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EXECUTIVE SUMMARY

Reports the results of a survey of the attitudes of 344 people whose
enlistments expired, between April and October 1984. The survey is a
replication of a 1980 study designed to determine the factors people consider
wiuen deciding to stay in or leave the Coast Guard., At ¢the time of the 1988
stuoy, attrition was dangerously high. With attrition currently at an
historic Tow, this research gives us attitudes at both ends of the attrition
spectrum,

The survey results were combined with information from the Fall 1983
cycle of Enlisted Performance Appraisal marks. This gives us the ability to
look beyond the issue of “why do people stay ~ why do they leave" at a more
salient question: "What differentiates high performers who stay from those who
leave?" It is assumed that the Coast Guard would like to be more selective in
policies that affect the reenlisiment decision in order to attract and retain
high performers. ,

The findings confirm the 1988 research in that there are three distinct
groups of interest: first term enlistees, whose attitudes are very diverse;
second term enlistees ; and "car2er” members whose attitudes are homogeneous.
The construcis of satisfaction, commitment to the Coast Guard, and investment
(too much to lose to get out), were examined over time, and vary predictably.

The groups were divided by performance (high and low performers) and
whether they stayed or ' left at the end ¢f their enlistments. The potential
value in the findings results <from determining the issues that differentiate
high performers who elect to stay in the Coast Guard, and high performers who
choose to leave, ‘ :

The most important issue %o the respondents was the assignment process.
-Those who left were less satisfied with the process in general, less satisfied
with their potential future assignnents (primarily the uncertainty, due to the
lack of a notior of what an enlisted "career® looks like), and less satisfied
with the degree of influence they. have in the assignment . process.

Compensation ‘issues were Jless important (medical .care and selective

reenlistment benuses were the source of some dissatisfaction) but investment
lp post service benefits was seen as & major reason for staying.

The degree of disparity between an individual’s expectations of what the

Coast Guard "would be tike® or “could be like" and his or her perception of

“the way it is" were also |mportant factors resulting from the analysis. This

includes the amount of control that an individual feels that he or she has

over the way the job is done. In general, high performers are dissatisfied
.with the degree of influence they have over .their own future.

Recommendations for personnel strategy are prdvidod for three broad
Careast management ‘of the assignment process, including the notion of erlisted

career development; management of the accession process, including recruiting .

and selection'policues that create realistic initial expectations for new
entrants (ind for the Coast Guard); and a third categorr of “other issues® of
concorn to the pooplo in the sample,
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I

INTRODUCTION

In 1979, Chief, Office of Personnel, commissioned a studyr of enlisted
attrition. At that time first term enlisted retention was 15.8 per cent and
second and subsequent retention was é4.8 per cent. These aunormally low
retention rates were the subject of tremendous concern among heacquarters
planners and fieid level operating managers. 1t is estimated that had the
‘trend continued, turnover would have exceeded the ability to replace those who
were leaving.

In addition to problems with raw numbers of people, the effect on the
quality of the force was dramatic, - Enlistment standards were lowered,
qualifying standards for A-school entry were reduced, and people were promoted
to vacancies from supplemental advancement li~ts (without taking servicewide
examinations). The experience level of the force dropred to a point where the
time required to make E-7, on average, was 18 years. 1§ time in service is
thought of as a surrogate for expeirience, over 14,888 man-vears of experience
were lost at the E~6 / E-7 level during the period from 1978 to 1988.

This loss of experience is not recovered for many years. Althcugh the
average "age of the force" can be recovered, the E-4s and E-5s who were
learning through on-the-job-training had less "knowledge and experience" above
them in the chain of command. Therefore, they were unable to learn as much as
their predecessors had from more experiehcec supervisors; as a concequence,
they have less to "teach® those who work for them even today. It may be that

-lost experience is never regained.

In 1981 the tide was stemmed. Large pay raises in the first two vears of
the current administration were partly responsible, but even more important
were the signals that people in uniform were not second class citizens, The
President clearly expressed his philosophy that the military had suffered long
encugh, that if we were to have a strong defense we had to care about the
people in wuniform. Putting aside the persistent threat of changes to the
retirement system, that is essentially where we remain .today =~ with the
highest sustained first and subsequent term reenlistment rat:s since we began.
Keeping computerized manpower records.

