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, ABSTEACT

. The United States Coast Guardé's increasing employmea+ cof
advanced technolcgy abcard its cut-ers, aircraf+ aad shore

, commands has intrzoduced an evolving demand for the considez-
; tion of 2 quality dimension in manpowvwsr plaaning. During
” racent years, this demand for quality psrsonnel has outcdis-
tanced input. Rscognizing the resquirsment fo- a long <=2rn
organizatioral change effort to ravars2 this +trend, this
+hesis zdentifies the recruiting program as +the most effec-
tive agent for ¢hat change.

é In order 4> detersmine the recruiting program's curran+
level cf effectiveness, the program objectives werz compazed
to its FY-82 performance. Additionally, a recrui+ing effac-
tiveness model was developed froa 2 review of current
licerature. While a significant lavel of quantitative
effectiveness vas n0ted within curren< os-ganizational
liaits, that level was reduced as coansiderations were madz
for the qualitative dimension and ra2cruit attrition. The

; reduction in effactiveress was largely a+t4<ributable to the
lack ¢f cl2arly stated gualitztive objec<ives aad the
absance of qulity measurss from the performance evaluaticn
and contzol processes,

Significant improvement Ia “he isvel 5% qualita=ivs
sffectiveness requires “he explici:z iaclusion of %he quali-
tative dimension within the program's strategic decision
. - making process. The qualitative objectives can ke defined

sors clearly and operationalized thcough the devziopmens of
, appropriate performance measur-es, implemented in recogaizion
¢f each district's irherant quality and quan<i“y po%en=ial.
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I. INIBODUGTION

"To meat the Navy's oxpanding manpowver
needs only in numbers is not enough;
manning a growing raval fcrc2 has 2
qualitative dimension as wsll." (Ref. 1].

Appearing in the Secretary of Defanse's “anpcwer
Requirements Report (LCMRR) to <he Congrass for FY-83, this
sta<emens's pessage is no lass applicable to the U. S. Coast
Guard.

A. , PURPOSE

Recognizing that earlier this ysar th2 Coast Guard's
level of awarezess was elevated wich rzgarzd to deficiencies
in the basic skill and knowladge -esquirements,$ the purrose
of *his *hesis is to identify the rsc-uiting program, fronm
among the many alternatives, as having the grsatest poten-
tial for effectively evaluating and controlliag tha qualicy
dimension. is thesis will explore the concé&pt of
ragcruitinc effectivaness as i+ can be defined in %+srms of
guantity AND guality within +he Coast Guard recruiting
program. The Coast Guard recruiting program has generated
consideratle axper+isa and efficiency at operating wi<hin
the guantity dimensicn. Therefors, tnis thesis will focus
attention upon <he guality dimensior as it relates to, and
can be manigulated by, the recrui<ing organizaticn, The
‘specific elements of the recruiting program having potanti
to impact effactiveness through quality will be identifie

||0

- 10,5, Ccast ~2%d amandant's Briefiag "A" Schoel C
SC2R88, i3 SeptSuve Y 3. x &
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and evaluated in light of currant rass2arch. Recommerndiazions
concerning those slements and their usefulness in the cvalu-
ation and ccntrol of the quali+y and quantity dimensicns

y will be offer=sd with the intantion of improvirg *hs Coas:
Guard's responsivensss to evolving gquality d2mards.

B. BACKGROUND /\\

As la*e as 1975, the Coast Guard =i joyed
for atiractingy recruits of superior qu
enlisting in ei*her c¢f tha Depac:msn®

< O p

sarvices. FPerhaps because this rcela+i
existed for many years, a general parception zvolved <ha*
the Cocast Guard could routinsly at<ract sufficient qualis
with nc more than the normal effort -squired to at*«ract *“he
necessary quantity of recruits. Qualicy wvas presumed *“¢ be
nc majo: problem. While no doubt <his perception may s<ill
exist within some elements of “he srganization, a review cf
recant and related trends suggest thes2 axpec*tations of
assumed quality are ill founded. The=es appears %o be scae
imbalance between the current personzel Inputs anéd the
desired level of quality as greater emphasis has been placed
upon guantity.

Prior to 1975 the Coast Guard consistently recrcui+ed
greater percentages cf Mental Category I and II and lssser
percentages of Category IV and Vv :individuazls “han any c¢f =hs
others services. Since that “ipe however, the relative
position has declined such “hat in PY-1982, the Coas* Guard
compared faverably orly “o0 <he Marine Corps and “kh2 Aruy.
Initially the relative decline seem2d <c be simply a func-
tion of the misnorming of the ASVAB. However, as
illustrated in Pigure 1.1 and Pigure 1.2, the celative
decline remains apparent in th2 most racent data for FY-82.2

Py

»i
ks
2 &
&
2
&
o

L

2The Departmen% c¢f D2fenss 1axa £or 7Y-81 and prior can

10
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While mental catsgory does nror stand alone as the sirgls
characteristic or predic*or of quality, “he various catego-
ries (I thru V) have proven to be valid predictors of Clzss
"A® schocl performance which in turna serves as a valid pred-
ictor for jcb performance.3

During recent years the cshort <2rm p2rformance of
recruits in basic training has followed a similarly unset-
tling pattern. The recruit +raining a“*ri+tion rate® has
increased from 12% in 1978 to approximatsly 13% in FY-62.

By compariscn, Navy recruit training a<+rition was 8.3% fcr
PY-82, and averaged just 8% over the pas< three years.S
Beycnd recruit training, attritioan 2t tas Class "A" schocls
has also reached larcer proportions, averaging more *han 13R%
system vwidse in PY-82, far exceeding th2 7% rate experienced
by the Navy during the same *ime period. At one tachnical
®A® school, more than 40% of the students wer2: repkased, or
or extended in traininrg, at leas+* onc:s durirng the training
pariod [Ref. 2). This level c¢f atz-ition and rephasing
carry considerable implications for tha costs of racruit and
specialized skill training.

This relative decline in the attraction cf gquality
racruits Intc the Coast Guard cculd rnot have arrived durirg
a less desireable pericd. During zscent years, the Ccast
Guard has begqun positive movement into the technological
age. Whether abcard the 270*' WMEC's, the HH-65A helicopters
or *he HU-25 Falcon jets, the ts3rm 'skilled psrsonnel' has
begun to take on new meaning. This zrend is further

be €ound in Refsrence 7%- FY-82 wvas provided by_+h
Manpover Data Center (UMDC) ; and ths"Coas: Guafd d
providad by +*hs Office of Personnel.

c :g.séegggggegu? dﬁgggmnandant's Briefing "A" Sgheool Cu:
m' - '] °

AThcese ruits discharged prior to *he completion of
:ec:nIt +ra ggng. 9 P P

30.S. Na Mamorandum Subijece: Navy Recruiting Da+a, 7
February 1985 " ] £211 382Ci82.2Rd 223,

13
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evidenced by the svolution o€ advanc:=d maragement irfcrye-
tion and decision sugport systems such as the Personnzl
Managemant Infermaticn System (PMIS) and the Joint Unifcoaed
Mili+ary Fay System (JUMPS), as well as prcgrass wizh the
C-3 ccmputer n2twork installation. Considering <hz &dvancad
skill requirements that accompany sach of thess innova<+icrs,
the personrel demands being placed on <he Coast Guard ars:
unlike those 3xperienced at any *im2 in our history.
Although new to the Ccast Guard, +hese quality i2marnds ar=z
simultaneously b=ing placed upon the other mili=ary ssrvices
as well.

The naturs of these trends and their ss2ricus iaplica-
tions on current and and future operatioral performance have
not gcre unnoticed by th2 Commandant. Earlisr in this
fiscal year, ia direct attempts *¢ impact the guality dimen-
sion ir manpower planning, the Coast Guard took four
significant action steps:

- a scholastic requirement was 2stablished as an
enlistment standard: high schocl graduate
cr high scheccl GED

- the mental standacrds for 2nlistmen*t were raissd to
match tite minimum *A' school standards

- ¢he "A' school m2ntal bat:tery gqualifying sccres
were raised fer sixteen of twarnty-three schools

- *he Jevelopment of an Education Baricament Prcaram
(EEP) was autho-ized for use at Ccast Guard
+raining centers in ordar %o 21lsva*t2 the reading
and nath skills *0 acceptablz levels,

Clearly *ie demand for personszel is becoming more <han a
demand £cr numbers. Ths quality dimeasion in maapower plan-
ning is racsiving increased attention. The Cnmmardarn< has
recognized the significacce of improving the quali+y dimen-
sion ard meeting the challenges of :3chrological grow+h. Yet

as impertant as these initial s%2ps ar2, <hey mus+t he viewed

14
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withinp the context of other alterpnativas. Th2 raisirng a-n
lowering of qualification scor=es is not a unique occurarncs.
¢ Having besn used before and given some combination of
critical cordizicns, i.s. lcw unemployaent coupleé wi<h aigh
personn:zl needs, the tempta+tion for theic- lowering may occur
at some time in *+he future. Additionally, as ini:ially
approved, the need fer the education =arichmeat prog is
expected to decline in future years [Ref. 2)}. In a sense
then, these initial steps rspresaat reasorable band-aid
soluticns fcr a series 9f serious problems. The void cf 2
long term orgqanizaticnal stratagy for change -esmains
present. Hcw can the organization sufiicisntly adjust
itself sc that quality aad quantity demands ars rou+in=ly
recognized within the planning process and opera+tionally
achieved?

C. OBJECTIVES AND SCOPE

In develcping this long term stratsgy, two primarxny
alternatives seem open for consideration. In the firs=z=, 2
transformaticn stratsgy, rscognition of <th2 problenm is
accompanied by a desire to minimizs and cope with i“s conse-
gqueaces., In addition to the Educa+<ion Enrichmen+ Prcgranm
(EEP), there are many other alternative actions open to the
Coast Guard that would provide aethods of coping wi<h an
influx ¢f minimally qualified individuals. The Coast Gua:zd
might adcpt and pursue any one, or combiaation, cf +he
alternazives appearing in Table I.

These ars but a few cf the options available for impacting
*+h3 gquali+y dimensior given that *he iadividuals are intre-
duced within the system. Within this s%-ateqgy <he

assumptions are: 1) we are attracting the best of the

67,5, Ccast Guargd Commandant's Brizfing "A" Scheol Cu
Scozes, Septembar 13,1982
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TABLE I
Options for Ispacting Quality

- Requize that additional foras of basic skill
zaiaing to be accomplished prior <c sglectior
fcr specializad skill schools, i.e. addizicral
correspondence coucses.

- Lergthen the curriculum of "A"™ schools,
maintaining the cusrent ps:fo::agce,c:it
bu*t ccveariig matsrial a< a mdrz bhasic ls

qw
Dy
[ K

- Rewrite the curriculum for "A" schools -2cogaizing
the current entrance knowla2d4ge lavals.

- Initiate a service-vide task redasiga adopting
sianplification as a stardard oparating principle.

- Provide addi+tional funding and support for the
off-duty education precgrai.

- Davelcp incentive systems <har promote *he
advan+ages of a contiauing educa%ioan p:ograg.
i.e. attendance ar school® on Ccas: Guard ¢ime,

- Eacousage *he developasnt and use of skill
builaigg courses administared a< +he lavel of the
cperational units.

- Conduct periodic reductions in force to saperate
the unqualified from the servica.

- Authorcize Enlisted Screening Panels whica
would ggolide additional personaal reviaws prior
tizatieca

+¢ aut Or ré—-eidlistmant.

= Adopt milestones to success tha= would identify
sgcc}fiﬂ osrsonal,gua iy iagrovgmant ac-ions
réquized By certaii tiac=iz-3arvica dacss In
order t> rémain on active 3uzy.

- Create 3 "penicr" p
publicl recgggizi

ograa by gromo=irng and
ng £
as sxasples oth

hos2 of superiof quali-y

g:s t2 follow.
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quality that is available, and 2) currzant deficiencies ir
quality are soae*hing over which tha Coast Guard exzrcisss
little or nc control, i.e. the higan schools az2n't what <hey
used tc be. While each of these actions offsrs pozesrzial
for a measured impact cn the quality dimension, they recog-
nize and accept existing quality deficiencies as a givsn.

The seccnd alternative, an input/con<trol s=wrategy,
recognises +*he problem and aspires %o aip it in “he bud:
impact the quali+y dimension directly a+ <the Input scurcs.
This stratagy assumes; 1) the Coast Guard can identify i-s
manpower ne2ds in gualitative and gquantitativa ¢erms, and 2)
these nseds can be effectively operationalized at the input
source sc 2s to facilitate optimal selac+tion.

The recruiting prcgram sesas best sui*ed for pursuirng
this inpu+/ccntrecl strategy. As the a2rganizational ara
rssponsible for the selection and 2nlistment of th2 manpowar
resources, it occupies a unique position affcrding tha
potential to be the most sffective agent in addressing beth
the gquantity and quality demards.

Wher viewing a2ach of the primary altarna<ives, as well
as the many appearing in Table I, 2ach shares an inherant
cos- differential in addition to variations in the potan+tial
impact upon recruiting effsctiveness. Some of the al*erna-
tives require considerable budgetary, p2rscnrel and tiame
investments while others can essentially be incorporatzd
into existing programs and policies. 1Ir any cas2, *“hes=2
costs will rot be addressed zs issues in <his thesis as <he
primaczy focus will be the policy and prcc23ural issues
affecting recrui+ing effectiveness.

In terms 9f *he quantitative aspecz of this alterna+ive,
+he Ccast Guard has established plaaning proc=dures for
det2rmining its manpower requirements. Addi+ionally, infer-
maticn systems are in place which proviie some svalua+tion
and con“rol capability insuring that *he manpower streng+<h
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is main*ained at ¢he desirsed level. At the ipput source,
the Ccast Guard bhas ccnsistently exaibited skill and succsss
at meeting enlistmen* quotas through the recruiting progranm.

Over the past eight years, the r2cruiting program has aver-
aged an achievement cf more than ons-hundred per-csat cf its
assignad quota. As an additional indicator of success, in
Septembar 1982, Captain Stavens Smith, the division chief
responsible for +he recruiting program, was presern+ed with
*he Award for Achievement in Equal Opportuni«y by zhe
Secretary of Transportation Transpor+a+iorn.?

With the qualitative aspect however, a similar level cf
planning and achieving success has been scmewhat elusive.
Perhaps due to +he lack of a singular or universal defini-
+ion or urderstanding of the tarm "Quality dimersicn"™, there
are no specific quality goals of achisvement for arny level
above that cf th2 minimum enlistment standards.® In %he
absence of explicit organizational guality goals, there has
besan little activity to deSign msasures of iaput quality.
In shor:, other thanm %o insure that minimal standards ars
attained, the Coast Guard has no othar mechanism %¢ iden-
tify, obtain or ovaluate “he guality dimension a+ the pcint
cf input. Accordingly, the objective of this thesis is =o
pursue the second alternative, identifying “hose aspects of
the recruiting program possessing <he potential to impac:
the quality dimension, focusing on the specific aspect of
monitcring and centrelling quality.

?Ccamandant®s Bulletin, v.23-82, p.9, 11 October 1982.

8The starnd as Jdefined by +he Recruiting Yanual
(COMDTINST u5135?§) . ¥ 9
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D. QUALITY DINERSION

Pev ccrncepts within the recruizing contex+ seem capacls
of genserating as much controversy as doses “hs concert of
"quality®. Sincs the introductien >f the All Voluater Force
(AVP) in 1973, the ccncept and its implicazions have baen
used to the advantage and the disadvantage of the Depar<ament
of Defense. The desire for quality was viswed with such
importance ty Congress that specific goals ani cens*raints
were lagislated for the Army. (Ref. 1]. Alzhough 20t v2t 2
specific ccncern to external agencias axarcising ccrntrol
cvar tha Coast Guard, internal intarest iz quality has
recesntly been heightened.?

0f general conce:n and desirze in evary organiza+ion, cthe
term quality seems tc be one of those broad irtangiblas <hat
is difficult to define explicitly, mors difficult “o measure
and extremely difficult to predict accurately. When applied
to an individual or ¢c that individual’s performancs, it
becoses the product of innumerabple wraits <hat prove diffi-
cult ¢to evalmte in a cuaulative ssans2. Ability, aptitude
and attitude are but a few of the quality traits. Having
identified these traits, the individual's contributicn
within a teanm, tovard a project or opsraticnal goal is s:till
subject to a great many situational factors. As grea<= as is
+he desire for a measurs of guali=y, th2re are barriers
wvhich prevert its sxact measur2masnt. Haviag identified aany
of the desircable traits, measuring thsm becomes £raugh+t with
difficulties as racruiters are limit2d ia th2ir abilities =0
gather svaluative information in order to conduct comprehen-
sive applicant screeaings. While -2seazch indicates thaz
access to arrest racords, school expulsions and family
stability could reduce attrition by n2arly four percen*

lr'

*°0.s, Ccast Guard, Commandant's Brisfing "A" Sckcol C
Scores, September 13,%982. 2
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(Ref. 3), this information is frequently unavailable due <»
various state and local statutes,10

All is rot lost hcwevar, as there are “wo aspects of
quality that can be measured; education at¢airment and
mental ability. To scme degree, each of <these individual
measSures serves as a composite for many of the previcusly
menticnsd sirgle traits.

1. Edgcation Aftajamsnt

Bvaluating the highesv lsvzal of educa*ion a-ztairned
serves as an indicatcr of an indiviiualt's apzitude, a%«ti=u
and ability. Additicnally, considerable research has
repeatedly supported the link betweesa education level and
the successful accomplishment of subsequent training. 1Ia a
1981 study bty the Center for Naval Arnalysis, it was
concluded that education level had the g-eatest impact on
survival cf a recruit through “he first =2ight years cf
sarvice [Ref. 84]. Recent Cocast Guard da*a tends to suppor+
that conclusion as shcwn in Table II.

