , e tc .

These v a r iou s  r e q u o r e m e nt s  for promcn:-o n to- E— 4 beccme

th e t r a o n o n g  requirements  f or  e n t r y  at  the bottom of the

Rate. Both Class  A Schools and nne Ccrrespondencø Instotute

use these as their  t r a on on g  requirements and expec t students

to demonstrate proficiency on these areas as a prerequisi te

no graduatoon .

B. Settong Practical Factors and Knowledge Factors

These Pract ical  and Knowledge factors are not  set

by the School or In s tit u t e .  They are set by the Subjec t

27 
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M at t e r  Expert  ( SME ) who is a r ep re sen t a t i ve  of the procram

manager at the Headquarters level for whom the indovodual

would normal ly or logocally work. The program manager for

Elec tronics Tschnicians os Coast ~uard Headquarters , Elec-

tronics Er.gineeron-3 (Commandant G—EEE~ ; for Machonery

Techno c i ans on os Nava l ~~g i ne e r on g  (Comma ndant -~-ENE );

for Boatswains Hate it is Operations , Search and Rescue

~Cornmar.dant C-CSR).

os the ;ob of  the SME to revoew the ~ual:focatoo ns

on the Manual :cr -;alodotv and a~ o-uracv . The SME -def ones

the needs f-o r t r a o n o o ~c and e-ouo~ menn baued c-n chances on the

Coast ~3uard , he revoews course cerformance skoll and knowledce

ob’ecto-:es and onsures that ~~ass A -orse termona ;er—

fcrmar .ce ob :ecto ...es are based -4 :ua of:catocns f~ r

the specofoc rates. ?erhacs mcst :m::crtant , the  S~-~E r evoews

toe ;uaofocanoon s •o-:oremenns o-isore toat each ;uaofo—

c a n o on  fol s some need, that the - -oast ~~a rd i s recuoronc ots

people to maintaon oheor skol s on :ceep:nc wot h new deve . op —

ments and os not r e - g u o r o n  pecp e 0 3  meet standards whoch

are no longer necessary :r are oc-so le te .  The SHE serves

as the ccont of contact for ocordinatonc avaolable exper t ise

or. a specof~ o suo ect.

The Enlosted Personnel C o v i s o o r .  -at Coast -;uard

Headquarters  revo ews  the SME ’s annua l r ep c rt  and m a i n t a i n s

the Enl i s t ed  Cu a l o f o c a t o o r .s Manua l based on o n p u t  f rom the

SHE. ~ ew ~uaLofoc atocn s may be added m d  obsolete or

unnecessary ones may be deleted . These chanced requirements

28
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are then r e f l e cted in the materoa covered ~no :~~r~~:r manc e

required by the Class A Schoo l and the Corr~~sp: nuence

Insti tute .

C. Deciding What Shall be Taught

The Decosoon Proc ess and the ec~~s:on >~~:~ers

There are three sources -of i O t U t S  ion-c dec~~soons of

what  shal l  be t au g h t .  They are : The pr cram manager repre-

sented by the SHE , ~ead :uarters Personnel :ovos~ -;r. ~r

P TE )  and the  t r a o n i ~~: source (~ nc 1 ~duno the Corresrondence

lost~ tute and the varocus Schoo s).

The Pr o cr a m  Manacer — As stated ~ocve , the ::rooram

manager de s ogn at e s  a S_ o ;ect M a t t e r  E x n e r n  ~S>~E ) ~s toe

representan o•:e : the m u ss :  un :cram 00 the or i o n o n c  p r~~—

ce ss. A c c c r d on c  to J T~~~ST l 5 5 O .~~A , :t s one r o s n c n s : —

b o l i t y  the  SHE 0::

I) ef:ne needs - Tra~~non- : neeis onan:e as new
e :’uo umeno , mo sso ; , occ u l i 0 0 0 n s  ~nd f:el.i ::rc-o ’~ems are
o n t r c~Iuced . The SHE m u s t  u p d a t e  noese  t r~~.n : n - :  nec -u s .

) F:rmulate and revoew course — sso:ns , sc- :;:~
mo d b-ectove s mooual -;.

21 Serv e ms a Oo~ tict po ont for :ther onterested
pa r t i e s  to ha v e  on p u t  o n t o  one t r a i n o n - :  p a:’.no n-g  nr cc ess .
~~ong these o t h e r  rar no es  m o ;h t  be o ther  pr - :~~r ams and
iivosicns , f o e .d ~nots , traoning ~ac o oties and the
:n st i n ut e .

4 )  Ensure t n a t  Class  A course ob :e ct o v e s  a r e  based
on E—4 ~p:aL~~f~~cat:or.s for the specofic rate .

5) Ensure that course e ngt h  at  Class  C Schools us
~cept  to the mbsc .ute minimum essentoal to satosfy spec~ foc
t r a i no n g  needs.

:t os the r e sp onsob i l~~ty of cast uard Headquarters

Cc~~ andant ~— P T E ~~) t o :
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1) Rev iew an d  t j p r - o v e  new tra~ n:ng procosals and
rev osed course :urr iou Ia.

2 ) R e v o e w i~~~~~ Coast ;uard curr ocu la annualo .

3) Maintaoo toe curr 0:-u Ia r e v o e w  sch e d u l e  and ost
of SMEs.

4 )  In s u r e  ne :essar v r e s our ce s  are  ~r-:v:ded to
resodent oraon on ~ :).rses and deocrmone traon :o-: lo:at:ons.

t os the resp cnsobolu t~ :: the varocus trar.:og

delover’.’ sources Schools and :oso:t-ute ) to:

) Formu ate :- .rro:.. tn~ :u rr :~~lum o u t l o o e .

I )  -ete rmooe o:t::~~o: : ~ s -_r :es ne:essar’’ fo r
nee ed traon 0 : .

3 )  l e t e :m oe :0 .r:;.~ len :

4) Soloc ot fee :bac~ :r:m ~:toooo: users m od undate
cased on fee~~

5) :~~ooo.~ne m::r t r~~~~ - - :han:es - u r r o : im .

As can ce seen c: :~~s~ - r s o b o ’..ooes , one

t oree n l a - : e r ;  ea :n  :r - : v~~~.’ do:f ’rono on:- -~t ~: ‘ne : v er a l

t r ion on c maoa -;emeno m d  ~‘ ~~‘. ‘r-- 3’ ;stem : Th.- O \ ’~~’ ue : ones

toe needs and  e x p r e s s e s  th e  - .
~ 

;u :  .~m e n t . ;  : e  m o s s

PTE revoews one o r i o n  ~n: mn oosur~~s tha~ so d ’~ot s  and tra on—

on-; resc-urc-es come :~ether it n.~. ded e”e s~ The ora:n 0 0 3

source actua I’; nr-:vod es ‘he ora~ nun-c .

The vehocle by wh~ cn these three elements onterface

us one urro:ulum utlone. The urroo’u um utlone oncludes

a snatemer,t :r. course m o s s o o n , scone,  te r m o m a l  -ob-ectoves ,

allccato:n f traunung tome , t o n i c  o o :e ct o v e s , t r a u n o o c  a ids

required , space requurements mod hcmewcrk.

30
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It us by thos process that training os updated and

traunun ~; needs are a n t o c i p a t e d .  Perhaps most  om p o r t a n t ,

t h u s  sys tem o n su r e s  roa r  a l ’~ t r a u n o n :  os p- rovoded on

response to a need and that the need is f u l l e d  at  the

munom um leve l necessary for performance f the mos soon .
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CHAPTER 3.  AN E XAM IN A T CN CF ALTE RNAT VE
T~~~IN~~~G METHODS

5p to thus poont , 1 have doscussed t h e  process of

management  of the  Coast ~ua rd Enlosted Tra:n~ o; Pro-;ram .

I have shown how traonun g needs are forecasted , how p eople

are selected , how materua~. to be t a u ch t  is :hcsen a nd how

the ond uv odu al Coast ;~ ,irdsma n seeks advancement throuch the

t r a o n oo i n s t e t m .

~ u :on-o  ~,n a p t e r  ~~, 
tne se: nu anu tour-i : m _ s

Thesos wol l ~e net: The -c stS  Ct  r r e s : : c n u e nt  moo ~e s o den t

n r a ~~n o n g  w o l l  cc d o scu s s e d  m l ng~~~ot :-. v a r o _ -os a ternaouve

m ox e s  - orres::-ndnet and ~es o l e o~ or .oonc it  bcth the A

School  mo d School .  l e v el .

The :csts are al. , n t  on ic~~ ar terms mo d w o ~~ o n c l u d e

s t u d e n t  s~m~~a rv , ~t~~d cnt trOvel. o n s o r u c o o r  saarv  mod

ostratove overhead . ::sos wil. cc :eroved on a p~ r :r-muuate

basos , ~ per career ~asos and in ve rm l l  annual . Coast ~uar d

bas os .

nce the costs of the varo -cus types of traon:ng nave been

deru .’ed , the a ternato’:e mixes of Residen t and Corresponden t

t r a o n o n - .; w u l  be examined f or  economy and abu ’. u ty  to f u l l  the

traonung requirements. After an examinatuon of the varuous

a ternatu,es ava o ab e, one -m ’.,ternative wol be reconunended

as p r e f e r r e d  over the others . Additocr.al reconum~endatucns

w u l  be made based on the a l t e r n a tiv e  selected .

H 32 
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I. Possible Mixes of Trauning ; Alternatuves

A. The Alternatuves

There are three alternative methods of deluvering

toe onutial rate entry trainIng : I) A Schoo l , 2)  Corres-

pondence and 3) A combination of A Schccl and Correspondence

u.e., some people attend school and some ~u aluf y for promo-

tion through the Correspcndence route. There are three

alternatove methods -of del.ov er onu post-entry traunong :

I )  C Sc hoo l ,  2 )  C o r r e s p I :  oJe~~oe and  3 )  .\ ocmb :nao o on of

and orresncn-Jence i.e., -i ll. ~ect-le seekuoc nromctoco take

a Cor r espondence Course and some n-ecn e recuor~ n-: s p e cu f o c

technic-a sKo ls t o  p e r f o r m  :: b : le t  t~~ke s pe cu a l  C 5:nccl

Tra on o n :.

T’...o -de c o s o o n s  ~..‘o t h  t ree a , t ~~r n ’~o .“es eaco p r - o c u c e s

toe 3 x 3 mat r : .<  sh~~ n ~-~~~:w ro e f u r s t  na ,f of T~~~le

33
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Inutial Rate Entry Training

A Schoo l Correspondence Combinat ion A &
P o s t - Rat e  Ent ry  only on ly  Correspondence

C School o n l y  1 4 7

Corresponden ce onl y 2 5 3

Combun atucr . C and 3 6 9
-Correspondence

Alternatives

‘Ir , nut on mcre detaoled form:

A lter natove :notoal Rate Traonuno P o s t — R a t e  E n t r y  T r a u n u n g

A only C only

2 A o n v  Correspondence o n l y

3 A o nlo’ C & C-orresncndence

4 C o r r e s po nd ence :r . ’: -C :r . ly

S — :crre snoodence -:r.l-: Corresnoodence -only

6 Corresp-codence only Correspondence

A & Corresnonoence C

3 A Corresponcence 2orrespcncence -: r.~~y

A ~ 2:’respendence & Correspondence

Tac e ‘~

Traooong ielovery r\lternatuves

3. Croterion of Comparuson

The a ter-natuves wull be evaluated m d  ranked based

upon the monom um cost required tc maun taun the presen t level

-of training . However , ot w o l l ,  be recognuzed that this level

us du ffucult (perhaps ump ossub le )  to ~uar.nufy exactly and

an over reliance on the cost crIteria alone without regard

34
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to rmon-’quantifuables (i.e., Rate profes so-onal0sm , stan-

dardization of trainIng ret~uuremen ts and unappropruateness

of some methods for some sub2 ects may lea d to monimuzong

cost at the expense of tra~ nong evels.

It should be noted that the criteria beun3 ‘used

here for comparing the various alternatives of traun:ng 
—

delivery is a cost criteria , not quality of output. Cer-

taunlv , the question must be asked : How ic ~radu ates of

the varucus programs -:cmpare on terms of perfcrmance -c- n the

;ob? Can we expect the avera ;e A Schoo l - r a du at e  ( o n  whom

we have unvest ed  severa tho :san-~ d o l l a r s )  to  - ou t c e r f or m

bus poor cousin from the Correspondence :ost:r-uoe or are

there  few i u f fe r e n c e s?  Can we expect :o.~ :r :-up or the -other

to :et ho her eva :~it::o marks ? et pr omote d faster? Re—

enlost more o f te n ~’ etc.

~u e s tu Cn s  suc h as these w~-u l d  r e g o ur e  a s epa ra te

Thesos of their -own to ~e answered nroperl.o’ and thcrcuchly

and o t h e r  tha n the ;ene ra  i~~sc ’ussucn ce :w , the i o f f u c u t

~u e st o o n  -of qu a l ut y  of  cu tn u t  w u l  n o t  be examuned .

C. D u f f e r e n c e  on ?utput

The problem w u t h  attempting to differentiate toe A

Schco l Graduate from the Correspondence �aduate , in terms

of post-graduaticn performance is one of confounding variables.

The biggest confounding variable is the procedure for  selec-

tion . As duscussed above , certain test scores are required

on a b a to e ry  of a pt u t u d e  tests to qualufy an induvudua . fcr

Class A School. ~Jo such requirements must be met for an
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ondividua l who desores to enroll in a Correspondence Course.

This produces a stro ng buas on favor of the A School Gradu-

ate sonce those people arro vong at toe A School nave already

been screened by toe -4ualo fooa0000 procedure to have certain

m u n i m u m  sk I l l s , w h u l e  Cor r e s p o n d en ce  en r o l lm e n t  us open

to anyone (and on f a c t  w o l l  tend t o  :et a percenta~ e of

induvuduals below the A School c ut - o f f  w h a c h  is p ropor t iona l ly

greater roan the popu atucn , sonce those abcve the cut off

w o ~~~ cc s op h o n e d  o f f  to  A School).

?he second  c o n f o u r . d u o o  v a r o a ~~~e ~s one -: tome spent

on toe ob. The A School ~r-a d uate 035 2 eteO h u s  c o u r s e

on 16 weeks (u n l e s s  :eph~ s e d , w h o c o  usua~~~’ a-dOs o n v  an

adduto :r.al ~ee~z :r two ) wr.o e the 2:rres; -:- :en:.~ Student

sees the  r ea  w o r l d ”  m n - 1  013 ~:; :: - r ~~~~~~ r-: t o  l e a r n  toe

r oces f r o m  toe c .ot t - :m .o’ . .\~~ a r .~s It , tOe

S tu d e nt  w o ~~ m r e .adv n m - : . .’ o o ~ ~~ea ~~~~~ m d  n a ve  m r  .eas t

severm tmcnt os ex cer .enc .o ~n ole -os crunterract

who ;raduateo A Son - :1 ~~~. 11 ce eavoo- : mm ontens ve tra un onu

envoronment cut ~~~l1 st o  ce ;reen ” for a who e.

The toord :cr.f~~ n-domo v-ar :aole .s -one of dedo catu-on.

As iscussed on pace L or.ce enrolled on an A Schco ., an

onduviduals coances of ;raduat in’; (based -o r. h u s t c ry  of

faulure rate) is it Least  ~J% . For the Machunust A School,

o t  so 9 5 % •
15 Correspondence ccurse  complet ic r .  os r o u g h l y

50%. Once enrolled on the A Scocci , the Student has n c th u n g

to do but  l e a r n  the m a t e r o a l  assigned to him . The Corres-

pondence Student , who must budget h~s own tome and complete

36

— - - - --55 -- - - -- - ___________



- 

~~~
-.-- 

~~~~~ T~~L~~
’ 55 ---- --55—55---

his courses during his free hours (after putting a full

day on his regular job) must have a degree of maturity,

desure and dedocation to complete the course .