TABLE II
HSG vs. Non-HSG Completion Rates

Completing Recruit Trainiag FY-82
Gradua=ad Discharged

HSG 82.5% 17.5%
Nca HSG 69.0% 31.9%
Ovarall Average 81.2% 18. 8%

10Most notable difficulty is encountszed in Czlifernia,
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2. Menczl Aptitude

In ths military contex+, meztal aptitude is 3

"

£in

b

ah

as =he potential to tenefi:t from +raining, in othe: werds, a
msasure ¢f trainabili*y. Tes=s fc- meatal ap*itude are NCT
int2lligence tes*s. Un%il February 1983, the Ccas+ Guard
derived these measures from the admipis<ration of the Ccass
Guacd =est battery during the fourzh week cf reccuis
training. Since “hat time, “h2 Ccas%* Guard has joined <tke
cthar services ia th2 us2 of ths Armed Servicss Veca+ticral
Aptitudz Ba“tery (ASVAB) which is administered pricr <ec a
individual®'s eanlis*ment., The test battery cozxsis<s of a
number of individual tests that sa2ek 9 de<srmine levelis cf
varbal, arithma¢ic, mechanical, clacical and elec+txzcric
skills. The composite derivad from selected tes%s ars then
combined with certain physical, medical and educaticnal
standards tc de2termine an individual's eligibili«y £ec-
enlistment into the armed forces.

Fer quality determination purposes, the arithmetic
and verktal scores have tradi<ionally b2en combined and
grouped intc the five distinct percsntil: catzgories identi-
€ied in Teble III.

=

TABLE III
Mental Category by Percentile

Merntal Category Peczc2ntlile
I8 11 65 - 99
IIT A 50 - 64
IIT E 31 - 49
IV &V J - 30
21




Persons who score in Category I or II are considera2d abcve

average ir trainability; <hose in Catsgory III, avarags:
those in Category IV, below avarage; and those in Catzgcry
V, well kelcw average. (For comparative purposes, -3:z21ing
abili+y for those in Category III equates to *the e€igh=zh

: grade level.) The military servicas have trzdi*ionally !
identified those in Categories I, II and the upper half of
IIT *c be the most desireabls applicants. Members of +hsse |
groups generally qualify for a widsr range of specialized
skill +c-aining schools and expserience less at*ritioxn,
thereky reducing training costs in t2ras of =ime and
dollars. Additionally, as in the educationai level
attained, persons in the higher mental categories have exhi-
bited greater prcbabilities cf compieting racrui%+ +*rainiag
than dc those in the lower categories [Ref. S5). Recent
Coast Guard data tend to support this conclusicn as shown in

Table IV.
TABLE IV
Becruit Training Success By Category
Completirg Recruit Training FPY-82
Graduated Discharged

Category I & II 97.9% 2. 1%
Category IIIA 96.8% 3. 2%
Cazegory IIIB 93.1% 6. 9%
Categery IV & V 85.9% 14.1%
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3. Suymmary

Although th2 strength of tha r2laticnship be<ween
the two msasures and quality are frequently discusszd and
bear some interpretational limita+tions, substantiazl ‘reseazch
has indicatsd that beth education aztainment azd mantal
ability are valid predictors of future success in <raining
{Ref. 1 p. VIII-1. ). Thaese two factors then 2re represented
by the term "quality dimension®., The i2qree <o which *he
Coast Guard incorporates these measurzs in iis goal se+«*ing
processes and the degree *o which <hese measurses are charac-
teristic cf *he recruiting program's output indicate the
level of success achieved with “he guality dizension.

E. RECRUITING EFFECTIVENESS

In avaluating tha performance 5f an organiza<ion, two
criteria ccmmonly utilized are efficiency and effeciivensss,
Ir the former, organizational outputs ar2 compared tc its
inpute, whereas in the latter, ou=puts are compared with “he
organizational objectives. Organizations gernerally s+<rive
fcr beth efficiercy ard 2ffectivenass -accgnizing tha% onse
may moderate the other., Considaring that resourcs inputs
dssisiones are bureaucraticaliy beyond the contsol of the
recruiting crganizaticn, and being primarzily concerned with
achievement of gqualitativa ard quantitative objectives, =his
thesis will focus upern rzacruiting 2f£factivensss.

1.

ha

easuces

As was the case with %hs term "quali-y dimensicrn®,
recruiting effectivensss is another absiract <“erm that is
difficult *o define. There is no absolut:z value of effec-
tiveness, Operationalizing the term, we generally speak cf
its measures, measuras wvhich r-ela<a cutput to <he obdec-
tives. A reeruiting program may bs considerzd effective <=
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the daegree that it attains i“ts overall goal; th2 mirority
goal; tha non-prior service goal; the prior ssrvice grcal;
the high school diplcma graduate goal; +he female 3jcal; or
ary combina<ion thereof. 1In =h2 normal usage of the =2rm
+hen, in crder for a recruiting program *c achisve a dagre

[0}

of effactiveness it must first develop a comprehensive set
cf objectives which, collectively, will define its purpose.

The second requiremen* is that “he program design an
apprcgria*e control system that will provide meaningful and
comprehensive performance measuras affording =h2 ccmparison
of program outpu*s to program objectivas., 1In crder £5r <he
Coast Guard's recruiting program to achiave <hs desired
level of effectiveness with the qualita%ive and quanti+tative
dimensions then, it wculd first be requirzd to have cl=2arly
stated objectivas with ragard to bo+h dimensiors; and
secondly, a contzol systam offering the capability to
compare the quan+tity and quality of i+s recruits to tha
program cbjectives., Having this capability in place, 2ffec-
tiveness measures can be obtained in continuous short *erm
pericds, creating ar early warning and control system iden-
tifying the need for adjustments that enable achievement of
long term objJectives. This effectivenasss cycle is illus-
tra+ed in Table V.

2. Effaectiveness Elsman<s

As important as is the measur-2mext ¢f effec*iveness,
one is eventually confronted with the question of how <*c

contrcl it. To *his end, it is necsssary to idsnztify “hs
program <¢lements that have a potential <¢ impact effective-
ness and *o understand thsir interrslazionships. Clearcly

‘ there is nc simple path, no single but=on o push in
achieving a desired level of racruiting prcgram effective-
. n2ss as there nust be cooperation and cocrdination of

numarcus elements, These elz2ments are idan+ifiable howevzr,
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TABLE V
Recruiting Effectiveness Cycle

AUt

i Program
i Quati<itative progrzm
R - an . ———
ualitative

N bjectivas ad justmants
Y
&
: A
S
5 Objective Based
I Monitoring early
¢ of Program > )
: Performance Warning
° ad justm=2n*
b f
2
p

Effsctiveness

Comparison cf
P Progran annual
5 Objectives and P
3 ResSultant adjustmen<
5 Outputs
3

each indspendarntly azd collectively having “he poten+tial to
. affect tke level o0f effectivenass 2t=ainzd in z-espondiag <o
- cbjectivas. Pive such elsmerts and #hsiz interactions acs
o considered to be particularly crizical and will be 3pe

; cally addressed: 1) territorial potsn<+ial, 2) =he aumbser of
f r3cruitaers, 3) individual recrui-=sr chacac+eriszics, 4)
il
recrzuiting source characteristics, and 5) maxagemen*t pcli-
; . cias (i.e. goal setting, quota detarmina%tion and assignmen+,
¥ incentive and reward system).
.
g .
A
B
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F. HETHCDOLOGY

In order to provide an overview of <he tctal enliszted
recruiting program as it cela+ss to th:s develepment cf :he
input strategy, a theoretical model of rescruiting affec<tive-
ness, in terms of its five critical elements, is develored
from a review of current research litzraturs. This modsl is
then ccmpared with a descrip*ion of th3s existing Coast Guard
recruiting program, formiang a base £rom which useful conciu-
sions and recommendations may be drawn.

In addi<ion <o +he tksorstical mod2l, 2 urijue ccmputer-
ized perscnnel data set has been constructed which allows
for a description of the recruiting program's ou=put in
qualitative form as well as the practical exercise cf this
thesis?' rzcommendations.

In crder to describe comprahensively the current Coast
Guard recruitiang program and i4is performarnce in relaticn %o
both the gquality and quantity dimensions, there was =arn
initial need for system-wide parfcrmance data.

Specifically, what have been *th2 ocutput characteristics of
the overall system, the districts and the recrcuiting
offices? Considering the presant lack of a computsrizzd
management information system, the quaeszticrn could no= be
answered as that type of data had naver been collec=ed in
the past. While there vere manual mechanisms for monitoring
the gquantity 1imensicn, *here wers non2 £or any other type
of information. |

Accordingly, in November 1982, wi<h the funding and
suppor*t of +he Recruiting Division of the O0fiice cf
Perscnnel (G-PMR), and the assistancs of “he USCG Trainin
Cen<er Cape May, an intensive effcrt was urdertaken to
construct a unique data set +har would provide gquali+ative
as well as quantitative data. The resul<ing data base
iacludes demograhic and per formance iaza, as ocutlined in
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TABLE VI

Recruit Data Points PY-82
Name, first five letters of the last name
Social Security Number
Type of BEnlistmen*
Cistcict of enlistmant
Recrui+ing Office of enlistment
Method of Contace
Methcd of FPollow-up
Type of Reczuiter
Cit«izenship
Educaticn level
Sex
Mari+al status
Mincrity greup
Religion
Height
Weight
Ccast Guard Battery Scores
Age
Indication of Rerphasal
Reason for rephasal
Entrance test used for gqualifica<iocon
Score on “hat ern+trance test
Date of Enlistment
Indicatior of gradua<te of dischargye from recruie

Reascn for Discharga

Company ir recruit +«zainiag
Ccapany ranking at graduatiorn
Rate upon graduation (SA/FA)
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Table VI, fcor 3454 of the 3490 regular recruits who ern=srazd
recruit +raining at TRACEN Cape May during FY-82. The 3dara
tase doas ncr include *hose recruits entering USCG Trainizg
Center Alameda prior to izs closurs in Februazy 1982.

The sigrificance of this data base is tha+t for *he firss
time, recruiting perfcrmance over a wide range of varciables
can be evaluat=2d for the program ovarall as well as for =zach
district, recrui+ing cffice and detacha2an<. Supportivzs of
the gquantitative data already obtained, this is «he firce=
glimpse at racr-uiting which ccnsidars gualizy.

Additionally, although cross-ssctional ia fo-m, *he da<xa
base cffers the potential €for a lcngizudinal s-udy of
recruit accessions fcr FY-82. 1In addition to the ccmputer
data bas:d information, telephonrn2 intervisws were ccnduc=ed
with each district's Enlisted Recruiting Supervisor, as well
as with individual recruiters and Officers-In-Charge. Each
interview vas conduczed in a similar mannser using questions
dasigned to provide a background on policy interpretacticns
and isplementation. The questions are provided in Table
VIiI.
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TABLE VII
Interviev Questions

Can you identify <+he perfcrmancs m=2asuces “hat
you use *o evalua*e the performance of your

Tecruiting offices?

What perfcrmance measures do ycu beliave are
used Ey Headquarters to evaluas: youc
district's pérformanc2?

%og £zom Cape May

ual characteristics do recruizsrs
rict use to determiae ar applicant's

)
e
<
.
o

How do ycu distribute your monthly guota among
your recruiting offices?

Dc you have a formal recognition/reward progranm
fcryycur Tecruiters? g prog

How many of your recruyitecr

€ rec2ived any cype of
perforaarce awvard during FY-82? ¥ =1

Can yocu identify cne major groblem withir the
Ccast Guard's recruiting program?
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II. EFRECIIVENESS BODEL AND LITERATURE REVIEW

A. BACKGROUND

Tke end of the military draft ia 1373 brough* several
changes to the recruiting ac-ivitias of the DOD services.
Primary among *hes2 was a heightenzd concern about <hsz
quality of the A1l Vclun=eer Porce (AV?F). This conce:mn
served to iritiate a broad range of cesearch that is centi-
nually investigating the relationships batwesr the varicus
elements of the zacruiting program and th2ir pctan+ial +o
postively impact the quality dimersion c¢f manpcwer plannirg.
While oriented tc the DOD services, this rasearch carries
sany usaful implications for resolving similar guali+y
issues facirg ths Coast Guard recrui+ing program. This

iterature review is representativa cf the research linking
various elements of the recruiting program to the sahance-
ment cf recruitinrg sffectiveness and the achisvsmens: of a
quality objsctive., 1In order, “h2 £3llowing recrui<ing
elements will be addressed: tezriworial potential, recrui<er
characteristics, numker of racruiters, recrui+ting sources
and management pclicy.

B. TERRITORIAL POTENTIAL

In a study prepared for the Naval Personnel Reasearch
and Devalopment Center (NPRDC), Dr. James Arima sought %o
develcp a measure of recruiter effectiveness <hat would
reflect the inherent potential of a territory for preducing
accessicns. Reccgnizing that all <arritories dii act shace
tha same potential for generating anlistees, he scugh« 2
dstecmine a set of variables that could fic into an eguation
relialkly predicting the expected productior of a recruiter.

H
2]
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In his initial a+temp*s +o predict net productivity, groess
productivity corrected for attrition, the results provzg
unraliable., However when the gqualitative 4dimansion was
considered, the msasures became responsive ¢0 territorial
differences. The resulting 2quation demonstratesd the feasi-
bili%«y of utilizing <¢ducatioral data froam the school
districts to predict the expected recruiter producticn.

The findings of the study produced several Intsrasting
implications for the managam2n+ of recrui<ing =£ffor<s.
First, -he author found “ha%t while #h2 acraal eleaman<s
utilizad by policy makers in establishing quctas (Qualified
Militazy Availables (QMA) and number of high sckocol gradu-
ates) were associated with the number cf accessions from a
tarritory, there was 10 statistically significart causal
relationship. Purther, these elemants lack2d ary gqualita-
tive dimension whatscever in distinguishing the di€ffecing
pot3ntial of the tarritories.

Secondly, the trend of assigning recruiter zasources
basad on QMA rasulted in dense metropolitan areas having
large recruiting sta+ions whers recruiters spent inordina<te
amounts of time with unqualified applicants and produced

poorer quality recruirs. As an alternative, “h2 number of
female high school graduates proved to b2 the best predictor
of quality zecruit preduction in a given territory {Ref. 6].
The noticn c¢f territorial poteantial aznd the use of

educational data as a determinant of Juality is fur+her
suppcrted by the findings of ths Profile of Americarn Youth.
In a 1980 nation-vide administ-ation of <he Armed Servicsas
Vocational Aptitud= EBattery (ASVAB), tast performances were
conpared regionally. The mean APQI parcsr+ile scores, whan
Aivided into the nine regional divisions utilizsd by +he
0.S. Bureau of the Caensus, iden%ified New Englaad as having
+he highest average (60), followed in order by =he West
Can+tral (58), Middle Atlantic (53), Zast Nor=h Cen+ral (52),

31

‘;;"l.T AREY S

.......
cccc




A PRI

FAESTEINAT eyl

7ot

(e

a

¢ A

ALY

L4

Mountain (52), Pacific (50), West South Central (48), Scu<h
Atlantic (44), aad the East South Central (42) [Ref. 7].
Epphasizing differing regional 2ducational per-formancse,

the impact of varying standards for GED certificates orn
recruit survival. Dividing the fifty states in<o four
unique categories based on the stringeacy of GED -aguire-
ments, tke survival gprobabilities 2xhibited a c¢consistant
pattern of increased survival with increased requizemsnts
for achieving passing grajdes. The rspo-t sugges%s tha<
benafits can be attained by <-eating GEZDs from “he states in
a differential manner with regard to the applicant scr=2eniag
process (Ref. 8].

Through thess research efforts, it is apparent +hat ir
allocating valuable recruiter resources as well as enlist-
aent quotas, criteria superior to Q4As and numbers of high
schocl graduates axist. The research would suggest “aa+
these allocation decisions are not as simple as *hey may
appear. The consideration of territorial differences offers
the decision-makar greater flexibility and control over
increasing the probalilities of achiaving an improved
recruiting/recruiter output (quality and quantity).

C. RECRUITER CHARACTERISTICS

As the organizational representative most dirac+ly
involved in the recruiting process, tha iadividual rec¢tuizer
provides a unique set of personal characteris<tics, skills
and abilities that have cbvious potenzial impact ¢n
attracting desirabla applicants. Sevsral studies have
focuses on the variaty of characteris+ics requized in devel-
oping a successful recruiter.
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Ir a University cf Wiscornsis- Madisoa study, Ipéividual

Beactions to Qrgapmigzaxzional RBecruitinbg: A Resview, <he
authors examine the influ=2nce 2f *he =ecruiter ¢n <he appli-
T €

cant's attitudes and job choice behaviors. The recruis
identified as having a definita impact on the da2cision-
making of the applicant. 1In reaching this conclusior,
several specific recruiter charactaristices were examined,
Applicants were genarally in agreemert “ha%t ags, verbal
fluency, personality znd current kndwlsdge had positive
influences cn their decisions. The p-efarenc2 was for
young, but not too yocung, r=crultscs with a "rlsasing®
persorali+ty, capable cf discussing smplovmen:t oppor<unities
in more thar genaral terms and orepared to offer a "smcoth"
presentation on the crganization. Additionally, a job <i+le
posi+tively ianfluenced the perception of racruitar compe-
tence. Although no: strongly supporztsd, race was devw=rmined
to have some impact as black apllicants seemed to respend
more favcrably tc¢ black rescruiters while -ace seemad of
little importance *o wvhitas applicants. Similarly, the
suppcr: for sex as a detsrminant was near neutral as female
rscruiters were 2valuated as "hetter than or a% leas* 2qual
¢c*® their male ccuntezparts [(Ref. 9].

In addition %0 relatirg affec«ively =0 applicants, the
reczuiter aust b2 capabl2 of accomplishing a diverse set of
non-trecruiting tasks. Each military service is interes+ted
in identifying these additicnal skills as they may lead <o
proper performance evaluaticn as well as snhance *he selac-
tion ¢f potential recruiters. 1In a s2cies of three studizs
prepared for NPRDC (Eorman, Houghk, Dunne+te 1976; Bcrmaz,
Toquae, Eosse 1979; Bcrman, Ross2, Toquam, Ab-ahams 1981),
more than eight hundred critical incidents describing «ha2
range of effective tc inaffective racruiter perfcrmance were
ini+ially -educed to nins descriptive dimaensions. TIa final
form for the last phase of study, <h:z number of dimensicns
wvas fucther reduced <«c four:
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- Selling Skills: selling Navy effectively
tc rrospects; displaying confidence
and 2ffec*ivenass

- Human Relations Skills: establishing azd
maintaining gced interpersoaal relations
with the prosgects, recruits and persons
in the community

- Organizing Skills: planning ahead, accura+zly
ccspleting pagervork

- Overall Performance: 2 compdsi<a measace
of the thr-ee primary skills.