These three confounding variables , one favoring the

A School Graduate and two favorung the Correspondence Gradu-

ate tend to confuse any differences between samples (sources

of training). Any definite conclusions made regarding the

comparabiluty of the gualuty of the product -of the two

traomong systems would have to recogmuze these buases .

one addoto-or.a. confounding varoable us that of test

tako~~o abuluty and the umpac t ot w~~~.l have on a correspondence

student. o ;eneral, a face to face resodent ent’ur-oronent

provides an opportunuty for an onsoruct-o r to observ e a stu-

dents hands on performance and to realo:e when a student has

reached a ;over. leve l, of competency. A lack of aboloty to

perform weLl on exams may sometome s cc cc-mner.sated for by

practical performance on a resodent envornr .ment. No such

opportunity exis ts  f o r  a cor respondent  s t u d e n t .  H~ s exam

answer sheet ;oes by m aul to the lnstotuoe where ot us scored

by machine. There is no oppcrtoonoty for the ccrrespcndence

student to compensate for poor test takong ability with

demonstration of practical ski l l .  This f i na l confound ing

variable may cause the correspondence system to make a

~Type Il” error ; the failing of a student based on test

scores, whole on reality he has learned the practical skills

necessary .
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It is worth p o u n t in c  out that there is probably no

clear preference or opinion within the Coast -Ouard . A School

graduates and Correspondence Graduates foI l the same billets

and work side by sode. Some indivoduals may have drawn

conclusoons favoron4 one training source or the other but

the general opinion among Coast ~uardsmen would prob ab ly

be tha t dofferences are as much a result of the individual

as they are of the trainung source.

Addotoor .al v , stud~ es outside the Coast oard fau.

t o  f u n d  m v so~~r . i f o c a n t  d o f f e r e n c e  between t r a u n o n o  de l ivered

thro ugh -Corre.ccndence -or other means. The study found

t h a t  “ t u s c l ea r  tom s tu d e n t s  wh o rece0ve on s t ru c t -on by

cor r e s p o n d e n c e  s o u 0y achoeve at east as we l~ as st udents

who study o~y ctoe: mear.s nc ud~ o-: :Lassr om on~~tr ucto-o r .,

rrocrmmmed onstructuor., and tel ,e’ :osocr ., or cv toe use of

conesc-o-pes o: v:deotapes.” t0er research studoes , corn —

p ar on-: face— t o — f a c e  :raonon - : wo to met~~-:ds o tner than -:crres—

pcndence concl uded toat:

Th the basus of the ev:der.ce avmu ,a cl e ncw
the only reasonable -ccr.c .-usucn that one
can reac h os that there us no measurably
demonstrated s u p e ro or i ty  tha t  can be
attributed to one -;er.eral method - of ur . struc-
tion over another, onc i udun ’; correspondence
study, progran~~ed instruction , classroom
instruction , independent study , tutorial
instruction , or instruct oon where tejevuslon
is a ma :or component . People can , and
do , lear-n adequately and according to
evidence about as wefl under each method .

The comparison of the qualoty of output of Resident

•15. Correspondent training within the Ccas t ~uard may be an
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area worthy of f u r t h e r  research . However , there is no clear

onformal p r e f e r e n c e  wothin the Coast Guard and research

done outs ode the Coast Guard has shown other varoables to

be more ump o r t a n t  than the method by which the rraonunq

was delivered. For the purposes of thus Thesis , no differ-

entiation of ~ualoty of output will be recognu:ed , and

comparisons will be made on a cost basis.

D. Effectiveness Eva luato on

Effectoveness analysos must re-cognoce that some

materoal lends otself more reado y to correspondence type

traononq than others. Thos us true for ~!i’: t r30000g, other

Rates and traonuoc ;utsoue too Coast ua:~~. Aumonos tratoco

and theory can g e n e ra l l y  cc ~e l u - ~~red cy o : r r e s v ’ : r ;denoe .

Tecnnocallv uruen ted materual :io ~en e r a ~..lv ~oe del ov e r e d

by co r r e spondence  only when the •~ puo~ ment ceo:;: duscussed

on the C or r e sp o n d e n ce  , o ur s e  us  r e a d :~~: v;~~o l m c e to  toe

stu der.t  on the f o e  Id  f o r  p r a c t oc e  m o d  ~er f : r m a n:c e as p a r t

of h is  ~p r a ct o ca l  f ac t o r s .~ T e c h n o u - a . tr m ono nc concerning

eguupment  w h u c ~ u s not  r e ado y a v a : ac l e  on the f u c l d  fo r

p r a c ti ce  us  not e aso ly  r m u ; h t  t h r o u g h  c o r r e s po n de n c e . Recog—

n o z o n g  tha t e ff e ct ov e n e s s  of t r a u n o n ; me thod  w u l  vary woth

the nature of material to be taught , I have Jovuded the

material onto the three sub~ ecr categorues shown below :

Category l . Administration and Thecry - ~ecture or

reading materual , :er.erally available from a text , nct

requirun —; hands on experience .

- - _
~~~~~~
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Category 2) Basuc and Common Technology - Beginning

level technocal materua r e q u i rin ~ h a n d s  on experience

involvong e iuipment commonly avaulabie at most Coast Guard

-units.

Category 3) Advanced or Specialized Techno logy  -

~~ vanced technu ca l  ma te r i a l  and o r  material peculomr to a

specific piece of equipment which requires hands on prac—

t o c a l  experoence not ge n e r a l l y  av au l a b l e  on Coas t Cuard

units.

An exain p~.e o f ~at e cc rv  I , A d m o n o s t r a t u o n  and Thecry ,

wcu ld  be mauntenan ce sc~ edules rocuored -co sho~ bcard er.-;unes.

The M.K traonee who :;md t o  earn the recuo rod maontenance to

e p e rfo rmed on v a r :  c-us t ypes  of en-cones cculd ’earo the

mater :al by euther toe cOmO ona toon of  t e x t  m a t e r : a l  ~nd OCT

o f f e r e d  cy a Our rspcnd ence Co u rse , or he could earn the

same materual on i r e s o de n t  e nv : r or . r ne nt .  T h b e  -
, I

have :ud- -;ed toe v a r o  us i l t e rn a t u ve s  -o n a b u l o t y  t o  u c l  over

Adm u n u s t r a t o c o  and Thecrv m a t e r o a l  ~r .d nave  ra te -c  as “Adequa te ”

( A )  a l l  a lt er n a t u :e s  o f f e r o n c  C or r e s~~cr .den ce o n l y  at the

entr’j e’:e.. 1 nave rated as ~Ade-~uate PLu s ” (A-) all

alternatoves offeronc eother A Schoo l -or an A Schccl ,

Correspondence Course comb~ n a t icn .

An examp le of Category .2 , Common Technolocy . would

be ad~ uatong the tomong on a gasoline enguoe . Thus us common

equipment, general~ y available in the foeld and lends itself

to Correspondence tra~nong when paured wuth CJT (practocal

factors). n Table 7, 1 have rated as Adecuate (A ) a l l
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alternatives which offered Correspondence only  at scme

point and have rated as Adequate P l u s  (A~~) those alterna—

tuv e s  which  o f f e r  at least a res iden t/ cor respondent  choice

at  a l l  levels .

An example of Category 3 , Adva nced Or S p e cu a l o c e d

Technology , would be s k i l l s  on the meduca l  f o e l d  requiring

prac t i ca l  experuence  i . e . ,  observong  symptoms  or op e r a t i o n

of medical  e q u o pm en t  no ’: ge n e r a l l y  av ao able  at  Coas t  Cuard

-a n o t s  ( u . e . ,  s t e thoscope) . The on ’ v f e a so b le w ay to t r a u n

an ondovodua l on the s k u ll s  n e c e s s a ry  to become a Thor-c

Class Hospotal Corpsma n os to send hum to the resodent

Corpsman ~cnocl at some poont ~n the traonooo ~: rocess.

Thos need us due to toe oar -ore of the m a t e r o a l ;  ot Os

“ pecu1. oa r  t o  eL~u o p m e n t  w h o : h  ro~~u o r e s  n an d s - - on  ~ r a ct o c a

exper ience  n ot  :e: ;eral y ~v a o a bl e  a t most ,oast ~ u a r d

u n o t s . ” In m any  cases , even o f  :n3 t er o ~i.  O3 Oct te’:hoocm

or o en t e d  bu t  us  :~~st c cr n p l o c a t e d  or a d v a nc eu , ot may ~ r c ve

u n f e a so o l e  to d e l o v e ry  cy :c-rr espcn den ce . e va l -u at o n ~

m .ternatoves Losred , so a lt e rn a t o v e  f f e r o n c  cc th  R e so d en t

A .$choc l and  R e s ud e n t  . onco was r a t ed  as Ade ’~uate  P lu s

A~~ fo r  Specua . ozed Technology . Those a lt e r n a to ve s  o f f e r o n c

some comb ir .a t u o n  cf Correspondence and Resident traooong was

rated as Adequate ~A) for Specialized Traunong, recccnuzonc

tha t the r e s o d ent  t ra~~n~~ng period would  nave to -come near

the e n t r y  eve l and the in d o vu d u a l would  be severe ly  lomi ted

in the  d u t i e s  he could p e rfo r~i un t o  I oe had been to the

resident school. The alternatives offerong Correspondent

41
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training only were rated as Inadequate  ( I )  f o r  Speciaiozed

ITe chnology .

As shown be low on T a b l e  ~~, the  ai r~•r n a t o v e  has been -:

judged as either 1nade~ -uate (I), Ade~ouate A)  or Ade ’~uate

P l u s  (A- ’~) fo r each type of m a t e r o a . An overal . e v al u a t i o n

has been ass o.;ried based on the lowest evaluatucr . on each of

the three categoroes. The reason for t h u s  us  that no

a ternatuves can be 2-udced as adecuato if  or os onadequa te

f or m v  -one -o f the t h r e e  sub~ ect c a t e :o r o e s .  The a l t e rn a t o ve s

have been “ rsokt~- d” w o t h  t h o s e  r e c e l v on - :  an overa ll eval-aa—

t o o n  -of A~ ~m d e - ~u a te  cl-us) asso ;o e d  to  the f o r s t  ;r o u n , those

worn A ade~ uate) the second ~r;up and those w o t h  ( b ade—

~u at e )  the t o o r d  o r o u o .

It  s h o u l d  be noted  t h a t  a l t e r n a t e  4 was tOe -only one

‘udced as ona de ’-~’uace ce :a -u se o r  r e l o e d  So l e l y  00

dence ,ourses for alL P~tst_ Ent ry tra0000g . ;~h at  coos

alternate would mean on effect us acolu shon— : al l resodent

traonon ~ past the entry level. (C S c h o o l ) .  Thcse a l t e r n a t e s

‘ud . ed Ade o’ ;ate were  .2 . 4 , ‘~ and ~ oovolv on~ Corres ocnd ence

o n l y  at -one leve l and cothe r A or 0 ~ch,mo l or a :oo m~~u na t :co

of A or -C ~chcoL and 2orres~ cndence Traoooc.~~. Thcse

alternates ;-ud - ed more toari adequate were 1 , 3 , a n d 9 , those

altern-at.. ves o n c l o d o n g  eu th e r the A and C Schoo l route or

a :cmbuna toun of A~ Correspondence with C. Correspondence.

:ost Estumatuons of Alternatoves

The cost analysis w u l l  be based on 113 data a v a o la b l e

from v-ar:o ~s Coas t uard Pub l o c a toons , reccrds and fol es and

42
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d er o ve d  on the  A c p en d o o e s  :osted . As do so u s s e d  cr c ’:: o -~sl-:

(p. 4) a seroes of mssumto tocns nave b een  made  r e g a r d  o n - ;

d at a  ‘used on t h o s  Thesos . The p r I m a r y  a s S u m p t O - 0 5  are :

The use o~ I ~~~~~~~ dat a and tO t !  ‘-~acO on1st R a t tj .

Since these  two : :r o m ar v  a s s um p t i o n s  have been oade

o n toe Jer~ v a t oon and use of d a t a , add o t o n a l  t s s~~~~ t o - o n s

as ondoca ted below:

LY’-3 Base ~av , ~AC , A-I r at e s .
School :ceratoog ocsts ref c,:tonc l~~7-~ oata .A I ~ K A Scn~o -o l o a d  of ~ 4 4  ~~e : o l ar ’ : r td u a t e s .
A l l  ;t -u d en r s  o c o n o  of t h t !  r a o c  E — .
~ X A . on c o~ m s t o n . :  l ’~ ~~~~~~ ~4 o~ n t h s )
Ayera,:e tr t. - .~ ccsts - ‘

~T-o r kt-own , ta.
Co rr e s : o n d~~oce c o s t s  as lo st e d  o n  ~e :e: c o o c  12 .
2orres:o~ nder.ce l~ ads as l.-s~~~ on ~ef-r .’c-: .’ 1 2.
A Schoc u n s :r -u c t : r s  c o l le t s  ~s show n on  A : c ~ - n : o x

I .  The :“osr of :r~ . : n : - ne - - ~~r s - -r .  f :  ~-~K

Ccroocl o 3 d e r _  : .~o d u x a n , .~ s~~m : - t o o .: t o  Tao e S

ce_ ow . rh.’ - ‘ :s~ 00 tOe 05 :: -t :r 5t jff and .: er ~.- : scr v

v.?rnca~ .. .l 3  :~~lc u l t t ’~.: uso n ; l~ 7- - :ns~~: 
‘ -

:‘:; B o _ l e s and

costed at toe ‘ ‘3 ~~~~~ o-a .~ . re r a t_ o : • ‘x:eco ~es were

ta~~en f r o r  0:ast .~oard records. The of th t se f~~xcd ,’

:vc’rhead sts ,-~s ~. o v :  ied by  tOt -  n .m.cer c : (~~e - : - u l a r )

to :el toe :.~e i Cost ~‘er ~r aduar e 00 aocur

394J. Student .~a ary  was : i L :u  it ed  f o r  ~n ~ — 2  for ‘.6 weeks

~nd Tr a v e T~ Costs were based on C o a s t  ~oard recor..~s of -a c-er—

i-:e travel :csts to ~ orkt own , ~a. The - r a l , as ~er :vc’d

on Appendu ;< and snown on Thole 3 05  arcut ~3 ,33J ocr

;raduate.

L. ~~~~~~~~~~~~~~~ --~~— 5 5 -  
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Ins truct-or Staff S42l ,38l.5t~
Supervosory )verh ead 45 ,415.62
operating Expenses 13’ ,499.61
Total Fi xed Cost 6 04 ,296 .79
N umbe r of draduates 644
Foxed -Cost Per r a d u a t e

S t u d en t  S a l a ry  1 , 7 7 2 . 4 0
Travel  Cost 5 6 5 . 4 6

r o t a l Coast  —3u ar d  Cost 3 3 , 2 5 .2 1
Per ~3raduate

T a b l e  S

0 0 u t  Pe r  ~-~K A ~cOcc r~~ d-ua e

2 .  he : s r  of  ;r ~~:~~a t o n ;  000  ::erscn :r:r- a C

:oor.dence 10 :e r:-:.~-~ o.c Acceodo x .~~
‘ and

on T t o e ce o w .  The : ux e-d  c o s t s  o :  12 5 ,  - - •~r — - orse

for deve loom ent , 3 3 ,500 - c:-- oe -* o o t !  E x i o : t : e .  :— e n t ,

f lO, 2 l O  Ex am Ao— ~ n o s t r a t  -c and A~~~oc.s rar v’- - - sc

per  enrollment t l  ca~:ec f r - n  ~e:.~o en- - e 12 1  :oav .~ c cen

all.o~:ated on Ao:er.d .x .~~~~~~ oc o ’r - ; d u c e  a r : , a . c . n -~ o s ~ ~:er

$t ~~~~ . .,5 an d  ~er v o - c ew : d e  ~xoa n c o s t  ~er : r a d - u a r e

o f 5 1 1 . 4 3  f o r  a t o t a l  cos t  ::er ; r a n _ -~ te  ~s o n ~ the 2 rres—

oco-dence me~ -~~ of  ao - ou t 1 50 .

T r a u n u n ~ Cost Per r a d -u a t e
S~’r v : cew o de  Exam Co s t  Per r a d uat e  10 .4 3

T o t a l  Cost  er r ad u a t e

Table ~

ost Per Correspondence Co— ~rse ;raduate
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3 .  Cos t  of C Schoc l T r a u n o c - ;  — The c o s t  o f  C

Sch~- c tr aonor.c us doff o cul t to .~uant uuy ~t s ot w i l l  nOt

only -:arv with each  ~.ate bu t  w o l .  vary ;reatly for each

man W I t h o O  Rate  de~~e n d u n ~; on t he  s c e c o f o c  b u l l e t s  he f i l l s

l u r u n — ;  n o s  c a r e e r .  As a v er y  r -o -u~~h estomate of r:-.e cost -of

C S c h o o l  r r a o n u n - g , h ave  used 1.5  tom e s the cost  of A

Schco l .  T h u s  f u : ’u r e  us based on u n : o r m a  data and ex~ - e r : —

ence ‘AOthLO t h e  oa st  l u ar  ~~ . It sh-ou d L.o pco~~ttd -o ur toat

no r e l u i b e ~at a  e xi st s  r : :os  b u t  e;; t O - i t e s  sh :12 c n e

close eno -uon for :aLc-ulat:cns cere . The ~ave r a - :e lass C

Scnoo us  ::r : c a o l- ~ b e tw e e n  t w o  a n d  t o r ee  weeK s  1 .0  :. Tht~

t-:;- o o a l  0 3 t e :  :~~~sr ~u a r ~~snao  ::: :- t c 
- -2 1-ass

C Son-c o I ar-: ~~t on-:. e-:’~ry ~ort- .~ years. .:~ :t ~ ,a -d :v.~c the ‘~
years remi onun a 23 y e a r  oa : - ee:- a :t e :  roe : orst erol _ ut —

ment , rn_ s wcrcs o~~r t - 1~ - - .‘ a rt ; -L .~~de .~ 0:’; 3 y e a r s  c e t w e e n

s cn c c l s  .r 5 . 3  soncc s. \~~ 
. •