These performance categories, brokznp down by facro:r
analysis, identify specific behavioral and vocazional
intarest items that reliably predict dssired performance.
The study in £inal fcrm provides a test battery compcsed cf
110 personali*y and 6C voca+tional items “hat reliaktly
predict Navy and Marine Corps recruiter performancsa.

D. NUMBER OF RECRUITERS

I+ seems obvious that “he more recruiters there acas irn
+he system, the greater the outpu< will be. 1Indeed <his
relationship has been verifiad in many studies [Ref. 6.].
Jowever when the recruiting objective is brcaden=d4 from mere
numabers *to include a quality dimension, and wher ¢he
marginal cost of each addit ioral racruit is cornsidared among
<he alternazivaes for a¢tracting appiicants, increasing <the
namaber 5f raecrui+ers must be revisw2d mcre closely. Two
tecan* studies address these issues 2s “he marginal effec-
tiveness of an additicral recrui“er is comparzd to *the
marginal effectiveness of increased advartising.

In a field marketing experimen: conducted for the Naval
Recruiting Command (NRC) by the Wharton Applied Rec2arch
Ceanter, advertising and recruiting resources were variad :in
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systematic ard centrclled way. The advartising budget
levels were varied frcm plus to minus one-bundred pezcen<,
and recctuitser strength was varied from plus to minus twen-<y
percent for four<y-+hree markets that were invelved as
either “reatment or contrcl markets. Among the £indizgs,
the experiment confirmed “he significan% relationship
bstveen the number of recruiters and the numbzsr of enlist-
ment contracts signed. A similar st-ong c-elazionship was
obssrved tetween advartisicg budgetr levels arnd the rnumber of
enlistmsnt con“racts signszd. With an incsease ir either
ds-erminant, the experimant -evealad aax =xpanded marksat
share of *he number cf contracts for the Navy relative <tc
+he other services. OUnliks adver+ising, recruiters wece
relatively more effec+ive in recruiting individuals wiz
life and career goals. additiorally, with adver<tising, a
"lagged" effect was cbserved which indicated that adver-
tising benefits may not actually occur uatil *hree *c four
months after the treacaent.

When comparing the marginal cost differences, recruiters
vere determined to show the strongast and mest consistent
effacts on enlistment, hence a relatively less risky invest-
men+t, but at greater cost. Irn this raport, the marginal
cost for a recruiter greatly exceeded that c¢f adver<isirg.
Additionally, th2 experiment observed that for both adver-
+ising and recruiters, as quality constraints ar<e iancluded,
the marginal ccsts steadily increase [Ref. 10].

In the second study, Recruiters, Adver:iising and Navy
Enlisipepis, 2 regression analysis was utilized -0 determine
*he rela*tiornship betweer high school graduat:z enlistments,
tke rnuaber cf recruiters and the 1lavzl of advar+tising expen-
ditures. The study's findings parallel those of the Whar<on
study: bcth the recruiter and advertising were de*zrmined %o
positivaly affect the number of coatracts signed.
Addi+ionally, “he study noted a current year impact Zor *he
zecruitsr and a future orianted impact of adver<ising.
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3 An interesting distirction of this study is that iz

f identifies recruiters as affecting erlistments ir +the upper
. mental categories wharsas advertising's greatast impac:t was
A

£d

with the lower mental groups. Addicionally, alvkcugh adver-
tising maintains a marginal cost advantage over the use of
recruitsrs with respect to ®"all high school graduates"
($1700 o $2200) , when the quality 3dimension is considered
by a2 comparison within mental group I - IIIU, recruiters
develcp a distinct advantage (3$2500 to 34600) [Ref. 11].

i

Y
X
§

B. RECRUITING SOURCES

3

% Recruitment is frequently considered a one-way process:
§ the organization searching for prospective employees. In

i reality hovever, recruitment is a twc-way process: pTOSfpec-
¢ tive emaplcyees seesking organizatiocns just as organiza<=icns

» seek prospective emplcyees. Using this mating theory of
- recruitment {Ref. 12], success is achiesved as the two form 2
. siasultaneous match. This match can be accomplished orly
. vhen there is a commcn communications methcd: some form of
% contac* linking both prospect and prespactor. The

kS recruiting program uses a varisty 0% adver+ising methods for
. this express purpose: TV/radio, magazines, classified ads,

§ direct mail, etc. The questior then bscomes one of identif-
E ying the most effective form of advertising from among the

¥ many alternatives.

: In a study preparsd for <he Naval Recrui*ing Commang,

1 Richard C. Moray of Duke University used a variety of

% regressicn techrijuas to predict the impact of “he varicus
% media alternatives on the number of national lzads arnd *“ke
: nuaber of bigh school contracts. In gsneral, he fournd *hat
i ) naticnal leads wera affectead 40 a small degrse by expendi-
5 tures for general, non-airority TV/radio, very strorgly by

% non-minozrity printing relazed 2xpendizuras, and very

i

gt
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strongly by territorial slements such as relative pay,
propensity %o enlist, urnemployment, 2tc. The same chazac-
teristics affacting national leads similarly affec*t high
schog@l graduatz contracts ... but with a two month lag.
Noa-high school graduate contracts were affectad mos=+ pesi-
tively by qucta, classified ads, minority adver+ising,
general TV/ralio and +the territcrial percentage of bl
The authcr nctes that one high schocl graduate coniracs
results from approximately 44 na+ional lzads or 65 lccal
leads.

As these initial findings were ra2viewsd in “he con+ex=<
of their relative cost effectiveness, the author concluded
that the majority of expenditures shculd be dirscted iz “h=s
area of printed paterials, i.e. magaziass, dirsct mail,
newspapsr supplerents, etc. Using Navy CY-78 funding levels
and a+ 78 dcllars, *bhe marginal ccs<s psr additioral hish
. schocl graduats contract for TV/radio was $34,024; fcr
printed materials, $2,046; and for minority advsrtising,
$26,611 [Ref. 13). 1In a subsequent report published in
1982, further analysis served ¢o differantia%tz the variety
cf printed matsrials by their ability to incresase the yield
cf male, non-prior saecvice, high school graduate contracts.
The use o0f general magazinss was the cl2arly superior,
followed by general direct mail, join< DOD amagazine and
fiznally, local newspaper/high schocol advartiseaen<
(Ref. 14]. Interestingly, this study is supportive cf
cthers revieved in that *he author indicazes the grzate:
effectivenass of recruiters as opposed to advar+ising in
obtaining the higher men%2al group csontracts.

The iapoztance of 2fiiciently matching the Coast Guard
to prospsctive recruits is heightened whea considsration :is
given to0 *he scarcity of recruiting dollars and <he
declining pcpula+ion c¢f 18 yea:- o0ld mals, high school gradu-
ates. Population studies have shown <ha< by 1992, <*here
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will be 25 percent fewer high school graduates than “h2r»
were in 1576 [Ref. 15). As the compe+*ition for <hese
resourcss with the DCD services and tas civilian markst
begin to increase, ccnsidera<ion must be given %o identif-
ying al«:srnatives that expand the traditional c-ecrui+ing
markat sc as to locate increasing numbers of high quali-+y
racruits. Ir a recently r2leased Rand Corporation repor+,
two-ycar cclleges and postsecondary vocaticnal schocls were
idan+«ifisd as ocn2 viable alternative.

Lcoking first a+ the potential size o{ the marke+t, *%he
authors enccuntered some difficulty as ths reports cf tectal
enrollaent ir two-year institutions vary greatly by source.
Gen2rally, considering only male students within the
targe+ted age ranges fcr noan-prior servics recruits, the
population is sstimated a*t one millioa. 1If considaratien is
given to recruiting prior servics students, as w2ll as thoss
excseding the 18 to 21 age zarge, thz population could swell
bty more +han 500,000 men. With r2gari to meeting enlistment
standards of age, ability, weral character, etc., these
sources could positively impac* th2 gquali+y of the orlisted
force. Geographically, thess five largsst concentrations of
these potential recruits are in the states of Califcraia,
Texas, Ncrth Carolina, Illinois aad Ohioc.

This market has yet t0 be significantly psnetrated. The
student's mcbility as well as their unstable educational and
cccupational aspiraticns imply great potential for military
recruiting efforts. Past studias have indicated tha+
members having pcstsecondary education experiencs lcwer
attrition rates than do their counterpar<s having less
education. With the righ% recrui<ment iacentives and stra-
tegies (i.e. addressing student's educational expectations
and cccupaticnal aspirations and finaancial needs), this
marke* might be rpenetrated successfully [Ref. 16].
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P. HANAGHENT POLICY

Whereas each of the praceeding four elements of <hs
rtecruiting effactiveness model addrass the operational
performance and potential o9f the recruiting system, the
sanagement policy elemen* addresses crucial administrative
functions that provide the impetus for opzsrational action.
Two particular aspects of the broad range of management
actions will be addressed; goal settiang - qucra, and reswvard
- raccgniticn. Using goal sa+ting decisicns =0 £ccus orzgan-
izational activity, and -sward - rscogniticn actions %o
identify and promote desirable recruiting behaviors, <*he
recruiting management (Headgquarters l=v=21l) can exerciss
consideraktle control cver the ultimate organizatiocnal
output.

1. Gecal Setting = Quota

Typically wi+hin the recruiting contex% goals, or
quotas, are thought of in terms of thair operational impli-
caticn: statements of organizational manpower aspirationmns.
They are gernerally short term in natur2, one mon*h or ons
year, and serve to direct recruiting behaviors in srpecific
directicns. There is another side of the goal issue
howvever, that being the goal development decisions. In his
book Qrgapizatiopal Effectiveness, A 3ehavioral View,
Richard M. Steers identifiss a major ingredient of success
for a gcal seekirg crganization to be its abili+y =o "...
clearly defina the specific natures of the goals and cbjec-
+ives i+ wishes “o pursue". He waras that the failure ¢o
address goal specificity may allow iower lzvel managers
unintended degrees of goal a%tainmsnt discretion <hat can
lead %o conflicting efforts and wasted 2nergies [Ref. 17].

Applying this concept to cecruitiang, we might fizst seek +o
clearly identify the gualitative as w2ll as %he quan*tititive
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manpovwer requirements. Seccendly, we would rsview 2a=d =2val-
uate the current goal setting mechanism, establishing <he
degree to which +hay actually transmit the specific desis
cf managesent ©o the various lower levals of *he recruitiag

[{)d
1]

organization.

As important as is goal spzcificity, a*tention must
be shared with goal difficul+y. Research has indicated that
performance is nega“ively a ffected wh2n gcals 2re perceived
to be impossible to attain. Similarly, when goal a=<ta
is perceived to be extremely easy, pesrformancs tescor lsss
than efficient. To the extent tha: assigned goals are
perceived tc be moderately difficult and challenging,
perfcrmance will be positively affected. 1In combinatiorn,
the effect cf increasing both goal spscificity and goal
difficulty is the enhancement of subsequsnt task performance
{(Ref. 18].

Having reviewed the develcpment considerations ir
goal setting, it is useful *to clarify the impact of goalin
frocesses on the organizational output. A 1976 study €for
+he Naval Recrui*ing Command a%+empt=d <o idantify [Ref. 19)]
whether changes in recruiting policies, spacifically gucta
assignaent %o recruiters, could significantly affec* <he
nuaber of school eligibl2 high schkocl graduate (high mental
category) enlistments. TO nc one's gr=2a< surprise, +*he end
result iden+ified the district quotra as being "positivaly
apd significantly related to the numbar of enlistmernts".
Having supportea the obvious by azalysis, +he resulzant
conclusicr identifiad the effact of guota as iankibitive %o
produc*ion bty i4¢s limiting of <the nuambsr of =znlistmernts.

When tke authcers combined this -slaticnship wi<h the
concepts of tsrritorial potential and =h=z quality dimsnsion,
they identified savaral significant iamplicaticrs for manage-
men= goal setting. Recognizing that 2ach reczuiting
district varies greatly in itis potential “*c pzoduce hLigh
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quality recruits, and observing *hac districts with lcw

quality pctential couvld very well hava disproportionataly

large pocls cf eligilbles, on2 ra2commeadation was to ss<ab-
- lish variable district quality requirsments with regari =c

quota. The pdlicy may provide that for a giver gucta, a

l“
. @
R AR

-

. variable perceztage of that quota should bs upper mental
o category recruits. For 2xamples, in a district whers low
2 quali+ty pctential exists (i.e., New Orlesans), a low
ii tequirement for high men+tal category rscrui®s may b2 es<3bk-

lished at maybe 55%, whereas in 2 district having grszatar

A quali+y pctential (i.e. Boston), th2 high quality c2cruis
£ ’ requiremsent may be established at 70 to 80%. A policy of
g% this na+ure could serve to minimize %“ha2 inhibiting effec:s
=3 - of quota as the military sezvices ra2cognize and att2mpt =o
;;; satisfy the concurrent demands of gquality and gquan<ity.
53 In an aprendix t¢ this study, “he authors address
é}' ) the determinants of tlack enlistments. The fiadings Zindi-
cate a strong postive relationship for "recruiter" and a
g: . negative relationship for "quota"®. The conclusion drawn was
*g thac<: 1) racruiters are necessary and valuable in "selliag"
‘;ﬁ the Navy to blacks, and 2) when quotas go up, recruiters

kacome Lusier, have less time to "sell™ +c biacks and there-
fore intensify their efforts to rfecruiz whites as it is
easier t9 locate high qualiity whites zhan o do so for
tlacks.

2. Bewvard - Reccgpition

Ir the aksence of ~ecognized laws of human behavioer,

- thare is one tvpe of behavior that approaches law: pecple

> contigu2 to do what they have been rewarded for doing. A

;% considerakle oody of research oxists which serves <o demons-
-;‘ ‘ +rate the interrelaticnships betwean zseward, mezivazticn and
- pecformance. This research is inclusive of B.F. Skinner's

N 41




; (1971, 1553) positive reinforcamert, and Lawler (1973) and

: vroom's (1964) expectancy =t heory waich ¢£211 us that huaarn
behavior can oe shaped by the 2xpectazion of a posi<ive 21243

N dasirable reward for some establishzd benavior [Ref. 20].

‘ Perhaps because the2 concept ¢f -ewards is so basic

‘| and wvell reccgnized, it has of:en h2en taken for gran«2d4 and
ovaerlccked irn crganizatiornal davelcpasnt. O <he occasiorn

5 when i+ dces -zceive cursory attention, as tas pslicy maker

N grapples with a =-swa:d system azd £ials <hat osne parsoa's

reward is ancther person's punishamsa:, ons commcn sclu+ior
has been %*c throw the baby out with “anz wash, pusposely
avoiding a difficult issue. 1In spite 5% “he difficulties,
and tc take advantage of the obvious behavioral benefirs,
careful thought should be given to identifying the desicad

3 bkehavic: and to the development of in appropriats reward ani

a r 2:2

recogni<ion system. In a well kncwn practical application

sarling

- of Skinner's positive reinforcemen: theories, Emery Ai:z
Fraight supervisors wera “aught to us2a positive reinforce-

. mEén“ as a maragensent tool. The ccapany provided more *than
150 types of racogni+tion and rawari ranging £rom a siaple
smile +o de<zailed praise for extraordinary performance

P E T LA,

(Ref. 21). The reward and recogriticn actions are aot all
p expensive ncr do they all involve the osutlay of caskt.
In his paper "On the Folly of Rawarding A, While
Hoping FPor E#", Steven Kerr provides 1 varie“y c¢f con*arpc-

rary socie<al and business examplas in which “he behaviecrs
being r:warded are tacsa the rewarder is trying to
discourage, while “ke desired behaviors ars no% beirg
rewardad a+« all. In educaticn, whace society a2opes +<ha<
teachers will n0t a2glect thais <szachiag zespeasibilisie

Fala"8 6 8 2 &

n

1 4
zawarde arte based alscst anticely on <he rssearch and publi-
cation 2ffcr+s that take “hem f-on thz classroom. Siailarly
I in sper=s, where the desi-ed behavis: is <ezaawork, <he
‘ trophies 2nd awazds gererally go =5 the pilaysr vwi<h %ie mcs<

. 42
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- points or the greater number of hcasruns: iIndividual z2ccci-
plishsents. In the recruiting contsx+*, where the rewar”?
systes, if it axists, focuses exclusivaly on quota a«*ain-
ment, should there be surprise if the assumed aspiraticn c¢f
guality fails to be achieved? NMr. Kezr's recommeniatiorns
are for management tc raview and identify the bekavicrs <hat
are cucrently being rewardad to asc2rtain the degree to
vhich those behaviors match the desired bahaviors of <he
orgarzaticn. W#hen differences are found, positive and
affirmazive action should be <aksn to cshange “he rsawazd
system so that it will encourage ani reianforce “he desirz14
5 behaviors [Ref. 22].
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G. SUHNARY

In building a model of recruiting affectiveness for an
orgarization having a quality objective, *his literatuce
review cffars insight into the complexity of the recrui+ing
environment., This recruiting effectiveness model is useful
in +*hat it divides this complex snvironment into iadividual
eleamants, identifying their relationship to zhe qualizy
objective. The research suggests tha: an effaceive
recruiting prograa is one that:

- clearly defines in specific teras its
goals and objectives,

- carefully selecting and traiaiag those
recruiters having the appropriats personal
skills and abilitizs beneficial in at=<racting
anrd enlisting +he desirable applicants

- prudently selects, balances and allioca“es

)
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{ts recruiting and advertising resources,
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- apportions its quo=a lesvels advar“ageously
in light of terricorial 3iffs-ances, raesouccs
allccatior decisions and progcaa
goals and objectives,

- and finally, saintairs a capabili-=y

¢o mcnpitor systea perforaance: recogalizing,
premcting and revarding (thkus shapirg) chose
humarn behaviors desmed beneficial +c tie
achicsvamext of rrogr-aa goals and stiectivas,

This reviaw omphasizes that quali<¢y :is po= 22 easj

objactive to achieve in that the costs, ir t22as ¢£ dcllars
a

r
[ X
m
<
(1}
]

and effort, are greater <har those rejuireda £or the ac
msent cf quartity alone. Similarly, achiaving gualizy
objsctives regJuires greater manageam2at investaents as
numercus smacro-level decisions raquire the coansideration cf,
and trade-off betwean, *ne various effac-iveaess elesmen‘s.
These decisions caanct be 2ffectively consider2d at tle
lover levels. These research eofforts iadicate “hat as
difficult as i+t may be ¢o defin2 quality, and as coaplex as
the recruiting envircnment may be, 2 guali+y objective ca:x
te achisved through ratioral considaratioa of ¢he elements
and objective oriented decision-maxkiag.
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IIX. THE CCAST GUARD RECRUITING PROGRAM

A. ORGANIZATION

The Ccast Guard recruiting mission is administsred by
rscnnsl

W
o
th
-+
[
0
1y
o
1)
o

the Recruiting Division (G-PMR) of zh
within Ccast Guard Hsadquarters in Washizg+ton, D.C. Divided

into 4+hrze traaches: cffice:r rec:uiting, enlissed recruizing

1T e -

and advertising, the divi sicn's cesponsibilizies include

publishing quotas, previding recruiting guidance =0 <the
district commanders, and serviag &s a coordinating pcint
within Headquartsers for all matters affecting recruitment of
military personrnel.

ds depicted in Pigure 3.1, the Ccast Guard is adminis-
tratively and opera*iorally divided into twelve Distriec:s,
within which sixty-seven recruiting offices are locaza2d. A=
each district office, the Military Personnel Recruiting
branch (pmr) supsrvises the conduct of the enlisted
tecruiting program within its bourndr-ies by coordira%ing <the
activities of th2 individual recruiting offices.t! Although
there are currently nc activs recruiting detachments,!2 tie
organization does have a provision allowing “hese cffices %o
serve as sub-units of established secrui<ing offices. At
current manning levals, the organiza<ion is supported by 243
recruiting tille<s.