~~~~ 
~~~: t::r’~’ ~~~~~~

C _~-:o~~- — l ,  t o u ;  c ores Ot -  see :.  . ‘ 10 :  .5. ..- t-e .:3 er

:-ar- ’er. The l- :e: - .‘ C 5 0 0 5 5  s~ .:eo.r s c :  : ac~~- : o  toe

:_ ay ~:a 1 .~ — 5  too sc :ct ;  a s a l  t r y :.. r u n :  roese ~~ .6 to

15.  -aee~~s o f  .,e~ -~een .1 ‘01 t o :  125 - 1-2 ~1l32. ~~~
- p - se ~ a . - —

4 1 . 3 3  A ,_ — ~ . 7 3  C .cs:s ’v.:e x ~~~~~~.
•- or :5. — $~~~~4 . 8  or

2 . 2 5 ) .  when -o o s r-a n :e of 1l~~10 to 2~~50 u s  compared to

-t o A Soncc l ~t-ude nt .;alar~ of ab~~-~.t Sl~~~5 see A en d o x  V:~

the raru: us between 1.1: an~ .4 : .  t .s ~uffu:ul t to say

of :nstr-oct:r :os s -t n -d idmonist rottov e verhead va ry f r o m

A t o  C :.~.r~~:i c u r t h e y  ar e  pr ca:ol; eothe r .~- -~a or slu~~ tly
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hi;her for C Schoo l due to rnore advanced and t e c hn i c a l

equipment or. use and lo s s  of economies f scale found or.

large A Schools .  Trave l  cost p er  nan shou ld  be o d e nt o c a l

f o r  A and C School students.

These f o g u re s  on d o c a t e  t h a t  ca ree r  C School  t r a i n —

on~ costs are at l eas t  e— ~-ua 1 to  A School  costs  and p o s s u bl y

1.6 times the  cost of A School t r a un i n g  or more when othe r

c o s t s  are o on s o d er e ~d .  R e a l u : o n ,~ t hat  toese  e s to m at e s  a re

r o u -~b. f u ~~u r e s , have e s tim a t ed  the  a n r u c o c o a t e d  c o s t  o~ C

Son co l  t i-a  u n o c . :  r e c u o r e n e n t s  thr- -;:huu t a care.:r to cc abcut

1.5  tomes  t he  cos t  -of A School ~.-::ded :ver  toe 16 y e a r s

r e m a o n o o :  on a l O  y e a r  c a :e e r  a f t e r  the uro ~o t o a  e n l _ s t n e n t .

As show n on Ap~~en- lox  ~~~~~~ ~n : s  c r e s  c . t  r :  3 0 7 . l 4  ocr

year :r $H2.5~ :er Pro n cto on.

~notner alte rna tove m e to-d of :alo-ulat: . n ; t h e  a ve r—

a~ e cost  o f  -C Scocc l  t r a o n u n ;  :s as : o l l : w s :  l 1 5  Cost  a ta

f-o r c-ast 1-u ar d  1 Scn ocl  r r a o n o n :  f o r  a l  .onl:sted r€rsonne l

us as follows:

Tuot utocn 3 71 ,300
T r a v e l  1 , 55 ’- , 2 C 3
Per ~ uem 3 5 .630

T o t a l

Table ~)

Partoal -Cost C Schccl Tra o c-;

55 
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I f  these fund s were a l l o c a t e d  e qU a l l y  among a l l

30 ,500 Enlisted Coast Guardsmen , the cost per ~an per y e a r

would be r o u g h l y  $66 .  However , t h i s  is o n l y  tha t C Schoo l

t r a u n o n q  f u n d e d  by Coa~~ Guard H e a d q u a r t e r s .  C Schoo l

trauning funded by unots othe r roan Heal~ uarrers rouqhlv

equals that funded by Headqua r t e r s  each year , so the fo ; u r e

s h o u l d  be -doubled to about  $ 130.

Lv oou s  y ,  an a ’:erace cost  per  man p er  y e - .r o f  or . y

S 3 )  on r . u t . n , t r~~ -~- l  ~aro d c-er d i em  on l o c a t e s  t h a t  on a

:ove n y ear , most C .ast 0;arlsmen do not  at t e n d  C Sc~ co1 at

a l l .  T h u s  f o . ~ure  o f  $ 1 3 1  us  p r o p o s e d  as p a r t  of  the

a v er a 4e  cos t  p e r  y e a r  ccc  mar -i for the wh-.o Ic Coast 3 arl ,

r eco’~n o : o n ~ t o a r  most  c e - o r  Ic ~ o I a t t e n d  a C S c h o o l  no — o r e

o f t e n  t o n  once  e v e ry  f e~ y e a r s .

~owever , t h u s  5 1 1 - .  s t i l l  ;o e s  nor  rec- -.- : n u o e  m i-ce

c o s t s  d u f f u : - u t to  ; - u a n t o f v . ~c :a t a  • - x o s t s  f o r  these  th ree

areas an d , oc order to arc lye at e - en a ter .tatove cost

fo :ures , a ~rear deal es- mat o :n u s t  cc made :

a .  S m u c e n t  Salary — These costs are f o r  t u o t u - : n ,

t r a v e . and  ocr d o e m  or. l y.  order to calculate student

Sa l a ry , a l l .  ~uctas  f o r  II’S would have to be udento foed and

costed at  th e  ray scale of the s t u d e n t .

As a very rough es timate , the average Coast

Guardsman attend s a C School roughl once every three years ,

with the average ‘C School  l a s t on g  about two weeks . f ut

-dere assume d tha t  each en1~ sted Coast O u a r d s m an  attended a

r~~ week C Schoo l once every  three yea r s , th is  would work cut
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to about two—thords man weeks per man per year. If this

were calculated for the rank of E-5 with 6 years longevoty ,

it would come to about $113 on student salary .

b. Some C Schcol t r a i n o n g  us  done at  a T r a u n o n g

Center co-located wuth the o nd o v i lu a l s  Cc~~nand , r esu lt in ~o

on a cost of $0 on terms of t r a v e l , per du e m  an d t u i t o c n

but not a cost of $0 in terms of student salary.

I n st r u c t c r s  s a l a r y , t r a u n o n c  m a t e r oa l s , a d n o n —

u s t r ar o v e  : v e : n e a d , e to :  hese costs  were f o u n d  to be -abcut

3 3 %  of  t o t a l  st ~~de~~t sa l a ry  o l i s  t r a v el  cos t  f o r  A Schools

on A p p en l o x  an d a somolar estumate could be made f c c  C

Scoco ls .  :f tuition , tr avel, cer d o e m  and s a l a ry  ccrri ~~uned

e~~ua1 a p o r o x o m a t e l - - $ 2 4 1  ( 1 2 3  I l - ) ) t h en  the c o s t  o f

o p e r at o n ; roe s c h o o l  may ce e s to mat e d  at 2 - 3 %  of  roam or -about

3 ’  f o r  toe cost  of r-onnon-: the  schcc and a t o t a l  1 Sc~~ccl

cost  of aOc 0 t 3 1 1 2  (133 ~ 113 — 2) ccc man ocr r e ar .

R e al :z : o  ; the l ar  :e a mou n t  of  e s t o m a t u o - n o n v o l v e d

on a r r o v 0 n - :  a t  t h e  3 2 1 2  f o c ~~re  shown abcv e , o f f e r  Apr endux

•;::: as an a t e r n a t o : e  me th o d . arr o v o ro : a t a very som:Iar

answer. As sncw~ .n Apr endux .
‘
~~~~~~~~~~ , of we ass-u~me t~ at the

average cost of post entry rate tr aonon: spread over a twenty

year career to be half again as much as toe cost of the unitlai

rate entry tra0000g , we come -out  w it h  a career cost of about

$4,- -~~4 (the oroginal Cost of A Scood f rom Appendix V of

53, 2 6.21 x 1 .5 ) .  I f  t h o s  34 ,~~I4  us  d i v o le d  over  the 16

years remaunung —on a 2 0 year career - a f t e r  the 0 0 0t O ai  f o u r

—- 55 - 
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year enlistment , the cost is S301’ .l4 per man per year , not

f a r  f rom the $312 c a l cu l a t ed  in the p r e v io u s  paragraph.

Realizing the wide va roabu luty and large amount

of e s t i m a t i n g  needed to de rove  such a f i gure I will use 1.5

times the cost of A Schoo l or $ 3 0 7 . 14  per man per year or

$ 9 8 2 . 8 6  per p romotoco.

4. Combined A School and Correspondence Training -

As shown on Appendox :x , th’~ average cost of scme A School

3r a dua te s  and some — C o r r e s c on d e n c e  -o torse  Cr a d u a t e s  b e in~

-con~~uned  at present levels c-f output wcu1u cc

per - r a d ua t e .

5. C:rresccndenoc :nlv - Ad-~~1o - ~h un: C School and

cro v u d on all post—entr y leve tr auooo-c mo::-~ch :crrespcn—

der.ce dc-i l !  r e gu o r e  a d d o n :  m a t t - r o a l  to  toe C r r e sp c r . d cr .c e

Courses. A :a..n, m oos .s :ery ±u: foo-oIt r.: estomate and

absc otcly ompossoc e mc calou ate ac urate ly . ~f we were

to totally abdlosr. C S-coccls and .atterrip-ted mc o :fer all -C

School mater  oa I cv c-c r i -e sc o nd en c e , hcw much  w ou l d  o t  add

to toe present cost assocoated wut h each Correspcndence

Course 3r .aduate of 3~~3. II  as shown on Append u x  V~~~~~~? F or

the purpose of c a l c u l a t u - o n , I w:11 assume tha t thus oncreased

requirement wou ld  r au se  the cos t ‘of each Correspondence Course

by about h a f  to $I1 . l .

6. Combined C and Correspondence Tra0nung - The

method of :cm b u o u n g  C Schoo traonlng with Correspondence

training ~as is p r e s ent l y  b eu n c  done )  invo lves  ccmbo n ong the

50
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cost of both programs together for each promotion of each

un d u - .-o du a l ,  or $7 8 . 1 1  $ 9 8 2 . 8 6  $1 , 0 6 0 . 9 7 .

As shown below in Table 11 , combining the figures

discussed on Se c tu o n s  E— 1. to E-6 v oe l d s  the total cost

of t r a in on g  one person over  a 20 year car~-~er , given that

an o nd o v i d u a l was promoted a l l  the way to E-9. Derovation

of the f og u r e s  used is shown on A p pen d i x  X.

Howeve r , the f ocu r e s  shown on Tab le  I L  and deroved

on Appendix X show what the total cost w~~ll be for c-ne

on d o v o d u a l  to  be trauned -over a 2-2 yea r ca r eer fo r  p romot oon s

all toe •~~ y ~~ E- -I !b’.’o c u s ly , most  Coast  0-c-ar d sm en do not

stay on thus Lo r.g or get promoted toos :ar , ma~zonc the figures

shown on Table 1.1 unrepresentatuve -of the overa .1 Coast uard.

L’utua I ~~st ~~~t~~- ~~st ~~r
~~te ~~try 20 Ye&r for

Alternatove ‘ra ‘omc ?ra on c-no E~-J. istr~ot Eeor~~ y

I A Sc~zx l  C ~~~~~ S8 , 1o~C . E I  8

2 A ~~~~~ Ccrres~~~~ er~ e 3 ,~ € .  :~ 3

3 A ~~~~ l C Sc.~~~1 ~ 8,581.06 9
Oorre~~~ id~ re

4 corr~~— -C ~~~~ 1 4, ~~2 . 41 4

5 ~~rres— ~~rres~xx~i~ x’e 663.96 1

6 ~orr~~— C S~thcx l ~ 5,382.96 5

— Co~~~~~~~~~ce

A ~~hccl & C ~~ l - ,629.51 6
Corres-

B A S c~~~l~~ C3rresç x~ &~ce 3, 301.06 2
Corresçax%~~x e

9 A Sc~~~l ~ C ~~~~~ & Corres— ,020.06 7

Table II. Cost Per 20 Year ~~list~~at Per Var iaus Alter~~t.ives

51
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In order to convert the figures on Table 11 from

a “Cost Per 20 Year Enlostment ” figure to an “Annual Cos t

to the Coast Guard” figure , the cost of each promotion must

be multiplied by the number of promotions t o t h a t  Rank.  As

shown on Table 12 , more promotions are made to the lower

Ranks (‘~ogocaILy) than the h o g he r  Ranks .  Whe n toe v a c u ou s

alternatoves are costed at the actual number  -of p r c mot u cn s ,

tnos will have the effect of favor:r.g alternatoves w h u o h

economize t r i o n u n o  costs  at the lower Ranks. A:

x : mult u clo es toe cost oi each ~o ro mct~~or. by the number ci

~romotoons for eacn -of the ~ alternatuves on -o r 1er t: ~er:ve

an ~Aonua1 Cost to the oast - ard .” The results ci

A~pendox X I  are so wn oclo-w on Tab l e  1 3 .