Although not a fcrmal element 2f <he recruiting crgani-
za*icn, Training Center Cape May, lccated in Cape May, New
Jersey, is the single racruit %training center. 1In Februva:cy
of 1982, as a resul® cf FY-82 budget reductions, “he s=2cond

11The Saventsenth District rocsssas its one gucH
qua-te. thzough <he Thir<een<h District (pmr) as i+
staff a recruiting progranm.

12The result of FY-82 budge* rzduczion ac=ions.
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Figure 3.1 Coast Guard Recruiting Districts
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G racruit training center, Training Cszn<«sr Alameda, was p2Caa-
nently closed. The reduction to one training cern<+er,
complicated by barracks structural problems a< Cape May, tas
introduced a new variable, paximum training ceiling, in+»

e the manpcwer planning process. Having illustratzd “he r=ala-
tionship between guality (educa*ion attained and mental
aptitude) and recruit training a%zrition ip Table II, ard
Table IV, this factor alone suggest benefits <o be cttained
from iden+tifying quality prier «o 2nlistmernt. Clearly low
quality requires grea*sr training capacizy.

Be OBJECIIVES

& The recruiting prcgrams's mission suggests three central
- objectives: 1) ",...recruit qualifisd enlisted persornnel...",
‘Z 2) "...in sufficient numbers...", and 3) "...the proportion
3 of minority members...". In addition to these, and pechaps
to- less central in that it receives less explici+ a+<antion
throughout the program, is a fourth objactive, that beirg
. the recruitment of "...the best qualified pe-sornel avai-
lable™ [Ref. 23]. Pcr clarifica+isn purposes with Cespect
o0 the first and four+h objective, tha first objec=ive,
racruiting gqualjified personnel, serves only a (0) or a (1)
purpose, insuring tha+ each applicans clearly doss or does
not mee:t the minimum enlistment standards. 1In “he four=+h
objective however, the scile is a coatinuous ore suggesting
- +ha+t whil2 quali<y may have rno 2xplici« defini=ion, c£ <hose
sinimally qualified, cnly the beszr ynalified will be

S R

Ay

(T2 A 2R 2

selzacted.

+

C. GOAL SETTING - QUOTA

~
8%

{ The annual dstarmination of enlis<t=2d amanpower requirs-
5 ments is initiatad within the Snlisted Personnel Divisicen
(G-PE) of the O0ffic2 of Personael. Pricr <o <he b=agianning
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3
‘g of 2ach fiscal year, <he Programs Braach (G-PE-4) genecz*:s
5 the enlist2d Military Employmer+t Capability Plan (MECP)

| identifying anticipatsd personnel ctransitior flows. Ons
7@ . utilizatica of this plan, exhibited ia Figure 3.2. is *o

§ identify “he number cf recruits requirad4 <o azintain <as
A ) maximum authorized anlisted strength.!3 Having iden+tified

y this guantitative dimernsioan of the manpower c-=squirements,
,@‘ this number is transmitzed to “he Rescruiting Divisicn where
}3 it becomes, wi<h no specified qualitative parame<«s:rs, *he
?4 recruiting goal for <the upceming fiscal yzar. Subszqusn<
X iterations of the MECP are conducztad to insures that *arget,
'E} but ac¢ mcre than target, strength will be achieved.
fg Within +*he Recruiting Division, several fac-ors are
Eﬂ considered as +“his annual goal is zransformed into menthly
5 district recruiting gquotas. Among th2se considera%ions ar2
?i - a desire 40 lavel-load the arc-ival of recruits
P tc thke training center

: - the ne2d *o peak-load <he traiaing cen*er

< - maintenance of an squal produc+ion riquiraman%

fcr each recruiter

3 - 3llow for a light quo+a during the2 menth of Dec2mber
é - the Cecamandant's policy seeking a 20% ainority

5 propcertion in racruits.

»ﬁ These factors considered, of +hs *otal annual require-
'% m2n+ (5474 for FY-83), 220 are designated for +he acnth of
- Decemker with the ra2mairdsr being equally distributed

through the remaining eleven monthks. Having developed the

f sarvice-wide monthly gquotas, each distzict's quota is apper-
% +ioned by calculating its number of racruiters as a
- percentage cf +he total rnumker of recruiters. PFor exaafple,
b if the systemwide mcnthly quota is deteramined «c be 460,
R
‘g ceil ii‘é““%uaihg%‘;e%&% RO S (IR G 4
ol Offlce of Management aad Budget (OMB).
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and the Pirst District has 24 recrui+ers from the
system-wide 263 (10%), their quota fcr the montk will be 46
rscruiss (10%) .

In putlishing the monthly gquota for =sach dis*tric:, a

portion of that quota is i1dentified as the minority goal.
To determine the appcrtiorment of the monthly minority goal
to the districts, the Recruiting Division refsrs +o annual
demographic surveys cbtained from the Recruirt Market
Network. The survey reports identify ths minozi+ty pcpula-
+ions withir a £fifty wile radius of each recruiting officse.
With these minority population breakdowns, each distric+
recaives a minority quota in proportion to the minority
compcsiticn of their recruiting areas. (The demographic
raports identify an area's minority ccmposition in gross
numbers crly. The repor+t does not provide composition tby
education level, age, sex, propensity <o enlist, or any
cther variatle.)

Once received at the district level, <he quota and the
minority goal are again apportioned aaong the individual
recruiting cffices. Although 2ach district has considerazla
discretion in devising the methodology for goal-settiag, the
normal methcd is to evenly distribute :the quota on *he basis
of the number of recruiters assigned <o each recruiting
office.

Throughout +he goal-setting process, fzom initial 3Jevel-
opmaenat (G-PE-4) to the opera*tional level (recruiting
offices), the qucta is expressed ONLY in i4s quanti%a<ive
dimension. While thsere is *he underlying premise that each
gquota be filled by a "qualified" individual, and there are
expectations that they will be £filled by "...*he best quali-
fied pserscnnel available...", thers are nc explicit
definitions of any standard of "quality" above “hat of ¢hs
sinimum 9nlistnent standards.

50




-

......

D. QUALITY CONSIDEBRATIONS

In seeking to acccamplish its mission <0 recruit quali-
fied enlisted persona2l, the recruiting program addresss=s
quality thrcugh two mechanisms: enlistment s%ardards and
"selective rscruiting".

1. Eplistment Stapdards

The Cdast Guazd Recruiting Manual (COMDTINST
M1100.2) ideatifies £for the recruitsr zhe ainimum eligi-
bility requirements fcr an individual aspiring to enlis+
into the Ccast Gnard, These minimum rsquiremen<s primarily
seek to identify "adagquats intelligence, a sense of Izspon-
sibility, gced moral character and a meeting of physical
requirements". These are the individual charac:teristics
tha+t the recruiter is to attempt %5 idantify. 7To 3¢ so, thse
requirements are divided into six 23lem2nts: age, citizen-
ship, character, aental raguirements, physical rsguiremen<s
and dependents. Each of these =2lemsnts will be addressed in
such a manner as to detail the Coast Guard requirements oz
limitaticns,

a. Age

The accegptable aga for enlistmen= of a non-prioxr
sarvice individual is lass than 26 ysars of age but a0t less
+han 17. Applicants who are 17 years old reguire parental
consent pricr to enlistment. ©For an individual having prior
active mili-ary service, including Coast Guard, and the
enlistment is authorized at pay g-ade E-4 cr higher, =he ags
mus< ke less than 3S. Similarly, 1f =h=2 prior servicse
enlistasnt is authorized at tha pay grade of E-3 or below,
tha individual must te less than 30 ysars of age.
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In 2ffecting an enlistmen+® within “he Coas=
Guard, the individual is responsible for providing conclu-
sive procf of “he date of birth, placs of birth and prcge:
legal name. Procedures supported by standard form
processing ars availakbtle to *he recruiter should it be
necessary tc verify the birth informacion.

E. Citizenship

Generally only United Staz2s citizens or
nationals are eligible for enlis<man+t wi<hir <he Coas:
Guard. Ths applicants ars required tc proviis posizivs
prcof that they are citizans or na*ionals. In <he case 2of a
naturalized citizen, naturalization cartificates arcs
required.

The Commandant may authorize +he enlistment of
immigrant alians provid=2d they have bean admitted for perma-
nent residence. These individuals mus: me2t all nozmal
requirements as well as those specifically required £or
immigrant aliens.

c. Character

In an sffczt to establish the Jegrse of an
applicant®s moral character, Coast Guard recruiters r21iy
primarily on individual rzferences, police rzccrd checks
(vhere allcwable), the applicaat's personal statements and
the zecruitsr's perscnal observations. Charzcter rafarancas
are requirad from all apolicants. Using a standa-i foon,
the recrcuiscsr mails or parsonally obrains references fzcm
each scheccl attended in <he past three y=zacs as wWell
samployer of +he +thrae pas:t y=2ars. In addizion to the
three personal, or other applican* suggss<a2d rzfarences ara
osbtained., References exclusivaly £-om T2ia<ivaes or ¢
frisands alore ar2 unacceptav.e.
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Evidence of the applicant's involvement with
civil authorities raises cautrion flags r=garding *+he appli-
cant's mcral character but does not automatically prcviiz
cause for rejsction. Whera not hamper=d by s+ats laws,
recruiters use a standard form +o obtain police reccrd
checks frcm every city, *own and county in th2 Onited States
in wkich the applicant has resided since his/her sixteenth
birthday, or the last five years, whichever is <« a*
paricd. The Recruiting Manuval provides a dezzaile
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tion of fac*ors <that coa<ritute to the iaeligibili+y )
applicant. The manual allows that individuals coavic=ed cf
"ainor offensas", as invastigated by thae cecruiting ofificer,
may be =nlisted provided a determination is made *hat the
izdividual is fit for service in the Coast Guard.

The recruiter is encouragad %c coasidsr his/her
personal appraisal of the applicant's mozal character.
Through a visit to ¢he applicant's home or following <the
enlistment interview and personal interaction, the recrui-
ter's judgement is a cruclal determinant in iden+ifying
desirable mcral character.

d. Mental Requirements

The Coast Guard requires that 2ach applican= te
a high school graduate or possess a high school GED certifi-
cate pricr to the darte of enlistment. 1Ia <he case cf a high
schcol senior enlisting in the Delay=d Enzry 2rogram (DZP),
failure to graduate cesults in a discharge fzom ths DEP.
Additionally, each applican*, includiag those with pricr
military service, must successfully complste an entrance
qualificaticn examination. As of 1 FPabruary 1983, the Coast
Guard joined with the DOD services in the utilization cf the
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f?ﬁ ASVAB for enlistment qualification. The minimum qualifyin

;H score on the APQT composite is 40.1¢

‘

2 e. Physical Requirements

SO

:3 Applicants for enlistment must meet the physical

2 - standards as outlined iz the Medical Manual (COMDTINST

éﬁ M6000.1). In assessing the aplicant's physical ccaditien

fg ralative to these standazds, *hree levels of zaview ars

15} utiliza2d. Iz the first, “he racruicter conduc=s an inforamal

?J scr2ening of the applicant ir order *o de%tsct ary grcss

¥ physical defscts that would obviously -esult in -ejec=zicn.

3§ In the sscond review, a pre-snlistmert physical is admiris-

;§ tered by a local contract physician or personnel locat24 a+

~ a DOD Military Enlis<ment Processing Station (MEPS). Ths

jﬁ resulting physical is reviewed by “he recruiter as well as

ég at the district level irn an effort to de+ect any physical

%i i deficisncies, After successfully passing these “wo ra2vizus,
the individual is enlisted in the Coast Guard and transfered

Pl - to the recruit training center where the final review is

;A conductad., Prior to the recruit d2parting the recrui+ing

gl office, he/she is made aware the the +=raining cente:
physical MUST be passed pricr <o being permit+2d to enter

i, recrui+ training.

:1 £. Daspendents

- The number o dependents an applicant amay havs

Aé is ccntingent upon <he pay grade into which <he ernlis-aen<

'F is made. Generally, unmarcied applican<'s shculd pe unen-

o o
ot
jos
[1}]

cumbered, though it is permissable zo0 contribuzte =+
financial support of no more zhan ¢wo individuwals in =he

"“bd
LIS LS

. permananent lsgal custcdy of another adult. Appiican:s

147his nminimum gqualification score, in_terms of men<cal
8gCIy, TepresentsS a sccre =en po.rts below <he Caza2gcry
A fezel.

cat
IIT
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enlisting int> the E-1 thru E-3 pay gradas are permizzed two
dependarts whereas those 2nlisting ints> the E-4 and abovs
are permittsd three.

Inclusive within this z2quirements elemert is
the recruiter's review of the applicant's Statement cf
Financial Otligatwoin/Wife's Consen: form. Relativz to the
potantial income of a recrui%, indication of excsssive
irdebtadness requies a revievw and approval by thes dis+«rict
commandar (p) prior tc 2nlistment. Addi<ionally, marc-iad
applicants must obtain a signed statemen* from their spouse
indicating an understanding and agr2eman:t to +he enlistaent
contract that their spouse is aboutr to en<er.

2. gSelective Recruyiting

Recognizing <kat the recruiting gquotas deal stric:ly
in nuabers, the recruiting organization secks tc £ill thos2
numbers with quality individuals through the concept of
"selective recruiting®. This concep: clearly s+tates thaz
although an 2pplicant may meet or eoxceed cack and svery
minimum requirement, he/she is NOT automatically entitled to
enlist, The zecruiter, based on his or her service experi-
ence, percepticr of the currern+ ard przojected service needs,
and understanding of the recruiting eavironment mus+: give
consideraticn to the manner in which the applicant's guali-
€ications blend +tcgether. This emphasis cn <he "whole
perscn" evaiuation forms the primary basis ¢f iden+ifyirg
"quali<y” witkin the Ccast Guard r2cruiting prcgram.

3. Sum3magy

In considering both the enlistment standards and zhe
concept of salectiva recruiting, <hs Coast Guard expresses
toth an explicit set ¢f minimum standards and a s+ated
desire +0 select quality individuals. Tc a degrze, the
minimum standards assist salec+ive recrui=ing in +<hat they
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'j clearly ideatify the rejects from thos2 cthat are accep=abls.
However, in oparationalizing ¢he parsonally subjec<ive stan-
e dards implied in the "whole man® evaluation, *he Coast Guard
its2lf becomes captiva to more *han two-hundred levels cf

2 perscnal exterience, percepticns of service nesds ard evalu-
- - ations of +the racruiting environment. It is unclear wi<hin
the rscrui*ing organizaticn whethz- this level of discretion

% ard ambiguity in defining quality =xis: by dssign cr by
;l defaul-.

g E. RECOGNITION - REWARD

-

_ Withir <he recruiting program, as promulgated by +he

0 Recruiting Manual, there are no policizs or guidance wi+h
Tespect tc a positive recognition or reward syst<m.

Although prior ¢o 1975 the Recruiting Division 4id corduct a

1

f% } Rzcruiter-of-the-Year competition, it was discontinued when
A i+ was determined that there were insufficien+ valid

o mecasures indicating superior performancz. <Curreantly each
i ’ individual district, when cognizant of superior recruiting
g parfcrmance, can fracely pursue <he established Coast Guard
§ procedures for recognizing and rewardiag that individual.

“

: P. EVALUATION AND CCHNTROL

é The trimary pesrfcrmaace? and cutpu< evalua+ion arnd

- control instrument utilized throughout <he rscrui+ing organ-

2 izatica is the Monthly Report of Recruiting Activisy
(C6-2957). 1Initia*ed by every recruiting office on *h2 last
day cf cach menth, the, the repcre is forwardsd ¢o tha

AL

4 W3

district cffice (pmr) whers, ia ccnsclijated form, each

. tecruiting office's performance is svaluated for its ceont:zi-
buticn “o tihe assigned district's juc+tas ard goals. By no
later than tha fifth day of =2ach aonth, <hesa dis+trice
reports aze forwarded “c tha Recruitiag Divisior whers,

W L A
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again in consolidated form, program-wide performance is
sonitcred and evaluated ralative to its organizaticral gcals
and objectives.

Inclusive of both the regular and reserve enliscted
programs, +thais report comprehensively tracks racruiziag
efforts by identifying applicant transitional flows. Th2
information included in the repecrt is depicted iz Tatle
VIII.

TABLE VIII
Bcothly Regpert of Recruiting Activities

* Number of new, canceled and rs2jected applicants
- identification of reason for rejectiorn

Number of recruits

Number of non-rate and pet+y officer enlistments

Size of the waiting list

Quo*ta and percentage obtained

Number of applicants being processed but no*t appearin
on +<he waitggg Iist g e PE g

Number of women enlisted
* Minority goal assigned and percentage obtained

*® % # ¥ *

*

- breakdcwn by minority group

- number ¢tha+t are school qualified
* Delay<d Enlistment Program (DEP) schedul:d by mon<¢a
* Numter 5>f recruiters assigned

- number of minority recruitsrs assigned

In addition to the historical data previded by +he docu-
mentation of program performance, <h2 aonthly rspor+* serves
as a valuable maragement =00l as it idsntifiss areas of
weakness and forms a base from which zrend analyses can be
perfcrmed. Quantita+ive in form and content, “he 21ements
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cf this rapecrt reflect both *h2 primary program objeczivs
(quota ard minority goal attainmenz), and a f£uture supoply
oriented concarn (waiting list and applicant growth rate).

If “he recruitiag divisiorn were %o rely solzsy uapon =his
monthly report for performance monitoring, it would experi-
enc2 time relatved evaluation and planaing difficulties in
that the raport is not ceceived un+il mid-mon=<h. Operating
cr. a2 monthly gquo*a cycle, *here is an informazion rneed
carlier in <he planning process. Add-sssing <he infcz-ma-
+ional need, 2ach district (pmr) is “asked *o submic a
Recruiting Prograss Repor+<, ir messag2 form, 2n “he last
working day of the mcnth., The repor< providss informazion
similar tc that contained in the monthly activities repor+:

* total regular snlistments

- number of minority arnd womea included
* total reserva enlistments (RP and RK)

- number of sinority and women includ=d
* total other reservs enlistments

- number of minority included.

At year's and, the twelve monthly rTeports ars summed %o
produce “he Recapitualtion of Regular Recrui=ing Activities.
Compiled within *he Recruiting Division, this rapore,
depicted in Figure 3.3 and PFigqure 3.4., servas as a synopsis
of the year's recruiting activities as it iacludes both the
regular and reserve enlisted programs. Tha r2port is dise-
sinated thrcughout +the recruiting organiza<ion as a
performance reporting document. T some extsnt, “he rapoct
does cffer a reprasentaticn of program effectiveness as it
dces include both qucta/goal and performance da*a.

Whereas the above reports allow for the moanizoring of
the enlistment of appropriats numb2rs of individuals, one
other report allows for the monitoring of recruit perfor-
mance in recruit training. Once weekly, Training Centar
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1 25 507 1.69 423 424 35 100.2 19 23 5.4
2 31 723 1.94 583 588 66 100.9 69 167 28.4
3 34 722 1.77 586 $87 54 100.2 93 134 | 22.8
$ 27 624 1.93 316 520 68 100.8 125 117 | 22.5
7 285 620 2.07 486 490 66 100.8 183 188 | 33.4
8 26 663 . 2.13 513 518 s3 101.0 | 155 187 | 36.1
9 21 368 2.28 434 435 45 100.2 72 79 18.2
11 17 364 1.78 301 01 33 100.0 S$2 53 17.6
12 17 439 2.1% 323 329 32 a 101.9 50 50 | 15.2
13 19 404 1.77 288 291 32 101.0 18 17 5.8
- 14 1 40 3.33 13 14 < 107 .7 - - -
-
» ) 243 3674 1.9% 4466 4497 | 486 100.7 ] 806 | 1015 | 22.6

SMIXRITY SELISTMENT CATBOORIES: BLACK 628 SP. AMERICAN 243 CRIEWTAL 36 AM. INDIAN 108

CATEGORIES O RRCULAR ENLIGTMENTY
~—Erw__|_remiommm.| (R Ee)
SO-FRICR
NILIPARY ) o o b
SEVICE TR ] OrEER s T
SEVICES | AENEVE (SERVICEE | MEEVE | GFYICERS SE-RATED
cxrmeny
™)
42008 69 24 48 30 95 28
caruiany
b
93.53 1.83 .53 1.07 .67 2.11 .56
. Figure 3.3 Recapitulation of Recruiting Activities
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Cape May coxpiles and publishes the Weekly Training Repor=
(CG-3696) identifying those individuals d.scharged pricr o
the ccapleticn of training. 1Identifying zach recrui+ by
nane, the report provides the name of the recruiting o2ffice
processing the enlisctment as wall as *h2 reascn for disc-
harge. Alttough provided weekly to “he Recruiting Division
and to the districts, no specific actions are generatzd by
the report. At the Recruiting Division level, th2 repoc:s
are consolidated at +the end of the fiscal yea: 203 natilized
ir +he planning process. Wi<hin the dis«r-icts, although is
is assumed that thay are used appropriately, ac<ual use
ranges frcm a detailed review to a casual glarce.

In addition to the bottom-up rsports, tanere is cecnsider-
abls infcrmal, tw-wvay communications betweer ths varicus
organizaticral levels as waivers are processed, policies are
clarified and probleas ace solved. Though the frequency cf
these communications varies, it does offer opportunitizs for
evalua*ing program performance on an informal basis.

G. ADVERTISING - MARKETING

The advertising and marketing 2fforts in suppors ¢of th2
enlisted recruiting program is adminis*ered by the
Advertising Branch (G-PMB-4). Divided into =wo primary
media groups, electrcnic and print, *h2 Branch utilizes a
variety of media sources: radio, tslzvision, naticnal maga-
zinas college newspapers and direct mail. With both media
groups, the Advertising Branch is assisted in the ¢echnical,
crsative and implementation are2as by a contracted 2xternal
advertising agency and a contracted fulfillmen+ house.

Within the electronic media group, at least one naw
televisicn spot commercial is developed cach fiscal year.
This navw spct, in addition %o those praviously produczd, :is

istributed annually %o 2ach of “h2 “hree na=zional networks,
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two cable outlets (CNN and TVS), and the 500 largest loczl
broadcasting sta<ions. Additionally several radio ccmmec-
cials, cf bcth 30 and 60 second duration, are producsd 2nd
given a similarly wide distribution. Dus primarily ¢c <he
restrictive budgetary resources,!5 the elactronic med:ia
advertising effort is dependent largely upon the generosit+y
of broadcasters in using Coast Guard commercials for public
service arncuncement material. During FY-82, the Ccast
Guard DID NCT purchase radio or televesion air time. 1In
that same time péeriod however, afrer incurrizg $120,000 in
producticn and distribution costs, data derived from %hs
Broadcas* Advertiser's Report indicated that the Ccas*t Guard
received a dallar equivalent value of public service air
time in excess of $3.9 aillion.te

The greatest single pcrtion of the advertising budget
(32% for FY~-82) is reserved for the print media as its cost
par lead falls mcre into line with ¢he budgetary const-
raints. Additionally, a careful s2lesction of appropriate
national magazines and college newspapers aliows for greater
focusing cf the advertising effort on targeted s2gments of
+he pcpulation. As <he Coast Guard is experiencirg a
healthy general recruiting environmant, these advertising
efforts are being directed tc the most significan+ area of
need: mincrity and female recruiting. Accordingly, magazine
advertising far *hase groups utiliza: Essence, Severtsan,
Business #crld Wcmen, Jet, Ebony, Selacciones and NuestIo.

In an sffort %0 measure <h2 aumber of leads generatsd,
and to approxima<e a peasurs ¢f effectivansess for the advec-
tising effor+s, two forms of data zcollsction ar= available,
In the first, for 2ach applicant who actually enlists, cr

18The rr-az Coast Guard in’stzd rac*u'**na adver
budget of SGM 000 can be comgare <o zhat of %a
A:ay ($57.8M), Air Porce ($7.5M) and dvacine (310.

16The rego- gi;es to televisi¢n advertising orly, and
doces nct include ca e network airc time.
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begins preccessing and becomes a "canceled applicant", an
Applicant/Enlistee Profile Questionnnaire (CG-5060) is
completed by the recruiter. One item of this ferm, labeled
"How initial contact was developed", is intended to iadicate
the primary medium of Coast Guard ZInformation that stimu-
lated the applicant's desire to contact a recruiter,
Although designed to gather useful information, his%orical
data indicates that the form is not a c-eliable mzasurs of
advertising effort.

For the second data collectior method, thz Coast Guard
has ccntracted for an "800" <elephone servica., Thza 890"
nuaber appears in each form of advertising aad is monitoresd
continuously by rperscrnel trained to obtair profile data
from each respondent. While this method dces identify a
por«icn ¢f the lsads developed by each media source (more
than 30,000 in FY-82), and it does allow for *he follow-up
distribution of applican+ literaturs, it does rot provide
sufficient data +to measurs advertising effectiveness.
Recording only the "800" users, and lacking supportive,
reliable inforaation from the recruiting offices, there is
considerable potsntial for the miscalculation of the adver-
+tising isgact. The recruiting program does not have
sufficient rasources (budgetary, personn2l cor *technology to
identify leads by source, quality or final disposition.
Lacking tha data capturing and analyzing ability, the sffac-
tiveness cf the 2dver+tising effort is largely unknown.

8. RECRUITERS

The rescruiting manual clearly identifies zhe recruite:
as " ... the most important element of the recruiting
program.” As such, considerable care and effort are devoted
to the ccsprehensive screening and sel2ction process. Ths
selection process is ini+<iated by the recruiter himself as
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each mepber of the Ccast Guard racruiting strength is 2
voluntear.}? The availability of recruiting bille+s is
advertised within the Coast Guard through the Commandarn=<'s
‘ﬁ Bulletin and other mediums. Withia many dis<ricts, <hs

district recruiting personnel actively seek to identify and
% recruit their own recruiters.

During the initial scrsening conductad wi+hin the

% Enlistad Assigments Eranch of ¢he O0ffice of P2rsonnel
E (G-PBE-5), the aprlicant's personnel file is ravizswed so as
é to identify po>sitive performance evaluations, a desirable
caraer pettern and a faveorakle endorssment by the appli-

% cant's Ccamanding Officer. Upon satisfaczory completion of
3 this initial screening, an applicant iaterview with with the

approgriate district recruiting staff is authorized.
Additionally, in conjuuction with the applicant intervisw, a
structured intsrview following a standard format, the 16-PF

H

personali¢y profile examina*ion is administered. During the
interview itself, and with each subsequent content review,
the process seeks to identify the applicant's lavel cf moti-
vation, attitude, communications ability, professicnal
ccapetence, personal confidence and adaptability %o <ths=
unigque out-of-rate demands of recruitiag duty. Uporn a fposi-
tive review by the distric+ s+taff, the Recrui<«ing Division

-7 s N

-§ and the Enlisted Perscnnel Division, zhs individual is avai-
é lable fcr assignment *o rscruiting duty.

% Formal recruiter training is acccmplished during a three
t week comprehensive ccurse conducted at Training Centser

% Gevenor's Island, Now York. Ia addition <o thoroughly

g reviewing 2ach chaptsr of the Recrui+ing Manual, rT2cruitsz:rs
? raceive training in salesmanship, public speakiag, telephcrns
. sales technigues and in*erviawing skills. 1In defining <*he
;E ’ organizatiornal expectations with regard <o rscruizer prcduc-
K

L'ﬁ L X L ¥ Y X L T T X )
4

7Ag of 28 Februar 217 of the 243 recruiting bille+s
wers f lleg, 35%°with Binority reccuitars. q
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tion, twec criteria are emphasized: guota/goal and "selzsctive
recruiting®. The instruction identifies "selective
tecruiting" as the recommend=d quality analysis technigue.
The instruc+tion recommends that rscruiters rsspond <¢c 2 "gut
reac*tior" in appraising an applicant's appsarance, at:ti*ude
and general demeanor. Using this tachnique, the ultima<%t2
test of an applicant's potential is found in *he recruiter's
response to ths guestion "Would I want to serve with this
person?"., Throughout +the course of ipnstruction, recruiters
are encouraged *c be "selsctive" Iin the filling of <keir
quotas.

In allocating recruiter rssourc:s, tas Coast Guard dces
no%t attsmapt ¢2 canvas the en+ire United Statss. Rather,
considering the nuaber of recruiters, <he goal is to cover
the major popalation centsrs, concentrating on the surburban
areas where possible. Givan the district boundries depicted
in Pigure 3.1, the number of recruitiers assigned withir
each district district1d are listed ian Table IX.

The numkter of recruiters assigned to each district is a
significant elsment cf the racruiting program as it is the
primary determinant in assigning monthly quota. While there
is nc current algorithm fot the allocation of rscrui<er
resources, it is apparent that an areas total and minoricy
population characteristics are given considerable weigh+,
As vas the case in determining +he ainority goal appec-tion-
ments, the population numbers utilized are devoid of the
qualitative element. Th2 Recruiting Manual currently tasks
each district commander to review biennially his reccuitirng
office locations and staffing levels ¢0 ersurz their mcst
effective utilization. Additionaliy, =he biszmnial repor+
teviews the wmlidity cf assigning quotas baszd primarily

18PY~-82 Recapitulation of Recruiting Activities.
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TABLE IX
Allocaticn of Recruiters by District

Disxrict Headguazrters Number of Reczuifszs
First - Beston, Ma. 25 )
Seccnd - St. Louis, Mo. 31
Third - New York, N.Y. 34
Fifth - Pcctsmouth, Va. 27
Seventh - Miami, Fl. 25
Eighth - New O<leans, La. 26
Ninth - Cleveland, Oh. 21
Eleventh - Lcng Beach, Ca. 17
Twelfth - San Francisco, Ca. 17
Thirteenth - Seattle, Wa. 19
Fourteenth - Honolulu, Hi. 1

upon th2 number cf authorized recruiters. Due on 1 April of
each cdd calendar year, the first series of cevievs are
currently being completed.
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IV. DISCUSSION

A. BREVIEW

Tke opening chap*er of this thesis introduced +the
evolving demand for quality personnel as 2 resul® of the
Coast Guard's increasirg cemployment of advanced “echnolcay.
Similazly, *he Ccast Guard's his*torical perfo-mance in
attracting quality personnel was rsviawed, as was curren*
recruit training and 'A' school perfo-mance trends. Ia
comparing the trends in quality supply versus +th2 arntici-
pated d=2mand, it was evident *hat without organizaticral
change, the increasing demand for quality weculd no+ b=
attained. This trend did not =2scaps notice by tke
Commandant as significant organiza*ional changes were impie-
mented (i.e. 2levated merntal apiitude enlistment standards;
impositicn cf a scholastic enlistmant requiremert ard ths
development of the Educatior Enrichment Pregram).
Significanrt as these changes are, “here remains ccnsideratble
room for consideration of the quality demands. After id=sr-
tifying numerous alternmatives for achiaving gquality
objectives, an input/control strategy implemerted by %he
recruiting program was identified as %the most 2ffective.
This alternative proposes that quality considera+icns be
explici+ly s*ated as front end objectives in marpcwer plaa-
ning (addressed in the recrui<ing process), cathar zhan
after~the-fact training objeceives for indiviiuals <hat have
become a part of the systen.

The first chapter recogaizas the "fuzziness" surrcundirng
the term quality and thus seeks %0 shar-pen its meaning by
introducing *wo reprasentative measures: education a<tain-
ment and mental aptitude. Represeatazive cf aan individval's
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aptitude, attitude ard ability, these two proxies fcrz
quality provide recruiters with tangible scresning slemen<s
and cffer the recruiting organizatisc valid and rzliabls
indicators of expected individual parformance.

Although attainment of quality objectives may s=en
straightforward, those perscns laboriag within the
recruiting program recognize “he many complexities involved.
The second chaptsr, ty dividing +*he recruiting process iato
singular elements, attempts tc add order and direciion %¢
the ques+t for quali+y. Through a -sview of currexnt
recruiting literature, *he chap+er links varicus elemernts of
the recruiting program “o the enhancem2nt of recruiting
effectiveress and the achievement of quality objectives.

The literature review creates a model for viewirg the
recruiting program at two organizational stages: planning
and implementation. Considering first +he planning czage,
the research is suggestiva of two precepts common to a
quality oriented recruiting program: 1) success in
addressing *he quality dimension can be achieved ONLY when
an organization develops an ability to d=zfins clearly and
specifically its quality objectives, and 2) =ach recruiting
territory has an inherent potential for generating appli-
cants. Accepting these “wo precepts, th2 effective
organizaticn proceeds through “he planning szage:
carefully selecting and +r-aining rec-ui<ers who

posses *he skills and abilities necessary for
attracting desirable applicants

- prudently s<electing, balanciag and allocating
limited recruiter and adverzising rsscurces

- effectually apportioning goals and guotas based
on a district'’s unique potsntial for genera+ing
quality applicants, and

- anticipating program adjustm2nts to result froom
an objective based evaluation and contrcl system.
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During the igplementation stage, the literatur2 revisy
suggests four essential steps to the affactive accomplish-
ment ©f gquality objectives:

- clearly and specifically dafine both quali<+y
and quantity objectives

- <ransform thcse ob jactives into challenging,
y2* attainable, quotas and goals

- formulate an evaluation/contizecl systam
consisting cf msasures clsaczly iientifiable
wi+h each prog-am objectivs, and

- reccgnize, promot2 and reward (thus shape)
<hose human tehaviors bemna2ficial o
objective accomplishment.

Though seperate for discussion purposes, the planning and
implementaticn stages function simul+taneously withinp th=
dynamic recruiting program, =&ach stage ccmplementarty “o0 =he
cther.