Pr mct ed to M K 3  MKC MKC~ MXCM T o t a l

3 13 I l l  2 l 2

T a b le  12

1 9 9  MX Prom ot -cn s m : ~~~aco ~-an c

52
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II. Evaluation of Alternatives

A. Quantofiables

As shown in p r e vu o u s  sec to-ons , t h e r e  are two

c r i t e r i a  on which  the alternatives may be e v a l u a t e d : Cost ,

which is guantifiable but requires con s i d e r a b l e  e s t im a t i o n

on forecasting; and productovuty which is guantofoab e -only

in the ordinate sense tha t  one method of d el i v e r y  can sub-

j e c t o v e l y  be udged “be t t e r ” t h a n  a n o t h e r .  Shcwr.  b e l o w  are

the  a l t e rn a t uv e s  ranked f o r  both co s t  and : o rc d u c t u v o  m v .

T~ti1. Cost Per Year verall Rank~ f Ranked
A1terr~tove - o-~ ~~~ isar~ s) ~roductuv: mc. For Econany For ?rx~uxotc-v:t’~

8 Y xst

2 2 , 51 A 5 ~~~~~

3 3 , l~ 9 A~ Forst

4 1,139 A C

5 178 I

6 1,225 A 3 ~~~~~

Forst

1,805 A 4 S~ x r ~
First

Table 14

Cost and Productovoty of the .aroous Alternatives

Table 14 , above , us actua11y a su~~ary of informa—

tion deroved over the ast dozen pages. For each of the

none a.ternatives , the total annual cost to the Coast uard

-

~~~~~~  
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( f r o m  Table  13) is shown a l o n -i w i t h  ove ra l l  p r o d u ct i v i t y

(from Taule 7). The alternatives ha’.’e been ranked for both

eccr.c~ y and  ~roductivit v . As mi-Tht be expected , the

.alterndtuves whooh ranked hog hest in produc tovoty were

also least economocal.

B. Sensutovut y Analysos

There are two areas of the trauning process which

ar e  based or~ e s t um a t e d  f o r e c a s t s ;  reen u st m er .t r a c e s  and

need i-o r advanced  t r i o n u n - -:.

Reenl stmeots - The i o — ;u r e s  :: resented he re  a r e  based

on 1~~~3 force stren:to an-i reenlostnent rat~~s. bvu:usly,

an oncrease on reen utneot w o11 1ecr ease t..e :oeei f o r

e n t ry  lev e l  t r a n o n  - : as t n~ n -o ther  o f  I :-~ec ;r ad es  have

f e w e r  o: e n o n : s  r u r n L ;  reolacenent. A ~ecrease n

lu st—en t ~u 11 an oncr~ as.~55: n’~e f or entry eve

to i _ n o n - c - .

The io 1 1 o wo n ; t a o l e  t l 3 socws a s e n s . t o v o c v  ana1vs :~
tot al inn-c-a l cost to toe Coast  c - aod  ( o n  cnc~~sa n d s

$) of entry le’:e craon:n-; woth varoac :ns on t:o e numt ’~r o f

Mfl’s re- :uured .

The costs on d o c at e d  on Tacle 15 show what the

antocopated costs wculd re of the number  of new MK3’s varued

f rom uts l~~~8 l eve l .  ~b v o - o u s 1 y,  a decrease on reenlostment

rates would result on an oncreased number of new MK3’s

requirong tr aun ong and an increase un reen1ost~ en t would

result on a decrease or. t r a o n on c  r e qu o r e d .  Whi l e  there is

55
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some narrowing and widening ci ~aps , the rank order remains

the same t h roughou t  the 4 0 %  rang e ( 2 0 %  below to 20% above FY

7 8  levels ) on graduates per year.

NUMBER OF NEW KM3’S REQUIRE ) EACH LEVEL

20% Below 10% Below 10% Above 20% Above
Alternative FY78 ~494) F’i’8 ~555) FY78 ~6l7) FY7 8 (679) FY78 ~740) Rank

1 $2,706 $2 ,904 $3,112 $3 ,315 $3,518 8

2 1,745 1,948 2,131 2,354 2,557 5

3 2,T’92 2 , 995 3, :~ 9 3, 402 3 , ’~C5 9

4 1,129 1, 34 1, 2’~ ,144 1 ,148

5 1b8 173 183 18 I

6 1,2 16 1, 221 ,~~~5 1, 230 1, 235 3

7 2,429 .,39 2166 ~~~I4 3 , 102 4

8 1,468 1,636 l, d c S  l ,~~2 2 , 142 4

9 2 , 516 2 , 684 ~~~ 3 . :: 2 ,189 7

T i d e 15

S e n s u m o v o c v  A~ a l~~s u s  of mn e  ~ - a r u o u s  Al~~.’r n a c u v e s

Advanced : r a u n u n - ;  — A s e r . so t o v u t y  a n a y s u o  f -or a dv an c e d  C

5chc-c l t r i o n u n ;  r .? ;u :r em en t s  y u e l d s  the  a r e  t yp e  ‘of results

as that f o r  C l a s s  A shown -above : The total costs .virv wuth

toe amount requored but t~ e ranx or d e r  rema~ ns e s s en t i a l ly

the same . I n c r e a s o n cl y  scp hu st . c a t e d  t e ch n u c a l  tr3:n~ ng can

p r ob a b l y  Oct be t au~~ht  as wel l  uv :crres~~cndence . but  such

a lo~~otaticn Os recocouzed on secto-on 5 ov rat :no as b ade—

~u ace  a l l  - a l t a r n a t o v e s  ( 2 , 5 and 8i  w h i c h  rely on traonong

to toe excl~~3 u:n :f resuien t Class C .5chcc s .

0~~’
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III. Other Poin t s  to C on s u d e r

There are also some nonmonetary and non :~~-~n ti fu ab e

po in t s  to be considered when c o m p a r on c -  R e s u d e n c  ~o C- rr es-

pondent  t r a i n o n g .  ~ mo ng these are r u s k s  o n - . - ‘- : on

too h e av u l y  on one method or the  o t h e r .  ~~~~~~~ ~~~~~~~ oss es

on other areas such as morale , ~rcfeso: :o~~l : sm , r : e: ved

opportunity or tradotoon may be caused ny ~ :n in :e t r a u n -

ung opt000s open mc t h e  ondov:uiual .

A. Ro3ks

1. A oclo3h on~ 3chcols: An- 2e55- su-:n abc ush

a lr e a dy  e x o i c u n -: lass A or C Scoocls is -i:. ec:- ~-y  nea sure

:o’c-ld nave  : - a t u v e  e f fe c t s  o f  r :.~r 5 a  C: Sc- ::- a d e c i s u o r .

ceocnes n e c e s s a ry . e s c ab o s h . n  b u  ~‘-s ~~~~ . r e - c - c - o r e  at

.east  two :ears  and  o u u l d u n - o  ~: : s s -  no ~:o-: --~~~: . o -t 1 1 s ,

onc c-dun--; n ar du ar e , s c f c - ~a :.~ m o  or : - ~ 1i t ak e

another year or two . A T~ :.~mne :- , •~~~~~~. - : .  - c: at l - ~as t

three years ~cul -~ ~-e re~~;or ei :.‘c a Scoccl o-ick cc

d u c on g  ca~-a b o1u ty . ~a ~n c r - a  ;e a: t - . n e d  ~e r 3 L n n e I  can

not ~e o d e n t : f u o ~ at e i ~~t cn:~~e e t : s  u .n  ~-vuo -:e , a c - n c r t —

fall :n.a; reso t.

2. Loss of on~- o m  c o n t r o l :  Ab u s o  o n :  a ::ass A

Schoo l under the assumption m nam all forme r A Students wul l

now -:hcose to take out a Correspondence Course may be an

incorrect assumption . They may choose to take a course fo r

-a nc to e r  Rate , -causing u n c o n t r o ll e d  f l u ct - c - a t o o r .  in MK3 o u t —

oo u t .

5-
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B. Non ~~u a n t : :  o a b es

I. A res udent schoo l , e other A or C r-:’: odes an

cp~~o r t u n o t y  f o r  s tan d ar d  c r a u n u n - :  re-~ c- :r~~ncn:~ f o r  i l l  stu-

d e n t s  o n d er  u d e o t o c a l  c o n d u c u - o n s  . ~:r : ~~~~~~~~~

O~~m b O ned w o t h  the  ~P r a c t u c a l  ~ act -or s ’ r e - .:u : r e n~ n c  to be

evaluated by toe nu t may lead cc c-ne - :-c-a standards beong

a p u l o e d  at v a r u c o s  - c - n u t s .

2 .  A b o l o sh o n - ;  C l a s s  A~~~chc. - :ls  ma- .- e a .~ t o  i ’!creased

u d e n t u f u c a t u o n  ~ u t o  p a c e  a n d  d t c r e - t s ~ r ui e  on -~- -~ r ’o . The re

us a sense ci :o mr i d e s ou o  i:-.o R.~o.: -ienz f :cam. -n that c-ones

w oth  b e o ng  a ~ r a-o~~ace  o : toe sane ~cnoc l is a l  y o u r  f e l l o w

or  ?ad - ar en .  C h . s  u s  lost o:’ i Corr ’~s~ -oo ~it -n ce

t r a u n u n : •~n v c r ~~n n e n t .

3 .  ne i c - c c - r e  ? 0 0 0 : l 0 0 0 - : a _  ~t : o :~ -e: ; t s — a-: : r ove

O f  a : o a t . r e  tna~ m a k e s  2 - r - ’-: ; :. - :o~~t -~~
-:e ‘ r n o n ; o. : c s s o —

tn O 3 us toe  :ase , toe eSt ~O S  :

r - : c-t e  -av ~ r -~~.- ’~ ~ nwr  :~~ ir 1 e .

4. ;cz :r cc - nu c: — ht’ ~~~. l t ar - ;  o~ seen as an o t

~ or  a d v a n - : c m e n o  an d  ~ r a o c . c - o : ‘of •coe : o : u - : ~.~~i l ,  ~ a-c e .h.~re

s K u l l s  and  ;r - ~~~ n o a n  ~~o 
~c0ueve ,~ tha ~~~~ ue n e:om one

onduvodua l e o t o e r  o n s _ : e  or o t s u  tOe serv::e. 7: moe

Jot ento - a rec rc-ut , an opp ’ortonut- ; m -~ atter.d a Class A Scho’c

a n d  a c o ’ c - or e  a ~~~~~ ~~~; in u n d  ~ccm.~nc to e n l o s t .  To th e

ond uoudu al already in toe ~ca ;m -;ari , mh e -avau ab u 0tv of

the : or r e s~5 5o nden ce  r o u t e  to ~adv -a nc e n en t  leads to  the ;:~~r c ep —

to-on of :~~ crm ~:n:ty; the .iea coat no mat ter w h e r e  ne us ,

ne r.eed o n l y  a;:~~iy to .:e ~-~ t on the road to ~iv~ r.cement .
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Add utuonallv , :oecple asso-;ried to the fueld after Recruot

Traoning are mctovated cc d e m o n s t r a t e  t h e i r  ~;r c m c t u o n  poten-

toal on order to r e c eu v e  a fa’:crab e endorsement or. •in

appl oca to on for Class A School.

:v. Recc endatoons for Machinist Traunun~;

Any d o s cu s su o n  of rec :rr~-’c:odatucns must be ~:refaced wuth

a w ar n u n g : Don ’ t throw the baby out wo th the bath water.

The ~reser.t system does w o r k  ano  ~o r : v d e s  a w u d e y a r u e m v  o f

trau noo~ cc the Coast c-ar ~ a t  a very reas-:nab~~ co st.

~ecomnendatuons am most w u l  r~ ::oe c - c - n u n o

to to alread ef f.c u enm poece ci e ;-c-upmenc .

A. Select ::n :: Al ternac uves

A : t er  e x a n on  on c -  0 t  d a t a  and  :vi I c - a c o o  toe  s tr en ot h s

in c  w e a .u n e ss e s  : ~- nc  a :- o : - c - s a l t e r n a t u - - e s , :~~cc mneod

•a ternac ove : bct~n A ~co-o- c- ~-~J :0rre ;~ :n de~~:~

f o r  u n u t u a l  t r i o n u r - .; a n d  ~‘ o n  C .~-:o - I and 2orr ’s~~~nience

for ~ :sm en t r y  c r a . o u : : : )  a s  -: - e : .:s t  c o c u c e  ~ .c :o i teroa—

co-c -es ~~, 1 ,  3 , 4 , a n d  f : l ; w o — .; o.n orde r o: :e:-:mme r’d~~tu :n

an alt e rn t t -;es 2 , 5 and 8 elonu n at ed . The - ‘c- ion : e a s  o n  tha t

a lternato-.-’ .~ us recorr.r~e nde d , despute uts :-:mpara :-:e - - o :h

cos t,  u s t h at u t : r o v u d e s  f l e x o b : l o t v  of eu t h e r ~cs d e n t  of

Corres pondent tr aun un~ at  a l l  c a r e e r  leve .s ~e;-endon- : -on

crauno ng needed . t us toe on l a.ternatuve tha t ~rcvud es

t hu s  o~~m u o n .  A l t e r n a t u v e s  7 , 1 and 3 & l l  r e c a u n e d  C l a s s  A

Schccl but e unor.ated toe Correspondence Courses am some

oconc . Alternatoves 4 and ‘ ire --c ry unexpe r. so- :e, c~~s t uo  ;

Li ——--—~~~~~~~- ~~~~
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r o u o h l v  half w h a t  the next cOstly alternatov ’ does , but

there us a hogh risk suoce . a l t er n a t o v e  4 and 6 both elumonate

the A .3cr’. c l  and r e v  enturely on Ccrrespcr.der-ice Course

Tr a d u a c e s .  2 u r o n — ;  FY 9 r ou-c -h v 35~ of  new T h or d  Cla s s

M~chu nost Mates were A Schoo l ~raduates and 5~ had taken

tOe Corre s:-or.dence route. To ass~ me that all or even most

of toe 85~ w o u l d  -choose the .~-tK P~ate by orrespondence w o u l d

~e tenuous. Alternat: .es 4 and  6 a r e  r e c om m e n d e d  l a s t ,

~es;o u t e  t o cu r  a :- :c-a r en t  eccn-omv and ~css.u~ m u  ;ht no t re

recono-enc-ed a: all w:cnoc -t s-:r-e a:2 :ontr:l as cc Rate

e n t ry  mad e  a v a u ao l e  - Ic cor :-~;n -Tcrres ::ondence.

3. ~~~~ Resod er - t ~o o : - :I s  S h ;r o

As s r. own on A~ cen~du x , ove r 50. of tru e t•:ta cost

o f  o r a d u a c o : ;  i man m o o n -  A :oh- - :l us toe -m a l a r y  - f toe

:nd~~~u~~c - a .  :.~‘ss moan .T’ us  the  i : t - . a I  :ost of he School

and :nscr-~ct :rs. S.:-ce ; oeot salar y :-ost us a unear

c - i  s c h o o l  : o r a c u  0 , o c  us re ccmineoded t h a t  any

shortenu: ; : -: :~~s . o e n  t r a u n u n :  pc ss .ole :e :-:nsudered .

.~here mat- r a I  ~o :o z.~ ~~~~v ere -d  ~~ :h ‘~~
-
~~ . a 1  e f fe c t  dv

C o r r e s p o n d e n c e , .t ~nc -~~ d fe •~~umuoated ::n Peso dent Schcc l

and o nc lu d e d  toe a p r - r - o o r o - a t e  T : r r e s ~~cnderce  o ur se .

C. Enroll App l ucant s As Early As P’oss:o e

Traunu n- : cost us an uovestment dv the :rcanura tocn on

the s k u l l s  -of toe ond ovudual. The ret-urn or . onvesment ~s

or. toe for- n of wor~ perf oume d after traonunc that the ond~ —

vuduc - a l wc-~ lJ not have done wu t h o u t  t he  t r a ~~n u o - : . We f o r e f u t
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tha t unvestn ent when enrollment us d e l a y e d  dv wa :tong lusts.

Example:

A ~ian graduates f r o m  e u g h t  weeks ci Pecr-c- t
Traor.ung and goes durectly to MX A School ,
gr a d u a t u n g  s ix teen  weeks later. - ‘ost to the
Coast Suard is about $3 ,300. Tome rem aunonu on
active duty (4 c-ear enlustmer.t less 3 weeks ,
less lb  weeks) us 3 1/ 2  y e a r s .  T r a i n u o g  onvest .ment
a.’~~rtuzed -over r e a m u n u n u  enl:stment (S3, 2~~~.2O -

~~ 3.5)
os about ~~ 36 per y e a r  or  $18 per week.

I f  our  example had not  -c -one d u r e c c l y  f r o m  R e c r o u t
Trao our.g to MX A Schoo l. . but :n.ad unstead ;or.e
cc toe f~ el~~, a~ r ued f o r MX A S~ohco l  and m u n a l l y
enrolled w ut o cob the non umum t m e  reoc-ured
:e m a u n u : ; ; on oos -~nlustmer. t, c-r onvestne:.t -of
53 , 300 w c u l d  n - o w  be a m c r m u z e - d  o v e r  I I  m on t h s
~true mun un .’c-o for an A School :-: l’ weeks ~-ura—
t u o n  us  28 m c n t n s  o b b o c - a t o o n  u~~r n  toe o o n - .-en o r . c
date of the -c- la ss , less I’, weeks II months)
for a cost -c-f $l , 87 ;;er -c-ear -r $37 ::er week.

Thus doffere nce of abcut 650 maxunun ) on amcrtu :ed

t raonun - ; ex~ ense rer man :er year oe c o~-es o n c r e a s o n : l y  s _ ; n o —