FPollcowing the literature review, the exis+ing Ccast
Gua=-d recruitiang program is described in teras cf its c¢rgan-
izaticn, objectives and management policies., Afte:
reviewing becth the goal setticg and performance evaluaticn
processa2s in some detail, it became evident that the
tecruiting program seemed to consider primarily the quanti-
tative dimension. PFrcm the initial goal detzr-mination,
extarnal to the racruiting program, to ultimate performance
sunmary (Recapitualtion of Regular Recruiting Ac*ivitiessg),
primary attention is focused upon gquota at<=aialment and
ainority goal accomplishment at all organizational levels.

Although the quality dimensicn is a0t comprshensively
defined within ¢he recruiting program, the program dces not
operate in complete absence of quality ccnsidera+ions. The
Recruiting Manual specifically provides rscruiters with
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enlistment standards containing tha minimum guality determi-
mants. Additionally, through the concept cf "saslective
recruiting", recruiters are encouraged to be selective in
+heir fulfillment of gquo*a obligations.

As the chapter points out, this ovaremphasis upon quan-
+ity should not be interpreted as a unila<teral, cecgnitive
decision on the part of the recruiting division. Cleacly
the recruiting division is responding to the perfcrmance
measures and program cbjectives established by the 0ffice of
Personnzl (G-P). Whereas the literature c-sview iderntifiecs
that the quest for quality requires comprehensive pregram
objectives, the annual recruiting goal is determined and
assigned to the recruiting division lacking in absernce of
the quality dimension. Hence that goal is transfecrmed to
+he mcnthly quotas and passed to ths districts in a siailar
manner. Similarly, while *he literature review indicates
+hat effort will be expend24 in those areas subject tc
performance measuring, the recruiting divisions performarce
measures lie narrowly within the quantity dimensicn. Hence
when district recrui¢ing performarnce is measured, i+ is 4done
so in a sipilar, quantity oriented mannac-. Agaia, while the
literature review clearly identifiss quality racruiting as
requiring additional recruiter and advertisirg resources,
the recruiting divisicn 2xperienced budgetary ard personnel
losses durirg FY-82. Accordingly, these lcsses were appor-
tioned <hroughou* the recrui«iag program. Achievemert of
tha quality objectives thus requires support frem the O0ffice
of Perscnnel to *he reccuiting division as well as from %the
recruiting division tc the district and rszcruiting offices.

Having presaated the =2arliisr chapters to identify a
problem (quality dimension), preseatr a theorstical base for
discussicn (literature review), and cutline the boundry for
action (recruliting progzam), *this chap=ar will synthesize
these elements by resolving <his primary ques<ion: How
effective is the current recruiting program?
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ot B. EFFPECTIVENESS EVALUATION

; Recruiting effectiveness has been introduced as cne

J? criteria commonly utilized for evaluating a program's

;é ) performarce. As defined, a lev2l of effectivensss is deter-

mined by comparing a program's outputrs with i<s stazed
objectives along the gquantitative and gualita<tive dimen-
sions. A program is said to ke eff2ctive to <he extsznt <ha+

'
i

- - 8
h

R

its okjectives are achieved. Therefore, in order to iden-
= tify th: Coast Guard recruiting program's levzl of

effectiveness, we mus*t identify both the urits of cutpu+,
the specific objectives o be achi2ved and methods for cper-

I

KL

aticnalizing each.

Recruiting program outputs are gsnerally expressed ir
terms of the characteristics of those individuals processed
within the program as either rejected or accspted appli-
cants, Fcr the purpcses of this evaluwation, 2ffectiveness
will te measured by considering only those applican*s
accepted within the FY-82 recruiting year. By reviewing <he
rscruiting division's svaluation and control instrumen<, *he
% Monthly Repcrt of Recruiting Activitiass, Table VIII, 2nd <he
ey . Recapitulation c¢f Regular Racruiting Activities, Pigurs 3.3,
and Fiqure 3.4, three program output measures are identi-
fied: 1) Tctal Enlistmen<ts, 2) Pemalz Enlistmernts, and 3)

At
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s
W
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3
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g

e
;%1 Minori*+y Enlistments. As previously notad, total 2arnlist-

Ef man%s (quota) and mincrity enlistmean<s (minority goal) are
o broadly reccgnized within the recruiting organization as the
53 most important performance m=2asures.

;g Four program objectives have besn identified: 1) guali-
f? fied enlisted persomnnel, 2) sufficient aumbers, 3) mincrity
2 proportion, and 4) best qualified available. Through in<er-
fi ‘ viaws with Enlisted Recruiting Supervisors (see Table VII),
?( common understanding and broad accaptarce of the firs+ <kree
;ﬁ : objectives was evident. Wi*th regard %o <he four<h objective
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hovever, considerable differences war2 nozed as to *hs defi-

nitien, cr existence, of 3 "best-qualified” objective. Of
+hese four objectives, the second and “hird a-2 cleazl
quantitative in nature, while the first and fcurtk ace
qualitarive.

1. guantjita+jve Dimengjor

Tc consider first effectivaness in taz guantita*ive
dimension, program outputs (Pigure 3.3) ar2 comparzd =0 *he
second and +hird objsctives respectivaly, sufficient zumbers
and sincrity cepresentativeness. PFrom this comparison it is
evident with botk objec-ives that prcy-am perforsance
excaeded expectations as quota accomplished was 100.7% and
tha total mindority enlisted exceedad goal by 26%. Viewirg
+he data in greater detail, the perfcrmarce of 2ach district
appears tc follow similarly desirable patterns as =ach me:
or 3xceedzd the assigned -otal enlista2n= quota and sever of
ten met cr exceeded *their assigned mizority goal. Looking
beyond ths stated objectives by reviewing Pigure 3.4, it
app2ars that recruiters have been somewhat selective in
£:11ing +heir guotas as the nusber 52f rajections is “*wice
the number cf acceptad applicants. Similarly, Pigure 3.4 is
indicative cf 2 healthy recruiting program as “he end-of-
year waiting lis< is representativa of a three moanth supply
for epnlistments.

3y compazing the r2cruiting progrza'’s quantita<tive
output, as defined by the existing program perforrance
mcasures, with the quantitative objsctives, i+ is apparen:
tha+ a significant level of effectiveness has beern achieved.

a. Limitaticns

When reviewing “he da+2 poin+s (locatzed ir <he
scathly repcrt and the recapituali«isn) that arz utilized fcr
*he guaatitative affectiveness dezaraiza<cion, “vwo gquestiors
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;:5 need ke asked: 1) "Dces it provide data sufficient for <hse
;Q‘ evaluation cf each objective?" apd 2) "Is this repcrc:

| sufficisntly descriptive of recruiting orcgram perfcrmance?®
N If both arswers are in the affirmativs, we sheould te sa<tis-

;; fied with the afcorementioned effactivaness evaluation andé
23 proceed no furthar., If either answer is ir the nzgative,
» ) further investigation would be desirable.

;i‘ In answer to the first quastion, the existing
igﬁ performance measures clearly lack the jualita<ivz da<+a

:gg required to sappoc* an evaluation of the firs< aad fcur-+h

cbjectives (qualified and bes%-qualifizd). This poin*t will
be addrsssed in dstail in the following section.

Viewing the second question in the context of
current recruiting performance m2asuz3s, tae data appear

quite sufficient in a quarntisative sense, however there is

2% one limi*ation. At the current tim2, the recruiting divi-
;E ) sion's organiza+ional responsibilities extend only <tc %ke
5? front gate c¢f the recruit trainirg center. The *ask of “he
L racruiting divisior is to provide sufficient rumbers to <he
2@ ’ tcaining center, hence the perfcrmance measures extend Just
,%ﬁ to *he recruit's arrival 2t the trainiang centar. As a
bk result, the rscruiting division's rcesponsibilities and
s performance measures are 2bsent from any comnsideration of
é_ the survivability of recrui+s through recrui: trainiang. Of
'§ the five military recruiting prograas, the Coast Guard's is
- “he only cae that sys*ematically excludes reczuit a%trition
3 £zom recruiting performance evaluation considerations.
ﬁ: Within tke DOD sarvices, recruit aztriticn is a de+erainant
Sf factor in program and individual recruicting pe-formance.
s These sezvices have apparently r2cognized *ha%t a recrui%ing
250 psogram experiencing a 95% ou<=put survivakility is a mors
;3ﬁ effective pregraa than one having only an 81% survivabiliey
By rats.,
“d
o~
Y
{1
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The cbvicus objecticn to the inclusior cf

survival data into the evaluation base resides in cthe fac:
that recruit survival is a function c¢f anumercus variablss
beyond the limited cecntrol c¢f the racruiting program. While
this is a basically scund argument and is par+ially
supported by the PY-82 data showr ia Table X., it dces rnot
absolve the recruiting program of limited resporsibility nor
does it lessen the budgetary impact of a Tecrui¢ training

TABLE X
Cause Pactors for BRecruit Discharge

Cause Pactor Number Discharged Percen: Dischazged
Medical 272 41.8
Rafused Training 225 34.6
Emoticnal Problen 67 10.3
Acadepic Deficiency 40 6.1
Swiaming 32 4.9
Pregnancy 9 1.4
O*her ___é 1.1

651 100.0

attrition rate exceeding 18%. Por that por<tion of attri:zion
controllable within the recruiting program, -he recrui<ing
division shculd harber concern and -eact in a supportive ani
aggressive panner in reducing racruit atwtrition.

At the present time, Training Center Cape MNay
provides the recruiting division and each recruiting
district office with a wsekly Recruit Discharge Log. Ths2
log provides information on each discharged -ecruit: nanme,
date of dischargs, reasot for discharg? ard -he individual's
tecruiting cffics. The rscruiting 3division's expecta*ions

T4
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are that the valuable management tool will be used as such
by the districts in concerted effecr=s to reduce atirizicr,
In actual practice however, enlist2d supervisor's responses
%0 interviews indicated that the log's usage ranges from nil
to a2 detailed identification of the circumstances
surrounding a non-medical discharge. Wnile iden+«ifying +he
reasons for th3 non-use 2r limited use, it became chvious
that the districts ccnsidered the gsneration of the leg %o
be cut 2f ¢raining center interest rather than the
recruiting division. At the district lavel, this translated
into a perceived lack of interest by the recruiting divi-
sion. Further, when districts do use the log, they do sc on
a veekly tasis and therefore do not have a strong awareness
of their annual attrizion rate. Whan gquestioned, each
supervisor consistently undsrestimated <he annual a=triticn
rate experisnced by his district for FY-82. Lacking the
identificaticn of recruit attritica as a performance measure
and a problem area, concern is no*t universzlly shared by
those carable of reducing it.

This attituds should not be surprising as it is
an illustration cf Steven Kerr's "On the Folly of Rewarding
A, While Hopirng fer B#*Y, Within tha racruiting progran,
r2cognizing that recruit attrition is a0t an 21ement of
performance measure, there is no incentive to reduce cecstly
attrition.

In order to review a partial impact of at¢ri-
tion, the data base devaloped for this thesis allows a
re-zxamination of the quantitative diasnsion r2cognizing
attrition. As shown in Table XI, of “he 4497 “otal enlist-
ments, 3652 racruits completed recrsuit training. Whea %his
numaber is ccmpared with the assigned guota (4466) and
adjusted for programmed attrition (14%) ,19? th2 expected

19provided by (G-PE-4).

75

S ST RV S BPRN Y PYP Yy) Y Py Ce e I A T e P e S R
. .y ) . .



TABLE XI
Ianpact of Recruit Attrition

N ged < b o
m’«.

P
i% i Dist %ctgl‘ Attrite Out- Hln?gitg M}ng§}ty MincrZ<
Ny nlis¢ (%) put Enliste Attrite Qutpax

§ . YT OTTRIETT O ISTUTUR N 7352 23 29272 ¥7

i 2 588 21.7 (8) 462 167 31.4 116

§ 3 587 17.4 (W) u86 134 33.56 89

E 5 520 17.2 (3) 432 117 21.9 92

7 490  19.3 (6) 396 188 19.0 153

. 8 518 2.1 (10) 394 187 25.6 132

g 9 435 17.9 (5) 359 79 33.3 53

% 1 301 19.3 (6) 245 53 15.6 45

3 12 329  23.8 (9) 252 50 41.7 30
' 13 281 4.3 (1) 251 17 25.0 13

3 oo w25 13- S
’g cG 4497 182.8 3652 1015 27.0 741

’ * relative ranking from 1 to 10 exclusive of %the

z relatively small contribution from

‘ﬁ ‘ the Pourteenth District.

¥ |

z

* recruit training output (3841) was underachisved by 189

5 (4.2%) racruits. Using a similar analysis, the minority

% goal (806) adjusted fer expected at:cizion indicates *“hat

% the expectected output (694) was overachisved by 47 amincrity
f recruits., Table XI indicates that the parformance of each
i district with regard t¢ recrui* survivability =xhibits

g considerable variaticn. While it mus%t be emphasized tha=z

& recruit attrition IS NOT =he sole -ssponsibility of <he

;” recruiting division, it is nevertheless important %o

5 consider survivability in the determinazicn of 2f{fectiveness
ﬁ as its impact is significant. What was once a strongly

'% positive gquantitative level of effactiveness is row somewhat
X diminished by the consideration »f recruit survivabiliesy.

E
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While it is again evident %that the causes fcr a
recruit training attrition rats of 18% 4o not lie exclu-

[(}]

sively within the domain o»f ths rescruicting p-ogreaam, nzi<her

. does i+ lie exclusively within the Educaticn and Training
Divisicn nor the Oparational Medicine Division (G-XCM-1).
Having a medically related a*+%*ri+tion rate of 7.8% and 2
non-medical rate of 10.9% indicates th2 need for global
concarn cn the part of sach division izvclved. The reduc-
tior cf recruit ateri<4ion requires ¢hs accep2ancz of join=
rasponsibility ard shared determiration for action by =%he
three divisicns.

(o}

.' 4o

2. Qualitatiy imens

Bffectiveness daterminations withir the guantitative
dimensicn were relatively straigh+forward as both “he cbjec-
+ives and performance measurss wers readily zpparent.

Within the qualitative dimension how=vsr, such is not always

the case as gualitative data is substantially absent from

‘ the currernt perfermarnce mzasuring process. YNevertheless,
through utilization of the thesis data basz, 2 lzvel cf
offectiveness can be derermined for the first and four+h
objectives (qualified and best-qualifi=qd).

a, MQualified Enlisted Persona=l™

Th2 racruiting program cu-rertly addresses this
first objective *hrough *the process of iaplizd assumpticn.
Having provided recrui%srs wi<+h detailed minimum 2nlis+tment
standards and a requirement <hat each applicant 2tzain *thsss
standardis prior *o enlistment, the assumption is tha+ the
task has been accomplished and thecefor-zs all rzcruiis arce
"qualified"., This assumption is not supportad by gqualita-

tive da~a.
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Daring PY-82, there vwere no scholastic require-
ments for enlistment into the Coast Guard. 1In lieuw ¢f *hss
requirements, aach applicant was t0 achieve a< mirimum a
combined sccre on the Coast Guard 3tandard Test (CGST)
representative of the Mental Category IIIB. Had each inadi-
vidual truly reflected these standards, the Coazst Guard
would not have accepted any individuals falling intc men+al
categories IV or V. As dstermined by admiris4ration of the
Coas* Guard Standard Test Battery (CGSTB) &t Cape i#ay, *he
racruits entering in FY-82 followed thez distribu=ica
depicted in Table XII.

o

TABLE XII
Recruits by Mental Catagory

FY-82 Mental Category Distribution

Mental Group CGSTB Rang=2 % A=tained
TTTerr 0 110 - 195 TTTaz.0
III A 101 - 109 22.2
III B 90 - 100 22.7
IVE VW 0 - 89 13.1

The point to be made is that the administrative
establishmen*t of a2 ainimum gqualification scor2 is not suffi-
cient to warrant the assumption *hat guality standards are
being maintained. Tc¢ further illustrat2 this point, even
though 2ach recrui<ing distc-ict operatzs with *he same
guidelines, a revieavw cf Table XIII 3iaxdicates tha% some
digtric=s are more effactive than othars at screening fecr
the sinizum sental aptitude standards.
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TABLE XIII
Mental Category by District

Listrict IogoH GV
R 92,3 8.1
2 85.8 14.2
3 88.7 11.3
5 83.9 16.1
7 80.6 19.4
8 76.1 23.9
9 - 89.1 10.9
1" 93.2 6.8
12 9.4 5.6
13 98.5 1.5
14 100.0 0.0
“ce "86.9 RER

Similar difficulties have been identifiad witk
respect to “he minimum physical requirsments. 1In a recent
rsview of 200 recruit medical boards conductzd by the
Operational Msdicinpe Division (G-KOM-1), [Ref. 24], it was
determined that 61 cases should have bzen detected during
¢+he initial examina*icn and 30 cases should have been
detected on review (an additional 13 cases were questicrnably
datectable). While the physical examinations and medical
reviews are beyond the contreol of the -escruiting divisicea,
they do have an obvicus and nmeasurabls negative impac% ¢n
the recruiting progranm.

The svaluation of this objective indicates <+hat
+he Coast Guard in gereral and some districts in par+ticular
experience a degree of difficulty with “he accomplishmernt of
a thorough applicant screening proca2ss. Underlying tae
cbvious is the more subtle point <ha< the difficul+iz=s have
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existed fcr some time, yet the pericrmance evaluatior ard
contrcl procssses aprear unable to ds4ect it in a3 <imely
manner cr fccus attention to +the specific arszas ia ne=2d of

improvement. Interviews with recruiting supervisors indi-

-

cated that most lacked a clear undars=anding cf the mzrta
categcry percentiles. Hence, whil2 th2 mesntal categoery
distribution of ¢heir district may have been lcwsr cr highe:
than that cf the program cverall, =nsir complste unavareness
precluded a qualitative program adjustmern<.

o

These quality shortfalls are of timely

' 2
e ]
ot
[g]
W

~€T 28

x

in view 0f %he existing pesak loading situatior a< pe
at

()"<

ot
m

Ca 12
By reviewing Table III and Table X, it is evident <¢h h
individuals in mental category IV & V, and those med;callj
deficiernt ccntribute significantly to recruit at+rition.

The cecs+s are considerable in terms of travel funés,
training dollars, training time and training space. (One
training report has identified the cost of transportation
for medically discharged recruits to be near $200,000.)29 As
evidenced by the PY-82 program and district mantal category
distributions, the historical distributions evident in

igure 1.2, and <he rhysical examination and review diffi-
culties, the recruiting program's parformance with respect
to recruiting qualified enlisted personnel falls short of

the first cbjective achievement.
b. "Baest Qualified Available"

This fourth objective 2xists to some degres as
an anomaly: rnot specifically stated ia the Recruiting Manual
nor clearly defined within ¢the rza2cruiting program. HWhere
the first gqualitative objective benefi+ad fzom a (0) or (1),
qualified or not qualified dsfinition, “his fourth objective
enjoye nc such normative understanding. Similarly, whera

W A A D @D AP A EP D D b R wp b dDan @

20 (G-BETE) FY-82 Training Report.
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the gcal cf the first objective was pressumably to have

ta=x
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recruits "qualified", this objsctive has nzither =2
nq

fel)
'.l

goal nor recognized performance ae=asure capable of provi

‘g

]
rh

a "best-qualified" determination. Th2 critical naturs ¢
this anomaly cannot te overs+tated. How can the recruiering
program te expectad to provide for ths: guality dimsnsiorn in
manpower planning if it does not know wha< i* is or how much
is desired?

ot
(=2
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Having nszither a ra2ccgnizz1 understandirng cof
cbjective ncr pezformance measures to id
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cutput, 2 mceaningful measure of effactivaness cannot be
obtained. In lisu cf an evaluative z2nalysis <his o
will ke approached frcm a descriptive perspective, devel-
cping both <he cobjective's definiction and potential

m

perforrance measures.

Complying with the recruizing manual, individual
racruiters indicated during interviews that "selective
recruiting" provides the practical basis for "best quali-
fied" determinations. When questioned further as to the
meaning of selec+ive recrui ting, it became apparen:t orne
man's best qualified applicant was another's -ejected appii-
cant. Each of the mcre than +wo hundred recrui*ters vary in
their application of service experierce, percep«icns of
service needs and evaluations of th2 racruiting enviroamant.
Sevaral recruiters suggested that it was not uncommon fcr
newly assigned recruiters o be hesitan® to invoke selective
recruiting cut of a fear of a%«4racting a Congressioral
inquiry. 1In these cases, the minimally qualified aprlican*
becomes synonymous with ¢he best gqualified applicant.

Due to the irheren* subjective natur2 in “he
application of the selective recruiting ccncept, it can be
considered neither a valid nor r=2liabla measur:z of recruit
quality. This is not to say tha* sslective reczuicing does
not hav2 legitimate value in %he applicant scrzening
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process. It most certainly does. Selec+tive rzecrui«ing
provides a necessary considera«ion of an individualts dispo-
sition and deportment. In o*her words, selectivs recrui=ing
allows for the consideration of the "non-quantifiables"”.
Howaver it must be clear that in and of itself, i< DOES NOT
measure quality. TIf not selsctive recruiting .... then
what?

Referring to <the initial discussion cf quali=zy
measures ard to +he literatuc-e raviasw, there acs “wo valid
and reliakle criteria of quality: education az<=aiznaent and
man*al aptituds. Research has consist2ntly suppo-+<ed ke
hypothesis that individuals of highsr mental categories aad
education attainment levels exhibi: greater prcbabilizies
for surviving recruit and subsequent <raining. [Ref. 4] and
[Ref. 5] Therefore, the search for a valid and reliakblz
d2finition of "best qualified" need go no further. Assuming
the accceplishment of the minimum 2nlistmsnt standards, 2:zd
in conjunction with (not in place of) selective recruizing,
a best qualified individual is one who exhibi%s a high
educaticn a+zaiament level and mental ca%=gory.

Baving narrowed +the objesctive's definition, *he
recruiting program remains *asked with the na2cessity to
identify the degree +*c which the objective must be ob=wained.
As recognizad within +he Department of Defens3,2% no service
can efficiently employ a force composad entir=ly of upper
mental catagory perscrnel. There is need for a mix cf
msn+<al category I, II, IXIIA and IIIB individuals. (This
conclusicr is suppor*ed within <he Coast Guard by reviawing
the broad range of scores serving as 'A' school jualifica-
tion standards.) Cornsidering the aany variablss that anter
into a "quality-mix" determina+«ion, “hare is an cbvicus
requirement for data and decision making autanrity beyond

21piscussions with Dr. R. Lockman, Csesnter for Naval
Analyseis.
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+he organizational scope of the recrui<ing division. Tias
most appropriate level for *he quality-mix determiaa<icr
would lie within th=2 Enlisted Personnel Division (G-PE) as
they maintain the responsibility for cozducting <hs Coas:
Guard's manpowsr planning. Where *the division currarn+ly
projects both the annual enlistaent goal aad =he 'A' scheol
trairing loads by seperate processes, a join= compilation
could r©ssul* in an enlistment goal irnclusive of the quali+
objectives. The mangcwer planning systwem cuc-renzly in use
by the Navy22 provides their recruiziag commazd with qualisy
targets: (%) High-schcol graduat=as, (%) Mental Category
I-IIIA, and a ceiling (%) Mental Category IV. Whila %he
Navy's recruiting precgram certainly do2s not reprasent an
ideal as far as quality in recruiting, this =zlement of +hsic
program can provide a basis for Coast Guard mecdifications.
Given quality targets that could be daveloved by the
Enlisted Fersonnel Division, the Recruiting Divisicn could
ther be concerned primarily with +th2 implementation issues.
As the "“test qualified" objective is defined

throughout *he organiza*ion, perfcrmancs measures aust
necessarily be develcped. As identifi2d f-om +he litara+-ure
review, the perfcrmance measures must be valid, reliable and
clearly urderstood by those whose performance is *o be
measurad. Th2 measures must accurately and comprehensively
communicate the crganization's expsctations to “he ofera-
tional levels. Four such measures >perationalize this
objec+tive ard can be derived from data readily availabls
within <he recruiting program:

~ High School Gzaduat2s (HSDG): Represantative 9f <he
educa+ion a+tainment criteria of quality, this measurs

[t

2=Pcint§agers utilized bg ADM. HAYWARD in 3 prasantation
+0 the Nava os+tgra+uate School, December, 1982,
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identifies the percan*tag=2 of recruits ob*tainiag the minirnuam
high schccl requireaent.

- Mental category I-IIIA: Representative ¢f the am=n
aptitude criteria for quality, +*his measuze iden<ifi=s <he
percentage cf recruits most likely to be gqualified fcr the
more demanding technical oriented rates.

- Migozity Mental Group I-IIIA: R2cognizing the organ-
izational okjectives *o promote minority reprssentativeness,
this measure provides a more sophisticated indicaticn of <+he
potential fcr objective achizvamenc.

- High School Gzaduats (HSDG), Mopral Gzoup I-IIIA,
Beczuit Izaiping Graduate (GRAD): A composits representa-
+ion of the qualitative and gquantictative dimension, <this
measure identifies the percentage >f output achieving each
of the *hree criteria. This measurz effectivaly offers a
"bottom line"™ measure of gquality ocutput.23

These measures of output maust be compared to quality targets
established for the zecruiting program in order +o determine
a level cf effactiveness for this objesctive. Had suckh
targets been ganerated for FY-82, the data reported in Table
XIV cculd be used for this comparisoa.

Recognizing again the absence of quality *argets
for the recruiting program, *kis data should not be resvizwed
to evaluate target performance as <he goal setting process
did nct identify guality *targets. In a dascriptive sense
however, a review of the data dozs provide irsights iato the
varying performanc:s levels ¢f the p-ogram as a whole and
racruiting districts in particular.

23The deve;oggent of thils gualzta
a e Dz. A a as =
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TABLE XIV
Alternative Perforaance Measures

Category Minority HSDG + GRAD

District HSDG E-I_IA I-EIIA - + I-IITA
TTTUTTT T2 (1) x 682 (5) 29.4 () 53.2 (3)
2 89.4 (7) 62.8 (7) 40.0 (4) 42.1  (8)
3 92.0 (W) 67.0 (6) 35.9 (5) 48.6 (4)
5 9.8 (6) 57.5 (8) 25.5 (9) 42.2 (M
7 91.3 (5) 54.9 (9) 32.1 (6) 37.2  (9)
8 85.0 (8) 50.0 (10) 24.1 (10) 34.8 (10)
9 93.1 (2) 75.2 (2) 29.4 (7) 5.3 (2)
11 82.5 (9) 72.0 (4) 48.1 (2) 48.0 (9)
12 79.2 (10) 72.2 (3) 64.3 (1) 43.5 (6)
13 92.9 (3) 78.6 (1)  44.u (3) 57.7 (1)
14 100.0 80.0 0.0 50.0
e %.3 TRE 33,0 ey
* rela&ive ranking from to 10 exclusive of <he
it m‘é%%‘fé%’.’“““ from

The benefit from tha first measurs, HSDG, is
evident when viewed in conjunction with the recruit atzri-
+ion data presented in Table XI. Thos2 districts
experisacing high attrition razes gsnerally exhibit lcwer
percentages of high school gradua<es than 4¢ those sxperi-
encing spall a+tri+icn rates. This rzlazionshio is
statistically significant as can be damonstra+ed by a cank
c-der correlation2¢ cf district performance with ragacd to
HSDG ard recruit at+rition (P = .764, p { .01) [(Ref. 25].

In terms of effectiveress, those distcicts enlisting gr2ater
numbers ¢f persons with 2 high school diploma (¢r GED cer+i-
ficate) cenrtribu%e mcre +*o program 2f£2c<iveness than do

240se of Spearman's Roe nonparame=ric sta<istic.
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those districts enlisting lesses parcen+ages of high schecl
graduates. The empirical data provides an indicator of
guality output ard supports the established link betwesen

i O A,

: education attairment and trairing survivabili<ty.

4 Though beneficially p-oviding a2 useful screening
4 - tool for the reduction of recrui+ attrition, +he HSDG
measure is not, in and of itself, 2 unitary measure cf
recruit quality as 35% of ¢he high school gradua“<es are not
inrcluded in the mental categories I-IIIA., Comparing the
ASDG and Category I-IIIA da+a, i+ is 2avidart that tre acgui-
sition of a high schcol e2ducation is not necsssarily
indicative cf the mental aptitude. Although a dis<trict nay
obtain a high relative ranking for “he recruitment of higa

’ schocl graduates, it does not necessarily follow that ths
sape district receives a high ranking for the recruitment of

s ol BT

VS N i

A uppsr mental category r2cruits. Again statisticaly
comparing the relative rank crders in district perfcrmance
for the variables HSDG and Category I-IIIA, the ccrrelatica

- (Pp= 261, p » .1 is weak. The weakness of +*his correla-
+ion is particularly notable with ainority I-IIIA (£ = =-.30,
Py .. These £findirngs clearly indicats that percent cof
High school graduates alone is an inadequate measure of
quality outpurt: hence tha requirement for an additional
“best-qualifiesd" measure. This poin% is significant in
1ight of the program changes inpplemented ecarlier this year.

- The data clearly indicates tha* <he establishment of a high

school graduate (or GED) enlistment standard will no< in

itself be sufficiert to iasure “he accomplishmen:t of quality

¥ ARk R iy e -

-

s w

S B mr D

pix targets: thera Temains a need > cognitively corsidac
mental apti+«uds ia the recruit screening and program perfor-
g - mance prccesses.

Racognizing tha second elemert of qualizcy
(mental apti+tude) and providing a aore direct measure of
"best-qualified" performance, +ae following “wo measurss ars
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approgriate: Category I-IITA, and Minozity I-IIIA. The
literature review suggests that consideration of these
measurss shculd include recogriticn of each distzict's inhe-
rent potential ¢o produce juality output. Given ths
disparity between the public educacion sys*ems fourd within
the EBighth, and Thirteernth districts, their widely vacying
quality distributions should not b2 surprising.

(Tezritorial potential and its managment impiications will
be addressed separately.) Additionally, the lower percen-
tages of minorities within the upper mental catagories is
not unexpected. Nevertheless, should iz bs acceptable that
vwithin scme districts cnly five of ten recruits qualify
within Category I-IIIA? Lacking clear direction, adminis-
trative requirement cr behavioral inc2atives to identify and
recruit persons in the higher mental categories, this da<a
illustrates the penalty paid for the sol2 utilization of the
"selective recruiting" concept “o identify quality.

The ultimate concern ¢f the Coast Guard is +ha
actual quantity/quality input into ths personnel system upon
completion of recruit training. Afite: accounting for quo*a
accomplishment and adjusting for attcition, what is ¢the
"bottom line"? The final “best-qualified" measure (HSDG +
GRAD ¢ Catagory I-IIId) is indicative of the annual gquality
input by program and district. Consideration of this final
measure is necessarily dominated by the district's qualisy
production potential. While +he rslative district rankings
are representative of this potential and cannot be appreci-
ably altered by *he Coast Guard, tns percentage at+ainmen+
lavels can and must Etecome targets for change within the
Coast Guard. In a descriptive sense, when compared to ths
rormal gquantity program performance measures of Table XI,
this seasure indica<es the program's guali+y performance in
the absence of quality svaluation and control. An effec-
tiveness determimaticn would raquirs *he establishmen: of a
percent cocbject.ive for this measurs.
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C. EBFPECTIVENESS SUMMARY

When reflsacting upor the precesding aralysis, <=he degr=e
+0 which the cecruitirng program is effec+ive in the achisve-
ment c¢f its four objectives is primarily dependern+ upon -h2
performance measures utilized and the point in <ime cf
measuremert. Fcr the quantitative objectives (guota at=ain-
ment and minority goal accomplishment), utilizing <he
traditional quantitative performancs measures provided in
Figure 3.3 2and observed prior to ths commencement of CZecrui+
trairing, the program overall achizves a1 significan< levsl
of effactiveness. Reviewing *he effectiveness c¢f =2ach
recruiting district urder the same conditions, a similarly
dssirable level of effectiveness is achisved. Yet this
bright picture of effectiveness is somawhat dulled by ex-en-
sion of the point in tim=2 of measursment to include
attrition exparienced in recruit t-aining. The data
provided by Table XI identifies weaknass at divisioral level
as well as the district 1lsvel. 1Inclusion of the at:trition
eleaent reduces program quantitative effectiveness froam
100.7% 5 gcal *«o 95.8% of goal.2S More significantly, when
distric* performance is adjusted for a+=trition, <he pravi-
cusly repcrted guota attainment raags of 100.0 =o 101.9%,26
is decreasad to 75.9 tc 84.6% of qudo“a.27 While at first the
adjustment for attrition may no*+ appear significant, i+
acquires cpematicnal significance whea <hs adjustments acs
converted to 3ollar equivalents: <raval 3jollars, <=raining
dollars, training +impe and training space.

28Sze computations ¢n page 75 and 76.
268xclusive cf the lightly goalad Fourteenth Diszrics.

27Fac+oring out medical artrition, <=he range beccmes
85.3 0 61.8% 0 ’ 3
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o Con+tinuing the analysis by expanding zhe performance

fﬁ measures to include the qualitative dimension, *he ccacep<
= ' of effec-iveress is likewise broadsned beyond tradi<ional

ﬂ; - considerations. Where previously the central cont2x* of

zf perfcrmance measurement revolved azound the gusstion "Are we
gf - recruiting enough people?", “he gualitative dimension broa-

o dens the context to include "Are we recruiting the gight

tﬁ peopvle?", A revieaw of the third objsctive identified |

?ﬂ performance that was dysfunctional tc program 2ff2ctivarness

i as 13% of +he recruits tasted below “hes established amininmua

o mental apti+tude standard. Significan+tly, this percentage is

t} not adjusted for attrition: +“hese "la2ss than minimally

=% qualified" individuals are passing through recruit <training

:5 and into the operaticnal Coast Guard., 1In addi*ion to thess

‘x shoztfalls in effectiveness, the review identifies simila:z

{ﬁ difficulties with the achievement of physical enlistment

;: ! standards. This review supports the need to broaden +*he

X existing performance measures to include the gquality dimen-

By sion. Clearly the program carnot rely ou the existence of

5, administrative policies and procedures to iInsure the

%ﬁ achievement of quality objectives: <thers must b2 guali‘y

pepfcormance evaluatjicp and gontrol processes.

?3 At perhaps the greatest distance £-om the traditional,

ié one dimensicml rperspective of 2ffactiveness, “he analysis

%% of “he fourth objective introduces three concspts for
considera*icn: 1) a definition of a "best-qualified" =2ppli-

%ﬁ cant, 2) quality-mix determina<ion in goal ses<+ing and

E, pecformance evaluaticn, and 3) quali<y orisntad +terri-=crial

g5 potzntial. With the introduction of =ach, it becones

s evident +tha+*t achievement of effectiveness within the guali<y

g‘ - dimeneion is not concomitant with quantitative e2ffactive-

§§ ness. The analysis iden“ifies the Znconsistancy of quali+

Ei . cutput realized £romw *the application of "selective
racruiting". Clearly +ha*t one concept is an inadeguate

&
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screerning +*col for quality. The lack of specific a+za2n+ion
+0 the guality objectives through the goal sstting and
performance evaluation processes has rasulted in their less
than significant acccmplishament.

In summary, *the analysis describes a program that is
experisencing a lavel cf quantitative 2ffectiveness less +than
that indicated by its current performance measures.
Similarly, the level of effectiveness is less thar tha=*
assumecd and required by tha administra=zive policies and
procedures. In Loth cases, thz daza suggest +*hat bens=fiss
can be achieved through a review cf <h:2 program elesments 2n4
their relationship with the program objectives and ths eval-
vation and contrecl prccess.
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V. CONCLUSIONS

The research indicates that with respec* ¢o thz quali<a-
tive AND guantitative dimensions of manpower planning, +the
recruiting program is pecforming at less +han its poten=zial
lavel of efectiveness. It terms of Staven Kerr's "On the
folly cf rewarding A, while heping for B", +he recrui+ing
program (Cffice of Personnel, Recruiting Division, Enlisted
Perscnnzl Division) is rewarding quanti+y while hoping €for
quality. 1In reality, you get only what you ask for.