fucant do.ruu; ;eruods ci low recenm ;n and no :h m-~rnc’:er , when

hea-.-v tra onu n - : loads are redc- .red to ma u ot aon skull .e’:els.

The best way • mononu :e coos c o s t  u s  t o  ~~.‘e: A Sc ho o l  w a o t —

unc  lusts sourt. A Ion :  ~a.ou n : list som~ lv wastes a

of  an o n d u v u i o a l s  en l . s tm e r.t on u n c - K u l l e d  w o r ~~, r ed -.ucunu  r u o s

more :;roduccuve months after A Schc - :r a-i - c - a tu c -n . :f munomum

scar.daris f-o r A Schoo l were raosed , wa ut un : usts would be

F shortened -an d A Schoo l graduates wculd have a longer tome

remaun ong c-n theor enlostments , ser:onq as sku e-d Tetty

-Jff ..cers.

If course , there are ~rawbacks to mak u nc Recruit

~r i d u a u u c - n  t~~e o n l y  tome  an u n d o v i d u a l  may be e n r o l l e d  on an

A Scnccl. He -du l l be ‘oreen when he ;raduates , never havunq

-- —~~~ - 
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oeen aboard a regular  unot . Thus  would emphas ize  importance

ci performance on the Basuc Battery -of t es ts  -doscussed -on

page 2 . ,  mea n on g  cha t  u n d o - .- o d u a l s  who ar r : v e d  at  Pecruot

Traonung woth poor readung cr test t a ku n g  s ku l l s  would

~uucKly fund themselves at a huge dosadvaot.a -;e or. terms of

p ron~ tuon . Those who are oct selected would  Ic --se a

opportunoty for advance~~~nt and , unless they are motovated

to com p l et e  a Ccr r e s r -cn dence  0 0r s e , w o u ld  serve on m eno al ,

ur .s~~ol ed ‘c -c s  : :r  c:;e r e n aon d e r  of t ; .~ :o --r’.loscr-ent .

~cc ‘c Away ~ uth A Sch’oc c-

Based c-n s t r oc t - .- 0-c - s t data ~~~~~~~~~~~~~~~ 
- ;ere nay be a

temp tacoon to sonpbv do away wot h A So : ; cc s woere tru e

mater ua I can oc tau-:ot tor ~o _ ;h -Correspcodenco - ~cwever ,

as dosc-ussed or. ~a;e l~~, toe A Schools :r :Juce 
the vast

ma~ -or otu- of ;raduates when dot:; r o u t e s  : : r - r t : t 0 0 0  ar e

made ava ulab .e to the uoJ~ 

A S c hoo l s  a r e  ex p e n s o - .-e Chy c-cm ; ar OS -oO ) Out they
- 

-
~ nave toe a d .an t a o e  of  beo:;c able to del ov e r  l a r g e  :uantu toes

of thc r - ou g n lu -  t r i on e d  r e r : ol e  on a s h o r t  t une f r a m e .

Tc ncluSoons To Chapter 3

What have attempted to show here us the real cost of

Enl sted tr-aunong on the Coast uard -on both an :r.dovidual

and ov er a ll  ~asis. Traoning costs have been calculated

.~nder ~~~~ ccr .dotoons and estimates of alternatuve methods

of c r - a o n o n - -; de l o - .-ery have been made . A f t e r  a comparison of

these costs and d i . scuasocn  of n o n — q u a n t o f u a b i e s , have
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recommended the method that provides the most flex obilut v

even though (on paper) ot us not the least ccstly . respite

the compara tovely hogh cost of A School traooonc , I have

recommended we not attempt to complete ly r ep lace  A Schools

with Correspondence C-curses. A Schools produc e craduates

n numbers unxnatched by Correspondence Courses.

By way -of ccnclusucn it s h o u l d  be r eca l l ed  t h a t  there

are several varoables left -unaddressed here. ~ nong these

areas needun c- forcoer research are :ualuty c- f output of the

v a r o o u s  t r a u n u n - :  method s , ::erio-rmance after ;ra-d .atu:n ,

reenlustment rates o: cr-ad-c-ates from va rocu s craon :nc sources ,

the e f f e c t  :i l u t e r a c y  s-~u l s  on pr: n ctuon -and effects of

the A School .  se ect oon r r o o e s u .
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Chapter 4.  A MORE GENERAL MODEL FOR SELECTING
RESIDENT VS. C ORRESPONDENT TRAINING

By exarnunong the workongs of a training system that offers

two alternative methods of tra100ng delovery, I ha ve shcwn

the advantages and d~ sadvancages of each under various con-

ditions of technologocal sophustocatuon , 1-cad levels , con-

trol and others. Any decusuo r. as to whuch method us Nbetter w

-under a c-oven set of corcumstances shculd furst take unto

account toe euc ot ur.~~ t~ have odento foed be l ow .

Inputs To The ~-~cd e l

A. Control -of ~uctas ~nd u t p u t

Where a :ercaun n u m b e r  of cr-aune d ~erso noel are re—

~uored it  -a ;oven tome , a Resodent Schcc us clearly pre-

ferred to a Correspcnder .ce Cc-urse. A ssum on c- c h a t  t r u e r e

are an ade ;u.ate r.um.cer -i :ualu fu e -d apnl cants , ~l ann u nc - the

number of c -r a d u a t e s  u s  - o o m p a r a t u v e i - c -  c e r t a u n  and  s u m p l e  to

calc ulate. A r e s u d e n t  c- - - c -r se  w o t o  a hos to r u c a l comp let oo n

rate of ~~~~~~~ and 16 weeks d-urato :n wi. l procab ly pr o d u c e  t h a t

same output predoctacly. f ~O or a d u a t e s  are needed on

Apr ol , 100 guotas can :e ossued f-or a class convening on

Jar.uary w u t h  a hugh probabu 0ty that the quotas ussued woli

f u l l  the need . There is oc somolar procedure for -Corres-

pondence trauning. Sunce an ond uvudual enrolls on a Ccrres—

pondence Cour3e out of his  own desire for promotion, and

prouresses based on hos own mctuvato cn , there us no way to

-‘4
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con trol  output by manipulating enrollment as there is on a

resident environment.

B. Control of Performance

In a resident environment , the ons truc tor can observe

the performance of each s tuden t ,  both on w r i t t e n  tes t s  and

practocal hands-on performance. n a correspondence sutua-

tion , wrotten materoal can be evaluated  bu t  observation of

practocal perofrmance us left to the om~ed u-ate supervuscr

at the c -not. T h u s  c o u l d  bead cc vary ong standards beun- :

apploed by du fferent supervosors and less control of per—

for mance . where dorect Instructor super-;osocr . 15 requored ,

: es ud e r u t tr ao oon; :;as tOe advanta:e .

Control -of Procress

A resuden t course or: ---odes an ‘±n-:ur:r .ment on wr .uch

:ostr-c-ctors set true oac~ c-i 1e-arn o-- d the scuceot n-c-st

cotrue: keep up o r  f a o l .  Pr - o -~:e ss c- an ::e :- :n t r  o I l e d  oy t oe

onstructore and toe : : a d-u a t :  -n  t a t e  c-~mn be an  c~~ ated an e a d

c - f  tune . Thus us not true :ase on a :t e~~~- nden;c cou rse.

So nce the s c ud e o t ,  r o c - r e s s  u s  a f u n c t o n of r u o s  wo m c t u - : a —

c o on , the re  u s n o c e l l u n :  ~ c-en a :r - .o -ci : or r e s ~~on-der .ce

s t u ud e r . ts  w o l  dec-one : r a d-u i t e s , o a p a o l e  o f  ~~~r f - o r m o n o  at

true evel needed . -Ccrrespor.dence students oar. be dosenrolied

f o r  l a Ck  of pr-c -cress , out the  c o n t r o l  us  s t o l l  n o t  as s tr o n c

as a res odent  t r a u n o n c -  er.v ir o ruxa en t .

D Number c-f Students

A correspondence course has a ho:h fixed :ost or.

course development but a small varoable cost or. terms of
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each additional student. Preparing a Correspondence Course

for only f ofteen or twenty people per year re-~uures almost

as much work as for fofteen hundred people per year. Where

the number c-f people neediruc training is small or unfrequent ,

getting a resident class together woth a gua l o f o ed unstruc—

tor makes more sense than tryon~ to maintain a Correspondence

Course.

E. Cost

As stated above , the bo g est cost c--f correspcndence

traonung us foxed wru ole the bo ;-:esc cost of resu deru c traoo—

ong ~student salary) -:aroes with toe num ber of students and

-~ng t o  i toe -c-curse . ?Juth the examp le shcwr. on coos Thesis ,

toe cost c-f toe corres000dence meth od of traunonc was about

3d ) per graduat e wh~~ e toe resudent met~ -od cost a mcst

3, 300 cer ;r du~ate .

~icwe’.-e:, tous du fference ~aIes -~ruen we c-ons:der

ancrtoz atoon :i c-csts and a .ternato- .-e so - -c-roes. Ar, unot oal

or.vestment c- f 33 ,3 C  sounds luke a Iar:e sur-. out wr.en amcr—

to zed c-ocr the rer~.onur.c enlustmer .t , the weekly -cost come s

to between 3 13 an d 3 2 ’  per week , d ep en d un - c -  on ob l u : at e d

en lo s t .m e r . t  r e n a o n : n c - .  A weekly s a l a r y  (unci-udooc allowances)

of an E-4 in l 13  was $165.  When added to the amortized

t r a u n i n g  unvestment , t h a t  man costs the Coast  u ar d  between

$183 and $202 per week, stoll below what we would have to

pay to acq’c-ure the same technucal. skill from cur al.ternatoc-e

source of •kilied manpower - the cuviloa n labor market.
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Correspondence training requires a much smaller

onitial investment or. the undividual on the part of the

organo :atuon. However , when the larger onvestment of reso-

dent training us amortized over the productuve period of the

individua l, the difference on cost decreases and makes resi-

dent training appear less expensive than u t  no-;ht o r ig i n a l l y

appear.

F. Nature c-f Material: Theoretocal vs. Hands —In

Some ~ypes of m a t e r u a l  can  be tau -c-nc on euthe r a

resudent or corresoco-dent nLde who ’e others re cuur e hands

on supe r iusocn  w u t o -. -an o o st r ’u c t cr  p r e s e n t .  P r a c t o c a l  s ku l l s

assocoated w u th av:ato cn , health care or e l e c t r on u c s  ~c oct

e—d themse --- -as t-: :orrespcndence tr a. nu n -c - . In sut -uato c-r .s

such as these , there 03 nc sbusto cute for toe t y p e  ci hands

-o r. experoence ::ro-.-ode~ on a resudent envoronnent . Theoreto—

cab , adnonustr ato-o e or conc~ ptuaI un fcrnato: r. -c-an often be

delu- :ere-d easu lo- ov c-orres -~ondence . ~k: ls associated w o t h

cleroca l -or ‘paper ” oruented ; obs lend chersel.es to the

:‘orrespcndence mode.

-. - ‘.  ~ .~ -~ • € t .  ~~~ .. --~~ ~~~~~~ -

Some m a t e r o a l  us new to the s t u d e n t  b u t  of moderate

level of d o f f u c - u l t y ,  pe r m i t tu n g  i nd u v o  dua l learnong wothout

the presence of an Instructor. Other material us sufficientl y

du ffoc-ult as to make learnong less lu:<eiy without the bene-

fits of having an :nstructor present to answer questions and

assist  the student .

_ _  -
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H. Literacy and Study Skills

In additoon to self motivation , the correspondence

student must be able to read oorunted material and retaon

unformatoon easily. Any difficulty on reading , wroting or

l earning  w i l l  be a bog obstacle to learninq on a correspon-

dence node. Face-to-face c lass room o n st r u c t o on  does not

rely as heavoly on reading skulls , giving Pesoden t training

an advantace when readung or study skulls are narconal.

II. The Trau oonc -elover ’o Sel ecc uorc - Model

o f  t r u e  e: ::-cs c-sted acove :r:o d~~ces - -~

a model whoch mu ;hc re used on ~etcrnonunc whethe r Curres—

Do ndenc or R e s i de n t  c r a o o u o :  u s the r es t  t r a u o o n - ~ mode or.

a :u-oen sut-uat: -or.. The model :.--rnots as.~ nun - : relatu- c e -

ompo rcance to the varIous ocunt s to to-i o:o the seleccuon of

trau ruo n u mode. After usu r.; the model ~i f e w  t o m e s , o t

becomes - oo u s that toe normal desur e c : - o o o n u c - e  c -o s t  must

be r e c c o cu l e d  -~ u t ru t r ue  ie su :~’ c-o -~a x o n u c - e  the seven otruer

poonts busted . The model us pcrc:aye’i as T ab l e  ~~ b e l ow .

To c-se the  mode l , c-c-os . der the e :c-hc ::.- :oruts losted and

place a check mark on true c-cr ounuoum between ~mcre omp-: rtant ”

an d ~ iess omp ortan t~ or -other ad-~ect1ves bosted ) so as to

ondocate the r e l a t u ve  pos tocn on the scale who h represents

the situation beor.-; :cnso~ ered . A general cluster of chec k

marks towards c-ne sude o f  the scale us an unduca tu~on c- f the

p re fe r r ed  t r - a o n o n g  method on a ;u- .en en v u r o n m e n c .

— 
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A. A ~roupung towards the Left - A general grouping of

check marks towards the left woth a mean -of 3.5 -or more

unducates that the environment requires control oi a r e l u a —

b e  output of personnel f~u l l y  t r a un e d  on a technocal skull.

A traunong requirement such as thus can only be handl ed woth

resident c r a u n u ng and w o ib  requure the added expenses

associated -~‘uth resodent traunon g .

B. A oro-upuo g towards the ro-;ht — A c-eroera ;rcuro100 of

checknarks towards the ro— :ht wuto a mean -c-f .5 -or Lec -s

ooducates toe feasoc- o oty - c - i less e xp e n s  ove C~ r r e s~~c -n d c n c e

train u rum . Thus wcu d be a traoo om er..-urc -run er.c - .here to :ht

control ove r ~tu de~ t oro-;ress or :uc:out -ci :r-ad-ua tes 0s

less ompcrta:- .t an-c- ~nere the stuc -ruet s have so lu-i ’ 1 uceracy

s k u l l s .

-C. A ; rou ~~u o~ cc  :h~’ e:t -~ u c r u  :cs~ - rue ro ;rut —

coos s o t- u a 0 0 0 0,  toe pl anner us trvuo .: to ~o nore th an bus

bud~~et ~- o l  a l l o w .  T h e r e  us  no w ay  t o  — a u n t a u r u  t u ~~ht : n —

trol over outrut and teach iof foc- ulc tech~c-u:a -raterua

w u t h c u e  the un-:estmer.t reL~u o r e -~ b-V- res :dent tr~~.no- c- - :. In

this suc - uatuc -r., toe — anage r  m u S t  euther reassess nuc - need

f o r traoned p€rsonnel or real ure that he must rud-cet at a

higher level.