A. NOT DESIGNED FOR QUALITY

In summary, the research points to the corclusioa thats
the recruiting program simply is no* designed for quality.
As a result of the over-amphasis upon guantity and <he
unfortunate, ganeral expectation that guality will naturally
arrive with quantity, ¢*he guality objectives are at best
loosely defined. Sieilazly, quali:y considerations are
practically absent from the critical program elements of
goal se+tting, performancs evaluationr, resourc2 allocatiecn
and general program planning and support. The infusion of
technclogy into the Ccast Guard, with <the resulting demand
for high quality personnel, has brougat about an awakening
to *he ccnsidera*ion of these quality issues.

B. ERFFBCTIVENESS AND PROGRAM ELEMENTS

The establishment of an evaluation and coa<rol process
presumes an ability to evaluate2 program performanca2 ard arn
inclination to utilize the resul%aa: performance data,
adjusting and adapting the program tc conform with dynamic
program cbjectives. Having discussed at some lsagth the
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perfcrmance of the recruiting program, there zemains the
task to idertify the program clements that are candidaces
for charge as well as targeting the direction of charnge.

3% . At the cutset, it will be useful for the reader to

3 understand that the comprehensive discussion of cach prcgran
element in relation tc the program objectives, and to other
elements, is individually a potertial =opic for further
research and investigation. The limited purpose of this
section is to identify general dirsctions and magritudes of
change aprrepriate ir light of <he svolviag demands teing
placed upon the recruiting program. |

3+

+
i

1. Qualitative Cbjectjives Defiped

ﬁ% Whereas the gualitative objectives in their current |
;% form in+roduce the primary quality issues ("qualifizd" and

F? "best-qualified"), they fail to opsrazionalize fully thoss

1§ . issuaes., The identification of a bsst-gqualiified applicant

3 and the pricrity placed upon the enlistmens of qualiiy are

M. unfortunately abrogated to the middle and lower organiza-

j tional levels. For example in ¢wo propor-tionata2ly largs

?% recruiting districts, having been provided wi<h only <he

~

minimum quality standards (while hoping £or best-qualifizg),
the expressad attitude is: "if the Coas+t Guargd wantad bet+er
than the mirimum they would ask fcr i+: minimally qualified

5
S loriet

LR

?% is as good as best-qualified."2® §ithin “hese districts,

= thare are nc concertsd effor«s to attract be-+2r tharn the
; sinimum. Ycu ge< what you ask for.

g The provision of a mors detailad defiaition and

g b-oader perspactive on th2 quality issues +<hroughout *he

. tzcruiting crganizaticn repressents sne avasnu2 for enhancinag
w program effactiveness.

28Ipnterviews with recrui+«ing supervisors.
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2. Isrzitorial Potentjal

As is evidenced by the pregram'’s current procseduces
for allccating racruiter resources, apportioning mincri+y
goals ard targeting advertising =fforts, there is recogri-
tion of quantity oriented territorial potential. Simply
put, thcse districts with a greater resident population
receive mcre recruiters, a higher ainority goal &ard greazs=
saturation of advertising efforts <han do thos2 distric+*s
compcsed ¢f lesser vcrulations. This policy has 1248 <0 a
greater concentration of recruiters and recruizting efforts
along *he Bast and Gulf coasts despite the stzady aigratica
of +he population westward. (The gsographic distributicn of
recruiting tillets appears in Table IX.) Describing the
dis<ribution 2f recruiting resourcss by geographic regions,
the greatest concentraticn appears in the South
Atlantic/Scuth Cantral (Districts 5,7,8), followed by New
England/Middle Azlan.ic (Districts 1,3), North Central
{(Districts 2,9), and lastly, Mountain/Pacific (Districts
M,12,13,14) .

Just as each district 2xhibits and recognizes the
presence cf this gquantity potential, there exists, thoudh
systematically unreccgnized, a quality potential as well.
Introduced in the literature review, demonstrated in Table
XIII and supported by Table XIV, one characteristic of each
recruiting district is ics inherent potential %o produce
"gqualifizd" and "bestfqualified" applicants. Describing
razgionally *he quality potential as dztermined by the 1980
administration of the ASVAB to 11,914 youths, greater pctsn-
+ial resides in New BEngland/Mi3dle Atlaa<ic, followed by
North Central, Mountain/Pacific ard lastly, South
Atlantic/South Certral (Ref. 7.]. Thz2 Coast Guacd data
generally ccnforms tc *his pattecn with “he esxcep=ticn ~f <he
Mountain/Facific where performance indica<ed in Table XIV
éxceeds that which *Lke compariscn would havs predicted.
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Entering a recruiting envizonment where the gualiza-
tive dimension of mangpower is receiving increasing
attention, the quality orisnted territorial pectsntial is cne
planning e€lement that must not be ignored. Just as +hne
quantitative potential is reflected in the strategic d=ci-
sion making procsess, so must the qualitative potential t2
considered. For example, in “he r=cent reviesw of minority
goal appcrtionment, cnly the pumber of mincritiss within a
fifty mile radius of the recruirting offices was considered,
Ignored were the quality characteristics of thoss mincri-
ties: ags, education attainment levsl, mental aptitude, ez¢.
As a result, districts having a high population of minori-
ties tut Jower quality will now provide greatsr numbers of
marginally qualified minorities who will attrite wi*h
greater frequancy and be of a lower mantal aptituds +than the
average recruit. The end réesult will be that yes, minozis
goal (gquantitatively) will be achiaved, but when reviewed in
light of the performance measures presanted in this thesis,
in a potentially ineffective manner.

Within the recruiting program, there are *wc
specific prcgraa elements wherz consideration of the guality
orisntsd territorial poterntial can prove beneficial to the
enhancement ¢ program 2ffa2ctiveness.

a. Resource Allocation

Comparing the recognizei quantity poten+tial as
describzd regionally wi¢h those regiors of guali:zy poten-
tial, there is one pcint of stark 3iivergence: *he Coas=
Guard's greatest concentratior of ssc-uiting activi+ty cccurs
precisely ir the region of greatest rslative amental aptituds
veakness [(Ref. 7.). Tha Fifth, Seven*h and Eighth districts
jointly produce propcrtionately graatar- aumbars of mencal
category IIIB, IV and V individuals than either of *he
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fé remaining regions.2? This is not surprising in view of +as
!ﬂ regicnal quality potential. <Convers:21y, while the Ccas=

i\. Guard receives greater propertions ¢f 1pper mental ca*tegsry
j% . individuals from the Elevsnth, Twelfth and Thir¢een-=h

‘3§ districts, that regicn receives the smallest lzvels of

™ . recruiting resources. Urnforzunately, while the gualicy

28 product ¢f the latter region gr2atly =xceeds =<ha+ of ths=

;? former, the quota and resource diffsrentials are so gresas
iﬁ that the lower quality productior is no+ overcoms.

?5 _ Reflecting on the sscruiting enviroamen+t in

35 existence when the initial recruiting resourcs 2llocaticns
;3 vere determined, and recognizing th2 incremental procsss of
Eﬁ subsequent change, *he current resourcs allocation strategy
-f is easily understood. Nevertheless, “h2 recruiting envircn-
%) men+ is changing, the priorizies ares being altered by the
;5 impact of technology and the easy-td-us2 incremental change
5% i process is inadequate. The distribution of recruits:

¥ resources is in need of large. scale reviaw and alteration.
g - The quality oriented territorial potential is a ceal, live,
?3 phenomena deserving attentica and inclusion ia rasource

;? allocaticn decision making.

E. Quality-Mix

The futility of employing a force composed

X solsly of uppar mental category individuals was previously
- ' menticned, as vas the coacept of quality-mix: a quotas/goal
a definition of the quality objectives. As <he program-wide
N quality-mix detarmintion is determined and provided <o <he
f& recruising division, the remaining task is to distribu<e

¢ effactively that quota/goal to the -ecruiting distrzicts.

é; Whersas current metacds would result in 2 distribuvicn based
fg upon tha assumption that sach district share %he load

29See Table XIII and Table XIV
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(quantity potential) , the result would actually impcse a
burden upon those districts in th2 Southern regicn. This
research wculd suggest the recogni<ion of each distric*'s
unique quality pctential as the basis for that guality-mix
distribution. The data of Table XIII and Table XIV indicate
for exanmple, recruiters in the Thirteenth district would
experience less difficulty in recruitiag upper mental cate-
gory individuvals than would recruitars in +he Eighth
diszric=.

The operative understanding and advantageous use
of guality poten<ial as a planning factor in <he appcrtion-
ment of recruiter billets, assignmea+ of mincrity recruitszrs
and distribution of quota/goal reprasents a second avenue
for the enhancemant of qualitative effactivensess.

3. Bscruiters

. The Recruiting Manual corrsctly identifies <%he
recruiter as the aost importart element of *he recruiting
program. As the ultimate inmplesmentor of policy and proce-
dures, the performance of that individual is a key elemenz
in the quest for guality ob jective achievenmert,

Accordingly, recruiter performance serves as the common
denominator in this analysis: "What policies cr procedures
sust be altered, developed or othervisa emphasiz2d so thas
he/she can recruit individuals of the appropriate quali+ty
and in sufficient nusbers to meet program demands?"®
While each is fully capable of understanding arnd
accomplishing th3a gquantitative objectives, racruitsrs and
thair variakls understanding cf +ths quali=zy dimension repra-
s2nt 2 major obstacle in the achisvament of quality
objectivas, Resulting from school training aad =<he
interpretation of written guidelines, racruiters have a very
restrictive and tiased viev of quality determinasion. As
has beern discussed a+ some leng<h, the sole uciliza*ion of
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"sglective recruiting™ as a basis for quality determinazicn
is inadegquate and deceivirg. Amcng recruiters however,
denunciation of "selective recruiting® is blasphemy. 1In
every discussion of education and asntal aptitude cri<eria
of quality, a recruiter is guarsnte2d to resurrect thz story
of *he Category I individual that was sent tc Cape May cnly
to be discharged for a poor attituds. The data provided in
Table II and Table IV clearly indicéte +hat this ay+h is
vithout substance. Ccmbining +the overamphasis upcn quantity
with the misconcepticns concerning guality, rz2cruitsrs

This barrier is not as insurmountable as it may
appear due primarily to the available litsrature identifying
preferred quality determinatica criteria and the postive
a*titude, high motivation and genuine concern characteristic
of “he Ccast Guard®'s volunteer recruitiang force. Recruiters
have an insatiable dsesire for constructive pe-formance f2&d-
back. Recruiters invest considerable persomnal prida in
their recruits, they want them to be successful. Recruiters
want to provide the product that they think the Coast Guazd
needs. Recruiters can i1dentify and screen for gquality when
+hey are instructed as to the proper criteria, and provided
timeély and accurate feedback.

Providing recruiters with one common, clear and
opsrationally d2¢terminable definition of quali:ty will
provide a third avenue for the 2nhancamen+ of gqualitative
effectiveness.

4. Mapagement Bglicy

While territcrial potan+tial addressed *he recruising
program‘'s external environaent, and recruiters were identi-
fied as those individuals implementing ¢the recruiting
program, management pclicy IS tha recr-ui+ing program.
Providing “he program's structure, defining its boundry axd
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establishing its character, management policy is clearcly IHE
dominant program element. As such, it is essential <that*
manageaent policy emtrace and exist in consonance with
concerted efforts to enhance the program's effectivensss.
Assuming that this is so, that managemant policy is adap-
table and in pursuit cf effectiveness, three policy
extensions are essential to achievemenc.

a. Goal Settizng

The literaturs suggests that as a standargd
measurement of adequacy, a goal setting mechanism must
clearly defime in operational terms *h2 natur=2 of *he
program’s objectives. Judging by that standard, the curren:
goal s3tting mechanism would score poorly. Consisting of
Jus+ two elements, quota and minority goal, the current
sechanisa ignores the remaining quality objectives. This is
primarily due to the program's inability <c define specifi-
cally those gquality otjectives. The result of this goal
setting veakness is that two signals are disseminatead
throughout the program: 1) a stroag, clear, unequivccal
demand for quantities of recruits, and 2) a somewhat hollow,
ill-defined and ambiguous reques:t £for gquality recruits.

The recruiting gquotas and goals, from initial
incepticn tc ultimate monthly distribution, are devcid cf
explicit guality considerations. At each organizaticnal
level involved in goal davelopment howaver, there is an
avaraness of the Coast Guard's quali“y requirem2nts: *he
organization needs parsonnel qualifi2d for the AT, AE, ET,
ST, FPT and cther technical ra+a3s., VYat in practice, the
progrzam asks for enlistment gquotas/ainority goal while hcping
to £111 the high quality requirements.

Previous analysis sugges+s that wvhile <this goal
set+ing mechanism may be anemic, it is notr termipal: 2ach
objsctive can be transformed into specific goals. Via the
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acceptance of "quality" as defined by odacation at*aizasrn<
and mental aptitude, the quality cbjectives can be
addressed. The Enlisted Personnel Divisioxn, ian coordinatziorn
. with the Recruiting Division can 4develop quality-mix <argsts

+hat would identify throughout “he program ¢he goals perti-
. nent to the qualitative dimension. Th2 weak and ill-dzfined
secord signal can be made as s+<rong and as ciear -3 the
first.

Adjusting the curren* gozal se+ting mechanism <o
comprehensively be iaclusive of all prcgram objectives
provides a fourth avenue f£or the anhancem2nt 2f recrui-=ing
effectiveness,

b. Performance Measurement

As the gcal setting mechanism idsa«ifies +he

direction for the racruiting program, =he performance

. measurament procass establishes <iae prioritiss. Viewed from
“he bottom cf the organization upward, *he perfo-mance

. seasuras identify thcse areas of »srformance <hat are of

apparent greater inter=ast to managemsn=: hence those areas
receive tha lion's share of attentiorn and energy. If zhe
program's goals are %o be achiaved, thers must be 2 reccgii-
zable ccnformity betwesan the comprahensively stated goals
and the established measures of pacformance., Wi<hin the
recrui<ing program, the good news is that thece is 2 d2agree
of ccnformity: the bad news is that +the joals are incom-
plately staxed.

Viewed frcm the top of the organization, the

RS T

R T T

existing shallow performance measuras are siamilarly ¢roubla-
som9. By isplying a comprehensive -esview of progranm
’ performance, these quantitative measurss obscure gualitative
pecformance. By halc effect, it is assumed that guantita-
tive success producas qualitacive saccess as wsell. The data
indica*s +hat =his is not always *hs casa.

99

—————

.........




Ko

W

\,.
P e

Just as it is possible to da3fine the quali<azive

el

objactives in a comprehensive goal foraat, so it is with <he
performance measures. Likewis2, whare i¢ is pecessary *o

: . provide, through goals, a direction for the gualitativs

&‘ dimensicn, it jis égcg;g;;x to identify the pricrity olaced
on quality bty the development of qualitative performance
measures. Qualitative performance aeasures tha® raquire

A I

Py
.

15% information raadily avallable from within the recruitirg

5 . .

s prograna are demoastrated in Table XI and Tablz XIV. @dhen at
2%

tha operaticnal levels there is a cecognition of marage-
ment's inverest in 24ducation attainmeatz, mental apticuds,
racruit attrition and the gqualitative dimension, similar
recogniticn and priority will be farthcoming.

*

A ey

h
[ «x;l

= Enhancing thes current performance measures +o
. include measures pertinent to the jJualita+iva objectives
-; represents a £i€¢th avenue to the enhancement of rscruiting
%ﬁ s effectiveness,

i c. Reward - Recognition

¥ once the frogram's diraction are defined and

priorities establishzd, *ha remaining task is %o apporziorn
the program's human eaergies. In :his process, driven by
human nature, recruiters are awar2 5f their behavioral

% requirements and can discriaminats between those that result
§§ ir rewvard and recognition from those tha< 4o not. Quite
;: sinply, recruiters are like thes rest of us, <hose behavicrs
% that resul%t in scme reward will be rep2at2d and “hose “ha<
éa are without bYanefit will be represssdi. I+ is thec-efore

Tl o .

u2 incusbent ugon the recruiting program <o identify zhesa

i bshaviors that are rewarded (aad <aus repeat2d) irn a compar-
‘ . isor to %the behaviors that are d2sirad. Whers an equali:

2. ; :

54 compariscn requires no action, diffa2cencas will requiz-s a:n
w evaluation and resultant aciion.
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From the Recruiting Division *o the diszsice=s,
there are no positive rewards. Proa the districts's
perspective, “he absence of negative recogni+ion must
substitute for a positive reward. Accordingly, as idantz-

1ed through interviews with recruiting supervisors, <he
accomplishment of quota and minority goals arz perceived +o
be the sssential criteria to the avdoidance of negative
recognition. As a result, the behaviors “hat ar2 rewarded
are *hose that accomfplish quaztitative goals. There are o
revards for quality ard likewise, no c-ewards for reduced
recruit attrition: hence no irncentive <0 devo=2 eaergias <o
these pricrities.

Within *he tan districts, five have devzloped
some variation of a positive raward aad recognition systen.
Via the presentation c¢f a plague or a letter of apprecia-

-tion, saveral districts seek to promote superior recruitirg

performance. In doing so however, the districts have been
left to their own devices to establish criteria for "supe-
rior recruiting perfcrmance®. The result is that
pesrformance revarded in ocne district is no doubt considered
routine Ly another. The implication prograa-wide is tha+*
there has been no cognitive attantion to the identifica+ion
of desirakle behaviors and no specific action to prcmote
"superior recruiting perforaance",

This current situvatior evolved from the
Recruiting Division's abandonaen* of the
Recruitar-of-the-Year avard. While at the time there wvers
insufficient performance measures td> discriminate <the supe-
rior pezfcrmance £ros tha*+ normally expscted, such is nc
longer the case. The datca provided by consileration cf <%he
qualicative dimension provided in Table XI, Table XIII and
Table XIV clearly identify a range of parformancs.

101

_‘-..VQ‘.-‘ ~'- ™ ‘.\ ‘.b
L VAR WO W X WO W L’j




By the establishment of a "Recruizing Distci

of the Year" Award, the Recruiting Division could previde a
clear comsunication c¢f its goals, objectives and prioci<ies
as vwell as establish those behaviors considered to be supe-
rior. In the vake of Division le