~~~ . A scatter — A scatter of  check marks across the

scales or  a mean be tween .5  and 3 . 5  doe s not  - ; u - e  a crc-ncl~u-

sove answer. It probab ly undocates eucher: nconcl-usuve

results and a need cc- bette r ~e f o n e  p r u c - r u t o e s  between cost ,

-



con t ro l , na t u r e  of  m a t e r u a b , etc.. Cr the scatter could

onducate an env i ronment  ~r. which -correspondent trauoo :ig could

not be completely effectu-.e but where the extra costs

associated with Resodent crauning us on1y barely justified.

As a first try to sortuog out a scatter , examune otems 4

-s tudents per year) and 8 (buteracy and study skulls).

Are the se two otems ckec~ ed un the I or 2 range with the

-oth er six items hogher? If sc , thus would o: c-do c -at e that

toere would be a bar c-c erucu~;h st-c-dent load c-c- make a

Correspondence o urse ec - c -n c -muc a l and t~ at. the st- .d er.ts have

the lut erac-; and st-c-dy skull s rec-ou red b-u t coat toere us a

-.eed for toght -cc’r.cr-c - of the numb er of fc- l y ~ualofie-~

~raduates. A Cor r e s t - co d e nc e  C o u r s e  n o  :ht be feasob ie on

coos sotuat :on on terms c- f c-cc-dent s O~~: .O  t z e  cc - earn true

nateroal b-u t oc ::ubd oct :uarir.c~~e the n utoer c-i :ra~~ua tes

r~~5 5 : u u r e c -  ~ u c o :n i ;o- ;en ~:ne frame as a :~esuder.t Cour3e

E .  ~~~c- “e c r u  - -:s of Iru:e rrreco n- ; R e s u l t s

As ~u~~-:~~o-sed - n ~eccoons A- ic:ve . there are c~’o ways

c - i unter::ret oo-~ true model: -“can and pattern (scatter c- i

checks ) . 3cm m et~ b; are usarle but each pr vudes somewhat

differen t data.

~ne of the  mean pro’.rode s a r- .le of th umb for ma .zuog

onot oal ~-udgeme r.ts. A near, score of less than . .~~~ on the

e uTht ooputs losted us an undocato — n of a trend towards

2crresoondence -as the rest method . Mean scores between 2.5

and 3.5 are :nccnclus ve and -do oct offer eother methcd as

- -
~~
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c l e ar ly  s up e r i o r .  A mean score above 3.5 us an ~nduc atuon

coat  ~e s o d e ot  T r a u n o r u j  u s  p r o b a b i  n.~ccs~~arv .

once one mean ruas beer. determ u rued , tOe scatter of

coec~ s car. be exanoned c- c- r u r o ’~’ude mcre s c o f o c  u nio rma tu c -ru

as to exact I-: whuch unputs are c-aus:ru -o toe mean t - be what

o t us. the three -Contr ol :np-uts l u — c -  tas , Pen 0 rmaooe

and Protjress) are towards the left of the mean , this reveals

why a nu c-h score was :-ut aoru e’d: !3e-c-ausc the or -aone y (:r

- l aoner) fee~.s rue needs t o :r u c  c 55 n~~r o .  If That~~r..- o:

Mate :-ojb and ~e-- el o c - f o o c - c ‘ o t r u e  L e f t  o f  true

mean , coo s  w o u l  o n d o c a t e  ~o~~c the ru - Icc - r e : the — ater.~~

be tr a oruc u u s ~eep:o : true mean so-ore ho~~r u .

Both az -rn :-oohes —rut -; :e  ~se on ru te r: -

results of .e ncdel . The 5 0 ; e n c t n  - - .:~~s an .nuooa

r e c - - o m m e n d a t o : n . E x a n 0 n a t u  t : t~ p- -a tern c - n sca . en : r - —

- _ - o ~.es a c - d o : . :~- t L  a r c -  -ocn •~ sc-- coo : o ° rform at. ru .

A O e m c o st : i o or .  c - f  tcz e tiel

:~ th e :‘r.~-;o c--u s se- - u : r s . ~.c - - .ssed -~-cdel ro n  a o u u o:

t r u e  dec .-;. ru ---r a k e r  on c-e e:t :c - - : .nu oru form o r •

w c c - d  best .;-~:c —c - s r~~eds on a :0-- en su tu a t u ~~r.. .

cu ;nt uoj .ts o c- cvc-s: .~er  u n .  t h e  ~e c o 3 o o r r . 3y way o~ example ,

1 Il wcrc tr.r-’-u~ h thus model fo r onrac Pates w othu n the

~~-asc ~;ar-~ at t h e  Thon i ~~ass PeOt-.- ff ucer Level.

~~~. The Machor.u3t Rate (~~X

~~~e -4 F ~~a~~ e has teen b c -cussed  •r  Thaz -ters 1 , 2 and

1. :- un -; -~~ • - ;  
~~.‘ ~ ‘.‘r. 

- I an  ~~-)~~ new t: a . . r u e e s  ;:en u - e a r

~ : ~~~~~~~~~~~~~~~~~ ~~ 4 1~~~~-c- -~~.o e- -a n  a - . r I~; - a _ r 0 -  s- - n ~’ a nd

V
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duese en; ones under the su n e r v o s  u-o n of a mere sne :cr PettY

C f : u : e~- . The MK k at e  u :c-c b c-des about 3 5 0  :oersc-ooel .

m o e  T r a u n o n - o  :‘e bu - ; e r y  ~e l e c t o o n  h a r o  shown

or. Table  l~ I have ass: c-ned the f c - l l o w u r . - c -  e v a l c - a 0 0 0 0  cc the

‘-~K I  Resubcrz t . Cor respon dent Traunu ng ec s000: The completed

~e e c c u- ; n Chart aprea rs tc - A~-p e n d o x  X I I .

I. Cc-nt: -o c-: uL tas 0

A re l o tb e :1 w of ~~~ s must be a-,-aola bb e to - the field
cc -  m a . n t a n a s t  lua r~ wr.ed e r u o : m e r t .

.. Cc ru - z o: :~~r: r aruce 3
A r eas na:. : ..- . r u _  - r— o~~

; or c-~ o :: leve l must te  ‘~xc-ecteda : o . - L c -  ~~~~~~~~~ : so I :  ::e a r : e  c: un sure c - r n —
p l u m - . ..ucru p r o — . : a t e -  c- a n danis .

3. ~ort :  - o r  P m  ;ness 4
hc - :  :m n . ~ t .cn :mo n~~ w a o t t o o  .:ru - ; uc : :r a - c - u a t e s .

There .s a r• - e: o r  t r a u r ~- -: : .- ::~~n.rut’ ar-I a:: .nd-c- e
:- . oc-~~: -~ :

4. -~~ :e: s i- -a : 
The “~~ 

- -  :~~- : - : _  :es oe ~‘-~~r --00 t o :  -- ‘~~~- :n tn arts
: .- ~~: . • ‘ a :

5. los- M~ n : n - : a : o  
here .5 a ~~~~~; . : •  - m u n .m .ze c :s - . :-c-

- as ’: , . — s z- : a.. v nc - -. — : - m ~ - ~~; . : ru c: 1 -

:e .. . ‘ 
.0 0 •o - --e st on :e-:.-r - : - a :r .o :

re lu ar e - a u n e: a :-. - ‘-  0: r u n  .: c- .u: me0 - .  - r - .’ m r u n
as n - ooe as j o e s e . aru ~ ; as - . . - • . e n : . : . ~-s  3:. • :
:. ‘ ~~c - ‘x :  — -:~~~~~- - e .

r.-a c .re - : -‘at~’r .a. : - a n  ~c- v s .  T rue - — —  5
:rac ::al •~x : e : - .e.- c- - . ’ 0 - -

~~~~~. — - m u -  o .~-~-a : :- . - ru.~
r u r a c r o c - a l  s~~uL. s re- :- u :- - :~~~~~ar

7.  ~~veI of :o:fu:~~~~
; 4

Th e ma ° e r u m  us net -
~ ~: :f .  - .. as -o be :~~~:ss:r .’

to ~r -asr w u c o c - r u t  an :os- : .c : : - . • .- rue
;o fmr-o b .ar .- - . t h  t rue  s r ;e- : • a r e - ; : : ’ :- .
would cc a

3 .  Lu cer a cy an~ 5 t d ; 
c-~~o l .s 3

“c an  3cor e  f o r  ~ K 2 t r i o — . — -: 3 . 5

— a



:r . t e r p r e t a t o - c r .  — >!X t r a u n u n ;  os  a :~~ r - o e r b : o e  case

w h u c - 0  tends -- mall towards crc - c mu ddle or tOe cha:- r b ut  u S

s c u b  m a r  coo-c- ru t ow - iri s c c - c  e:t cc - ‘us t om u - a

C o u r s e  - As srru wr. .r c - App end ox ~~ : , cnt’ r~ :5  a A :  ~e scat ter

of c-heck n a n k ~ on t h e  e u ~~ht  u n c u m s .  r u n t o - o l 0: c a s  u s

reedeo c u n s u r e  th a t  a m e l  : a r l e  : ~ .w : :~~rsorurut- a r e

tna o: c -ed on toe narrui s c - n , p r a c t o c a l  s’z.~~~s r~~ c e s s t : . - . ~i cw —

even, :er: mmance c-a -ru :.‘ : - r c r : ~~~~ e~~ a i e ; c - a r~ - -- m u- :

c - -  et :r on tOe : u c - l~ mr . d  - T . - : - ‘ ‘ us a s~~~- u . - n t

.o - tu .a: ;e ‘ -: . c - : h  to : . _ ~~ o r y  -t ‘ ::.‘s~~.:.-oe rc - :’ ’ .rse . T~c-e

-. o :. : - . l v : n : - ‘ : -~~~ - ‘ ;  or: a -Cc : :- -c - : - n i  ~~~~~ —

: 3 5 0  ~ :: .0 u .v—- s 1 toO 3. ‘ r . :  . . - as ~5 , ‘ru m ’: ..— -~ - r —

m o d  1 c - r . c : - o : ?: - :n ess  ‘~~~~~ . 
-- .- u ’~- _ ‘~~ — - : e o --— - - : a : --~~~ .

• coo- -c- -- toe~ .’ - . -. . ;o ,c - : .-s . -
~~~ 

• r io n.:. : .
‘
. i a - : .~:

3 . 1 .’, ne c: t r , ..c- o c - 1 - ;. - r • • c -
~~~~ 

— . : : - - c: ~~~
— . sca e- .

r oe : . 3 : O o .  .~~~ on  c m  - .~ s o r es •
- -  : u : t .  s ha a - :r.~s ; .r.—

:eocc - - : :  ;.‘ .5 r - - a 3 .. •~ a a - .- a -  S o~ - . - :  o r : :  c - ’ - • : a . n —

. rc - - ;  nc ” ~~’ - ~ :.-‘ - me an ~- 2  c-- . c- c -c -at a :c-. :0 : • -  : r  - . - :f  cc:~~rcl

o-;~~r me n umbe r of : .  a : ~ fol b .’ i an~ ru m :r.~ss -
‘ s .

u s  --ce i c i .  T h . 3  :-~~~~ r ‘
. -~n ~~~‘-

‘ : r - ~-~~:.’d c - r b ;  n a

• c- rune:: ° - A l:r:es~:cndcnce l~-;urse a c-v s. ’ : as an

e c r .~m :cal ~ay t o  s .~~ - ‘mc:c - t ~eS .  ~er:c .~c hc-c rum~~ .

°rue Res~~~cnc ~~ a s s  \ chcdl shcul~. net :e ~ l - s e d  as an

co :0- ray r~c-ve .

B .  The 3 - a t s w a o n s ‘.at e Ra te (BM ’

As -a second b er t cr . s t : - a t r. c - c - f :c-v T r a u n u n c -  m e l o - .-e ry

~ee : .-n Mode., 1 w u l  c-se toe 3M R a t e .  The 3M R a t e  unc.udes

— 4
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over 3000 p e op l e  and re~ uures rough’.y ~00 r a te e n t r a n t s

per  year. BMs are respons:b~~ for ma:nter.ar-zce arad c~ er at:-c -rc-

or deo~z equupmer .t. BMs must learn about boat :;arudluo~~,

na vu.at~~on , seamanship and vessel mauntenance.

Us u n g the Trau nu ng ~e uvery Se ec~~:-c- n ~h a r t on

Tab le  .6 1 have a s so ; o e d  the fo~~~cwo r. -c- eva u a tu on cc the

SM) R e s u d en t Corresuondent Trauning Decuso-on : The completed

e e c t o c - n  C h a r t  -a c : e ar s  as Apr.eodu x x:::.

Control of _ uctas 2
o t o l n e - :e n f i o , t rue  ~oa st  ua r d wa s a r - I c  c :.~~ u - c - n  t O e

B- ~3 l or r e s : on d e o c e  ~ c - - c - r se  f u l l  ru -a ca000cs . There
was n o t  a nee d  m~~ c l o s e  c- - n t r o  - c - f  c - ru  cas - m r u i new
~ar~ 2 s  w ere : - l a c - e d  . ru r o l e t s  i O t e n  : c-r c et : n or  the
Correspon dence out e t - a d v a n c e m e n t .

0c- raor - c - of P.’rf:r aoce 2
CT a n d  ra~- e t : 0 c- :  P r a c - 0 -a F ao -  rs . r c - e r  in

c x r e r o e o c e d  s . r u c r v~~; r .s ad e : a t e n r  1 -of
c - e r :  o r m a n c e .

3. o n t r c - l of P m : : r e s s  I
The -‘ S a ., r e ; . . r e s  e x t c n s . - - .~ T .  ~~u c h u r u  r e a s c oa f i e
:m:ts . cru~ lo.a st : ami c-an —- a u t - 0 o . c  a • :a. :- s

c r a c c u c - a l  se -amarus h.: . s a u ~~.s or: tc - ..:

4 .  S m d c r . t s  P e r  ~ea: 1
There m : - c e:’. - . ;r. n ew 3 M s  c- ;~~s t . : u  ~a
Cour se ~ :-;er 7~~) pe r :~‘ a r ) .

5. Cost ~u :c - om u cat u c - n 
The 3M Rate soc -c-Id — c n e q u . r ’-’ ~xp e o s : ve  cc n n o c a
cra ur,u n~~. Fon a :00-up th.s Is: ;e. s m e  non .mo :at o:r .
c - f  c -cst  per  student r rus t  te so c - c ot .

6. N a t u re f M a t e r ; a l  4
The 3M Pa t e  os  a nand s  ~n , m r act u ca~~~y r r u e r r ed Ra te
where  experu ence  and :CT are tne test teachers.

—
- Leve l of ~ iff:cu ty 2

The mate nu al  us  net 1uffi ~~u t and requ ires more
exper uen ce  m a n  st u d y

3. L~.teracy and ~ tc-dy .k:lls 3
Average .

Mean .~ccre for 3M1 Tnaunu n - ; 2.3

75
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Interpretation - The BM3 t r a u n i n ~ r e qu orement s  lend

themselves t o  C o r r e s p o n d e n c e  T r a in in g . As shown in Appendix

X~~ I , the scatter us skewed to the ri-;ht w o c h  on ly  two

inputs  checked above the score -of two . The mcdel in d o cat e s

that true material us oct dif fu cult and us acquored best

through e~peruence on the 2ob . Contr ol of performance can

te handled adequately by completuon of practical factors.

yntol recently, -cor .trc of c-uctas and st-c-dent Drocress

was not a prob em. It us on ter e ston ; to note  that for many

years. 3M was the c - nI- .; Rate wot:: - A ~ or -.c c; a l  3Ms were

- . l cr r espcn ler.:e c -u r s e  ~r a d c - a t e s  - ~cwever , a I n c - p  on reen—

ostmeot rates lur ; re-cent years ma s lcd cc - a shcrta :e of

1Mg and toe OCø mr a r.ces were nor :- c - -c - mlec: m - ; t O e  C c n r e s ; r u r r d e o c e

ru cruer ; lan :‘: e r c - _ r u ; : :  c c -  : .l. j l  -. acar.c es. As a

t r u e  l ast :~~s:-~ r u a s  : n u o a t c d  a I~M . \  ~chcc . cc -

c - n a  i s t ’ :  ario .t  303 — BMs c - e r  ‘c - s r .

C . The A-.~• - a t o  c - ru  E l e c t n  r.o:s T~ -c-nr. c - oar. -Ott e AT~

As a f ona l tera~ nst r a t  : c - n  o f  t r u e  T r a o r u u n  : P c I

Select 0 “ idl aol Tha r t , I b oll c-se the AT Rate. The AT

Rate ruas tn - ‘il— w an ce :- --er ~~- 0 c-oliets . An a n n u a l  : n r — u t

o f appr:xomate -~- 1.4-I meop .e s re- .~-c-one d cc m a o n m a n bo~~~et

strer .;tma (recent shc:tages wul l oncrease the numbe r of

entrants needed on the short n-c-mr . ATs are respcr .sotle for

~a u nt e n ar.ce -and o p e r a t i o n  c - f  a v :c r .u c  ‘electr cnu c) e—; - c -u ; o m e nc

used atcar-I  2~~~st ;-ua r d  a~. r c r a f t  fo r  r ,avu~ ato c - n , flu;h c

c - p e n 3 t o o o , cc - m~au n i c a t u o ns and s a f e t y .

_ _ _ _ _ _ _  -55 - - - —~~~~
-
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Using the Traunung 3elivery Selection Chart ~n Table

have a s s u -~ned the following evaluatuon to the AT) Resudent -

Cor r e s p o n d e n t  T r a u r : o g  P e c u S a o n :  The completed Se lec t ion

C h.i rt  app ea r s  as Ap p en d o x  Xlv -

I. Control of Quotas S
Con t r o l  of guotas us impor tant .  A shortage of trained
personnel leads to- a :rcraft flying with unreluable
equupmem t. A reluable f l o w  of  g r ad ua tes  us  requored .

2. Control of Performance 5
Av u or .ocs must ~e maintauned or. accordance w u c h  set
standards. ach studer .t rust ru e uodu- .-:d uaIlu - certo fued
as mee tung a - u-;en e-.-e. .: : ncr: :rraance . There us  no
r o om  f o r  car o a b o l u t y  or. t r a u n u r u ;  req u urerrc -e n ts -or
neloanc e or. CCT.

3 Co n tr ol :: Proc-tess 4
To true extent — hat a rel uab le s -c -  .n ce  c - f  :raduates .s
needed . t r a u r u e c s  c -a : : n o t  spend too on tr a uru on - ;.
There us a t c- f naterual to re e-anned sod a man
w o 1. c - c - a .-e l o t t I e  t n e  : e m a 0 0 0 . r u c- o-n hus er. u stm en t
of c-~us :ro-::ess us c- . sl:~~.

4 .  Sc-c - den t s  i e r  (ea r 
There a -e a mcs c en-c-c- . :o new A Ts e a c - r u  .~~sr (1.40)

~-ust~ fu- —su ntensoc e -:~~ a _ r r e s :  - c- d en -c c 1 c - u r s e .

5 .  C - c - s t  Mon .o-oza o:n 4
Maonc ~:ruam - :e of t o n  c - r i :  t e’c-c -tr .:-a I so-stems us no t a ace
to c-u t c- :sts. Ade ;-uate c n a .-~~:c - ; ~ o ll m e expens u -oc -and
true Ilcast -ua:d must te -.u l:m ; - n ay crc - c r u c e .

.,. Nature - f Ma ter ual 5
P ep a r of  e e c c r 2 0 0 0  e ; - .. merc - c r c ; c - r e s  r u a n d s  cm
p n a c t o c a  ex p e r o en c e  • :c - the p r e s e n c e  of an :rus t r-uctc-r.

Level cf 1.:ffi: -u tu - 
E e e t r o n i c s  us a ~u f f u c u l t  suc ;ect  f o r  a a t c - J e n t  to learn
-a :th out  the h e lp  of 30 I n s t r u c t o r .  Math , 1.o~~uc , physics
an d ruractu ca l sku ’

~ls -are coo ioff ~~cult to lear i by
2cr respondence

3. ut.racy and Study Skul ls 2
ATs are req-c-u red cc have above average scores — c- n aptut-ude
tes ts  measur un g t ec h  anguace  and a r u t h m e t u :  a b i l u t y

Mean Score for AT) Traun~ nq 4.0

— - - - —- — --- - -
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Interpretation - As the p a t t e r n  of check marks  in

Appendux XIv ondicates , AT traunung requires a reliable

f l o w  of t r a u ne d  personnel  w i t h  p r a c tu c a l  exper ience  or .  a

d u f f u c u l t  area. There are a compara to v e l y  small number of

peo ple  t r a i n e d  eacr . year and avo -onu c ma intenance t r a u n u n g

us not a p lac e to be cu t t i n g  cos t s .  These u n p u t s  show a

need fcr a Resident Course o er a Correspondent Course.

A r~isoc Corres rucodenc Electronucs Course m~ oht heli : to--

3ruerten true Res:~ cnt Course ‘rurese nt lo- .~~~~ wee k s)  r u t  tOe

uoea c- : ;uaIufy on- . pecp.e to rnau n taun avoc ouc systems

wu thout  R e so - d en t  T n a u r . u r . ;  us  -c -nfea gub le .

-Conc u suons t o Ch ar ter 4

Iru tOe Cha n ter, : hs’- - e i c c - e l  n e d  a ~-~cde . t o  he p a

~e c o s o : n  ma~ en Sc Cct ~hu co cr au n on o -—~~t:c - -.:-d , ~es ud e nt -or

Cc rn esnc nde~nt ~: ~lu test on c - c - o s t m r a u n u r .  : need: ; . - 

-a C h a r t  t~~ assu st .n c:c-e c-se or tru e -‘cccl anu

cruree examples cc lercr.stnate the use of the c-”o-iel .

As wo cru any dec us o .n make~~n c - “odd , on nr:dc-ceg an aud ,

oct an -a nswe r - 3. oor ,sudc nun~ the eo~~rut ompu ts :o~ c c-ssed ,

the iecus oc - n macen oar. be c-ooled cc -  weuch the .ano cus

aspects to be consudered. The funa average c-f true omp u ts

wu ~~~ ir.d~ cate a trend toward one method or the other.

There are  some :autuor~aru - notes to c - c r c - s u d e r :  There

w i l l  alw ays be an u n c l u n a t u c n  to select Cor r e s p o n d en c e

T r aoruur.~ because of u c s  l ower c o s t .  However , co u rse comple—

tier. rates are cf ten low -or unpreductal. e for Correspondence
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Tr a o n in g .  Where  t h e r e  us a need for tigh t con trol ove r

quotas , Student performance and student progress , only a

Resident Course wul suffoce.

-9
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CHAPTER 5. CCNCLUS IONs

This Thesis  has examined Res :den t  and Correspondent

T r a i nin g  fo r  Coast ~uard Enl i s ted  Personn e l .  The areas of

t r a u n o n g  mana - ;ement , d e f i c o t  fo recas ting , quota a l loc a t i o n

and costs of tra urnu ng were examuned . Resident and Com es—

pondent Traunor.~ each ~ave theor strengths and weaknesses.

Resident Trauno ng us more easo ly contro~~ ed uru terms c-f

oun~ber of oraduaces , tome requored f c- n n auno ru g and c lose

sune r v o s o o n  o ” Student oerforr’-ao c-e or.  a o-~ind s on envurcn—

me r . t .  C o r r e s r o n d e r c - t T n s o n u n - : , wnerc -  ~ a u r e d  .~i th  - c -r~~a c - u z e d

ICT and de .mcnstrato:r. c-f oract::al performance :prac-toca

factors) pr - c- cod e s -.-ery umexperc -s ve cn a u r u o r u g  ~o h r  :~ _- numbers

of pecc .e on a real world encur- :- nment.

A ~enenal model to ao~ .ru ;c~~-cto n ; between Res0uent

m i  C o r r e s pon d e n t  T r - a o o u n :  was devel 4 e d .  By ccr.sodtr ono

true eu:nt factors lusted , -a iccusoon c-an be reached recardoruc

w h u c ~ me thod  is ; ;n e f e r n e - i  or.  a c - u -’er. c - u t - c - a t :  or .

Furtrue r Research

In  the course -of t h u s  Th e su s , many topics  worthy of

further research have been addressed -on ly b r u e f l y .  Furthe r

graduate research may consuder scme of these ;uestucns or

perhaps  those h a v o r u g  co~ n izar~ce over these -areas may o c ru su der

answers to these questions :

A .  ~ualuty f -Iutput - Do A Schools and Correspondence

Courses provude equal training or is one method sup-eruor to

80
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the other? Holdung confoundung variables constant , can we

measure a d i f f e r en c e  be tween R e s id e n t  and Correspondent

Training within the Coast o uard ur. terms of: Performance?

Reenlistment? Morale ? Prcmotuon? Etc. Resident traun ong

us expenso-.-e but does the Coast uard -;et anythung in addu—

ti.on to reloa b o luty of numbers of ;rad-uaces f-o r the ex tra

unvestment?

3. :rucreased outpu t -of -C c- c -r o e s~c - c n d e n c e  C o u r s e  ~r adua tes

As discussed c-n pages l~~- l -~, or.  t he  n o n e  r a t e s  where the

Resodent Co-rresruorrderut ont:or. us o :fered , o nly c-f toe

Thurd Class ?etty Cffucers csrne from the :crrespcr.dence sys-

tem . C c -n s : d er u n g  tha t f u I l y .3 of the Coast lc-uar-d Enlosn ei

Co rps  us en r o - led ~o the se - o : e  Schoo l s  a t  a :ocen  t o m e ,

thus represents a h-c-ce expense ~n Pes : ie r . t T r a : r u o n - :  when

- com p ar a b l e  b ;r n e s p c - r . d e n t  T n a u n o m - ~ us  a v a . l at i e .  :f n e o p le

could be nc t vated to emrc~~ on Ccrresp -nderc-ce 2o-c-rses and

complete them r-aro -d .-c-, thus would represent a sacon-o s to the

-Coast -u a r d  c - f  secera  mc - ~~uor. idh ~a r s  (7~~ man yea r s per

;ear x annual salir~- of an E — 2  o f  S54~~ = 3 3 • ~~ r c - u l l u c n )

.mnnuai y~ Perhaps th0s us the area most worthy -of f u r t h e r

resea rch :  How can we m ot o c -at e  ou r  ~erscnr.el cc er .ro- .. or.

-and complete Correspondence Courses and save thus annua l

cost of Residen t Traunung.

C. Refinement of the M o d e l  — How c a l u d  us the Traunurug

elivery Seleccuon Model? ~ces or serve the decusoc- n maker

3$ -dell as 1 hope ut  w u I l . ? How c-an the dec0sucn maker better

compare cost, c o n t rO l  and other u n p u t s ?  What is the break

_ _ _  
_ _ _ _ _ _ _ _ _ _ _ _
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even point in terms of n umber of students per year? Does

ot pay to develop a Correspondence Course for 20 students

per year? 100? 200? Even of the mode l onducates that

Correspondence  T r a in o n c  us feasible , how c-an the decision

maker predict how many people wi1 ’~ complete the Corres-

pondence Course ?

D. Ex~ luc it Designs f o r  A l t e r n a tov e s  - Of the n on e

a ’ -er-’a~~-~-es 
• ‘s~ ed ~‘— s ~ ‘es-s , ~ecomme’d ~~‘e ~~e

t h a t  offered bc -tn Resodent and crresr’or.dent Traom ono at

botru the entry and nost-entry level. Bun what -c - f the other

e::ht altermacu- :es? What m u c - h t  te some of desoor .s for

ompiementun-; them , especo all-. the sux -~hoch are less ccstly?

S pe co a l  a t t e n t o : r .  mo -;ht also re :o-:en c.o fondonc a feas:b e

way c- : :mp ’ementun-; A lter na t o -e n-c-c-ceo -5 son -ce t h u s  us  the

c-ne that would m a--c Jorresponderc -ce J c-urses replace A Scnocls

or. the :c-or.e Paces wruere b c tm  r . e tm c d s  -of a d v a n c e m e n t  are

o f f e r e d  ( d o  scu ssed on C e c t u o n  B a b o v e )

E. Ef :t-ots of Lute oc -ac-.- on Promo t u -o r. — A.re c-u :- Co rres-

pondence Co -u r s e s  -~ r o t t c n  on a f or ~ coat  matches  the  lu t e r - a c y

eve l of c-un Correspondence students? Is reador.- : abulut y

a pr c o b l - a m  f o r  our people? ~icw successf-.c-l have Ccast Cc-and

effortc- . been on :der.tufyuoc and assistinc people needunc

reading and study skill oonprovement?

F. -Cther Areas for Research — How accurate has the

Coast -c-~uard been u .-i foreca s to ru~ ma n power and t r a i n u r u~
needs? What are our pruoruties on traununc? What us the

82
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beSt method of teaching technical skulls? How can we

retain our skilled Petty Cfficers? What are the develop-

mental costs unvolved in Resident ari d C-’:respondent Traunonc ?

II. Motuvation

T h u s  Thesis  has e xa m un e d  -cos t s  of traonunq ; someth:r.q

r e l a t i v e l y  easy to  measure . W h o l e  I was a b l e  to  undoca te

the least -costly metho ds , I was not  a b l e  to answer t he  b og

questuo ri : ~cw do we -;et students c-c- choose toe .east

costly method ? The ar.s~ er to tho~ :;r~-clem us nc-c c-ne cf

d o l l ar s , :ut of mc-c:- .-at :on. Selectono the least expensove

method us easy. The -i u : f o c - c - l t  f o n a l  pr:oberi ends up beung

not  c- ne - c - :  :-.st -oost or mangemen -n t r au ru onc b u t  of ::ecrhe

: o o i u - ~~: -.~-a - .s  c c -  r u c o- a~~e th em .

:::. The ~ u nsl ~-r c -o aro c -on

mao-c --- : toed C o r r e s : - c n d e o c  an d Pes c - d e n t  T o m  f r o m

t rue p e u r u c  c - c -  c - cs -c and ioscussed c-one c - f  t r u e  :c h er  ~rc u ruds

fo r :cmpar :c- or.. nave orou ;ht ut some c- f nbc strengths

a nd weaknesses each -nechcd : ::ru~~rc - : , -?o-sc , ~cvel -of

doffu:ulny etc. The :c ec’ o-.-es of both methods are :asoca y

true same : To provude nnauned perc-cr.ne to meet the needs

of the c-r -ano z-atu jn at a munumum cost un a c-oven e n v i r o n m ent .

;etturu-; true maxi~wn -outp’:t for true onvestc-eri t invo lves  bot.;
S

an uraderstar .dun; o: and procer applu cat o-o n -c- f both methods.
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APPENDIX I

THE COAST -CU~~~ D EN LISTED PRO-Mc -T CN SYSTEM

En l us t e d  R a n k  
_____

E-1 Seama n R e c r uot

E - 2  Seaman A p p r e n t oc e

E-3  Seama n

E—4 Thurd Class Z~ettv ff 0 c - c - er  u e .  C h o r d  C -ass M i c m o o u s n

E—5 Second C ass i°cccy Offu :er ..t~~~. Second  -Cl -ass ‘~a c h o n o s t

Fursc Class Pert:- f cer o.e. Yorst Class ~acmun :st

Thue : ?etto- ~ f u c e r  o e .  C h u e f  ‘-~a : m o o c - o s t

E— -’~ S e n u o r  Ch ..e: ~ot t v  O f : : ce r  u . e .  Serc -u :r :hoe: ~tachunost

E — -? ‘-‘a s t e r  C h u e :  O:~~~-er u . - - . ~-~aster Th:e :  ‘~a c m : r u~~sc

Av e r ac - e Tome
In Cerv oce

o st e - :  P a n - ~ ~.crma . T - u t : c - s :‘c - r  E r - c - m c t u : n

Recr-uot Tna on on - ;

Pe’-tv ffocer Traon _ n .: or
M e n u a l  Wcr ~. . 1. y e a r s

E — 3  C e tt v  f f u c e r  T r a o n o n r  -n
;er.erah Work 1.15

E -4  Technoca l W o r k  I .  6

E-5 Techn u - c a l  Work  -and Supe r n - u s u - c ri 3 . 2 3

Technucal Work Supervosuc-r.
and I~~adersh u~.

;er.era: ervosu -o n and Leadershop 11.3 3

eneral Leadership and
Adzn irt i . st r a t ;n 1 .00

E — )  T e n e r - m  L e a d e r s hop  ac- i -c-
Administration

34
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APPENDIX IV

SEPARATIONS

= GROWTH SEPARATI ONS AS
TOTAL TOTAL OF TOTAL A % OF TOTAL

Y EAR SEPARATI ONS SERV ICE SIZE SEPARATI ONS SERVICE

4922 31601 15.5

1 9 7  5393 32031 .08 ” 16.8

1973 5613 31440 .039 17.8

Appenth x V shows Sep ara t ~ cn s  ~uri~ g the per~cd

19’ 6—1~ 78 ar.d Separations as a percent of total Service.

.(
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APPENDIX V I

COST OF GRADUATING EACH INDIVIDUAL FROM MX A SCHOOL

Ins tructor Cos ts

Aut1*~rj zad Ntz~ter Base
BILlet A2. t}~ rized Pay BAS 8~~ ~~ta1

1 1,512.90 59.53 290.70 22,357.56

~~C4 I 1,249.80 90.00 255.60 19,144.80
~~~ 1 1,044.90 90.00 236.40 16,455.60

5 837.30 90.00 219.90 68,832.00
1 837.30 90.00 219.90 13,766.40
13 696.00 90 .00 202.20 154,159.20
1 696.00 90 .00 202.20 11,858.40
7 568.20 90.00 185.70 70,887.60

.~~3 5 478.50 90.00 :63.50 43,920.00
421,381.56 421,381.56

Support

1,932.30 59.53 338.10 27,959.16
____ I 1, 5~~~.50 59.53 301.80 22,785.98
YN2 568.20 90.30 185. 0 10,126.80

1 10,090.00
70,961.92

• ~~~~~~~ Sd~ o1 has ~ 3 i~’str~rtors •~~ f ~~~n 34 
- ~ 4 ~)

are assigned ~~ the A Sdu l StMf x.64• 45,4l5.~~ 45,415.62

Operati~~ Casts 2 14, 843.14
x.64

i37,499.~i 137,499.61
Total Fixed Costs 604,296.79

~~~~~~ of ~~~~~~~ r~’ ~~) a 644 ~644
Fixed ~~~t ?~~ ~r~~~~te 938.35

Student Salary
E—2 Base Pay — 443. 0 x 4 ~~~ths 1,772.40

Travel Cost
Average ‘i~ ave1 ~~~t 5f~. 4b

Tc’rAL COST PER GRADUATE $3 276.21

Appendix ‘; derives the :cst of sending an ~nd~ vidua l to
MXA School. The author ized b i l le t  streng th is shown wi th  pay

• scales ca .cul atd based ~n averace 1ongev~.ty for  the rank shown .
Support i.s calculated in the saute manner and allocated based
on the per cent of the MXA staff as part of the Engineering
School. Operating costs derived from Coast Guard records are
allocated in the saute manner . Travel costs are based on Coast
Guard records of average coat to Yorktown , VA .

-_ _  
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APPENDIX VII

COST OF CORRESPONDENCE TRAINI N G

Cost Per Gradua te :

Cost Per Course Development $25,900
Amortization period ~ 6 years
Course development cost/year 6,475 $6,475

Servicewide Exam Development 137 ,500
Number of Exams .. 86

• 1,599 1,500

Exam Administration 30,200

~-8635]. 351
Fixed Cost of Operatir~g Coast Guard Institute
Allocated to Each Course Per Year (Average) 8,425

Total number of graduates - 16,086 per year
• ~~- 86 exams

Average students,course 187

Fixed Cost per Course — $8,425
- ~187 Average graduate/course

Fixed Cost Per Graduate 4~~.05

28,337 Enrollments produces 16,086 Graduates
Therefore 1.4 Enrollments produced each I Graduate

Variable Admin Costs - $19 Per Enrollment
x 1.74

Variable Admirt Cost
Per Graduate 33.06
Fixed Cost Per Graduate 45.35

Tota l Cost Per Gradute 78.11

Cost of Servicewide Exam per Gradua te:
Exam Development 137,500
Exam Administra tion 30 ,200

167,700 Total Exam Costs
~-16,086 Number of Graduatesho.43 Per Graduate for Service—

wide Exam

Total Cost per graduate 78.11
Less cost for Servicewide Exam 10.43

Cost for training/graduate 67.68

90

6
‘ -

- • _ •, — - . —S 
~~

— _  S -



Appendix VII shows cost of Correspondence training . The

largest cost shown for each course is the develcpment of

new courses at roughly $6,475 per course , per year.

Servicewide Exam costs have been divided by the number of

exams to give a cost of almost $1,600 per Servicewide Exam

(for each course). Exam administration has been calculated

in the same manner at $351 for a fixed cost of $8,425 per

year to maintain a given course on the shelf. An average

number of graduates of 137 students per year produces a

fixed cost per graduate of $45.

The cost per enrollment is $19 but it takes 1.74

enrollments to produce I graduate , making the variable

cost per graduate $33.

The total cost for both training and Servicewide Exams

is shown at the bottom.

I
I
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APPENDIX V III

COST OF C SCHOOL

Cost of A School Per Graduate $3,276.21
Approximate ratio of required C School
career costs to A School costs based
on one person with 20 year career x 1.5

$4,914.32

Cost per year based on 16 years
remaining in 20 year career after 4,914.32
first four year enlistment 16

$ ~07.11

Cost per promotion based on 5
promotions (E—5 ,6,7,8,9) given
tha t an ~ndividual w~ 1I make
if he attains the highest enlisted
rank (actually few do) 4,914.32

5
$ 982.W6

Appendix VIII shows rough estimates of the cost of C Schools
based on the cost of A School. The weak link ir. the logic here
is the assumption that the cost of career trairtir.g past the
initial entry level is roughly equal to 1.5 times the cost c-f

the initial entry training. This is no more than an assumption .
• However, as discussed on pages 46-49, these figures do seem

to be borne Out by the limited data available.
To derive the average cost of C SChOOl training per man,

per year , I have divid•d by the 16 years remaining in a 20
year career af ter the initial enlistment.

To calculat . the cost per promotion , I have divided this
figure by S (the number of promotions possible past the
E-4 level).
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APPENDIX IX

AVERAGE COST OF COMBIN ED MK3 TRAININ G

Number of Total
Cost/Graduate Graduates F? 78 Cost

Correspondence $78.11 x 137 — $ 10,701.07
A School 3276.21 x 644 — 2,109,879.24

781 $2,120 ,580.31

~~
- 78].

Average cost p-er graduate combining \ & Correspondence $2,715.21

Appendix IX shows the average cost of producing a

Third Class MK when :37 come from the Correspondence

route and 644 come from the MXA Schoo.. The cost per

graduate has been r n u t~ plied by the number of graduates

from each source. These products have been suzruned to

produce the total cost and divided by the number of

total graduates to produce the average cost per graduate

combining A School and Correspondence Course sources.

93

- —-~~~~~~ -- —---- —----- S—_ _—

________ ______

~~~~~~~~~

_

~~~~~~~~~~~~~ 

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ 
- — -

~~
-- — 5.-- 



- ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~ . 
—

. ~~~~~~~~~~~~~~~~ 
- 

~~~~~~~~~~~
-- -~~~~~~~~~~~-

APP~~ IX X

Derivati~~i of Car~~r ~~aining Costs urx3er Varicxis Alternatives

A L. T E R N A T I V E

1 2 3 4 5 6 7 8 9

E—4 3276.21 3276.21 327ti.21 78.11 ~8..11 78.11 2715.21 2715.21 2715.21

5 982.86 117.17 1060.97 982.86 117.17 1060.97 982.86 117.17 1060.97

6 982.86 117.17 1060.97 982.86 117.17 1060.97 982.86 117.17 1060.97

7 982.86 117.17 1060.97 982.86 117.17 1060.97 982.86 117.17 1060.97

8 982.86 117.17 1060.97 982.86 117.17 :360.97 982.86 117.17 1060.97

9 982.86 117. 7 1060.97 982.86 117.17 1060.97 982.86 117.17 1060.97

~ r 8190.51 3862.06 8581.06 4992.41 663.96 5382.96 7629.51 3301.06 8020.06

~ nk 8 3 9 4 1 5 6 2 7

1
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APPENDIX XII

TRAININ G DELIVER Y SELECTION CHART FOR MK3

5 4 3 2 1 

More importan t * ~~ 
a * * ‘ Less important 

More important’ * 
_
‘ x ’ _‘ ‘ Less important 

More important’ ‘ x * * * * Less important 

Few (~~2O) * S * * * x Many (‘ 200) 

Less oort.int ’ 
— 

* * x ’ * * More important 

Hands on * * S 
_

~~ * Theoretica .

-—— More d~~f f ~ cu 1t * ‘ x * * * ‘ bess D~~f f ~ cu1t 

t~~w ’ S * *

Pre fe r r ed  Method
of

T r ai n i r .g eL’:ery

Resident ‘ * 3.5’ * * Corres~~ ndent

I

____ ______ 
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APPENDIX X I I I

TRAINING D E L I V E R Y  SELECr:-J N CHART FOR B.M3

5 4 3 2 1 

More important * * * x * * Less important 

More important * * * * x * * Less 1~ port3nt 

More ~~crt~~~t * * * * x * Less ~~~ortar.t 

Few ( ~ 0)  * * * 
- 

* x * ~4ar~y (~ 200)

ess i~ po r t 3~~t * * * * x * * ~ c~re ~~pcr tan t 

Hands ~r. * * x * * * Thecret:ca 

More f~~~c-~~t * * * ~ x * * Le ss f:cu.t 

Low * * * x ’ *

Prefer red Me thod
of

Training De1~~:ery

Resident * * * * 2.0’ * Correspondent
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APPENDIX XIV

TRAINING DELIVERY SELECT:-~-N CHART FOR AT3

5 4 3 2 1 

More ~~p or t ar ~t x * * * * • Less important  

More ~-p ort ~ n t x  * 
—

* 
_

~~ * 
_

~~ Less important  

Mcre .~ pcrt•~~t’ ~ x * * * Less :~ipcrt~~~t 

Few (~~2~ )~ * * * x * Many (~ 200) 

Less : cr t ~~~~t ’ * x * ~1c re ~~p crta r .t 

~a~~ s x ‘ * * Thecret~~ i 

Mcre f~:~~~ 
• x * * Less i:ff~ o~~~ 

L .w  5 *

Pre fe r red  Method
.0

Tra~ n~ ng eii~ ery

Res~~ ent * 4.3’ * ‘ * Correspondent
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2. Memo from Coast Guard Commandant (G-PE-9 72) dtd Apr 79.

3. A d e fi n i ti on  of terms may help the reader at this point .
Within the Coast Guard (as well as the Navy ) the term
Rate refers to a ~ob specialty . There are 28 Rates in
the Coast Guard ~nc1uding Electrician , Radioman,
Machinist, Storekeeper and others. The Navy has n.~nymore than 28 Rates.
Rank refers to the levei. ~n the h~.era r hy . There are
nine Enliste..± Ranks to ‘~n~ oh ~n v~~~ a1 oan be p r o —
nc-ted based on per f :~ nance at a res~~ er.t schoc l or

on Servicewide Exa~~~ at crs . As shown ~n
Appendix , each Ra te be~~~ns ~~ th the Rank of Petty

~~~~~~~~~~~~ ~~ ~Y— 4 , a-~d - - ‘-‘
~~~~~‘— -es ~~ ~‘e ~a~’k 

- ‘

Master Ch~ e~ P e t ty  C f f ~~~er ( E — ~~’

4. Ncn-pr~ or serv~~e are tncse ~erscnne ~hc hav e spent a T ~.
tr~e~ r service time the ~~ast ~~~~~ ~‘r~ cr service

~erscnne have spent some ~~ne ~nct.’~er -~n - .r~edserv~ oe . Rea~~~~~~ that :~r~ - r service personnel
a ready ha’~e prox~~~ tel- : 2 to  4 ~.‘~ rs serv~ ce, their
iata ices -.ct •;-~ry s~ :r f- .:ant y ‘r-r~ ncn—~ r-~.:r service .

5.  ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~
to a :han;e .r. bud ;ct :~~~ e . he ~~~~~ n umber ‘f
;raduates iccor.~-.n~ t o the s c n - ~;l ,  ~.ur ~~nc the 5
montns was 2~ C. M u t ~ p~~ t~.1 ~y ~~/‘. 5 the result ~s
3 :ad ~f 3~~ students ~er ;ear for the 5 month z~er~ od.

.,. Actua

Ant .~c~~pated

8. Anticipated

~~~. The ~~fference between quotas (source MK A Schoo ) and
;raduates source Commandant PTE) may be attributed

• to at t r i t io n .

0. Commandant nstruc t~ on l 5 S 0 . 8 A  dtd 29 Dec ] .977

11. U . S .  Coast Gua rd F~~1es
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12. Annual Report and R~~ort of Production Costs FY 1978:
U.S. Coast Guard Institute

13. e.s. Coast Guard Personnel Manual , Paragraph 3-8-3

14. U.S. Coast Guard Personnel Manual , Paragraph  3-B—2

15. Recent data appears to lower the figure to 85% to 90%.

16. Saiinger , Ruth D.: “Correspondence Study, ” in Training
and Development Handbook, Ed. Craig, Robert L.:
p. 38—10.

17. Childs, 0.8.: “Correspondence Study : Concepts and
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Educat~ on , Paris , 1969.
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