The }983 study (Wehrenberg and Patterson, 198)) was somewhat unusual in
that it did not focus on compensation issues., The feeling was that the Dod
services were conducting adequate research about the impact of compeneatson on
~attrition. The Coast Guard went a step further, to describe t'.e processes

used by people as they approached the reenlistment decision.. As an example, a
researcher might ask "Why are you leaving the service?” UWhen the response was
*Because the company Jown the street is offering me 18,808 to start," the
"researcher might check the "pay* block and move on to the next interview. In
nur interviews we carried this line of questioning further by asking "How did
you find out about the job down:  the street?" To our surprise, we heard
answers like “"l’ve been reading the want ads for quite a whiie," or °1 was
planning to get out, so 1 figured 1’d better take a look at the market,®




Attrition - 1984 ' . COMDT (C-P-1)

This led to the real research behind the 1988 study: Why wers people
reading the want ads? Why had they plenned to leave? In other words, why
wére people deciding to leave the Coast Guard? Anc of equal importance, why
were others planning to stay? What were the factors that differentiated those

who stayed from those who left? What factors were considered in the decision

making process? Could the Coast Guard target leavers with policies that would
tip the balance in our favor?

The results o+ that research were not surprusnng from a perspective of
current theory, but did come as a shock to some Coast Guard planners. For
example, it was shown that people who received high selective reenlistment
bonuses "liked" the Coast Guard less than those who received lower bonuses,
and less than they had before they received the bonus. This would support a
theory that because of the large bonus, people could attribute th2ir *staying
behavior® to the “"bribe" rather than to their own inclination. .They could
then say “there must be something wrong with an organization that has to bribe
me to stay" and "1 only stayed in because of the bonus.® On the other hand,
those who received the smaller bonuses had to change their attitudes to match
their behtavior: *1 must like the Coast Guard, or ] wouldn’t have shipped
over. It sure wasn’t because of the money!" Selective reenlistment bonuses
were keeping people, but were we Keéeping them for the “right" reasons? UWere
they the people who would delluer the most marginal benefit? UWere their
attitudes contagious? :

. - . .

Three clacses ' of factors were identified from that study as driving the
decision to stay or leave: '

Satisfaction -~ a global attitude toward the Coast Guard, the

weighted sum of the feelings about individual experiences while in the
Coast Guard. This attitude appears to be weighted by that aspect of an
‘individual’s life that is most important; for example, if.family and
geographic stability are important to an individual, assignment policies
become very important and the source of either global satisfaction or
discatisfaction. 14 security is important, anything that threatens that
security becomes a dissatisfier (e.g., proposals to reduce the retirement
benefit). I1f the most. impor tant thing in a persons life is identified
as the Coast Guard itself, any changes to the status quo are threatening
“and create dlssatlsfact:on.

- ]nyestment -~ the notion that an individua! has "too much invested®
“in the Coast Guard to be able to afford to leave. This is compensation
related. Either the individual has too much invested in retirement to
Yeave, or that an individual’s skills are so specific to the Coast Guard
or to. the service (Gunner‘s Mate, Boatswain’s Mate) that it would be -
hard to $ind a market for those skills outside the Coast Guard.
Investment, at some point, becomes a feeling that *1 can’t leave . , .°,
no matter how much he or she would like to. A high sense of investment
couplod with low sat'siactaon leads to a phenomenon we described as

- Qen.
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spiritual turnover, sometimes Known ac retired-cn-active—duty, in which

the individua) is still with us, but in terms of attitude and comnitment

has "departed.®

Commitment -- a sense of identification with the goals and missions

of the Coast Guard, and with the Coast Guard itself. UWhen a seaman is
painting and accidently splatters paint on the floor, commitment is the
operative factor when he or she cleans up: the paint without being told:
to, without fear of punishment or recrimination, because it seems to be
the right thing te do. A person who exhibits high commitment can tie
the lowliest, mnst Lnimportant looking, job to the overall mission
accompllshment of the Coast Guard. '

0+ these three driving factors, it was felt by the researchers and by

planners in the Office of Personnel that the best mix for the Coast Guard

.would be to have people who waere committed to the Coast Guard as an

organization, who were  reascnably satisfied with their experiences and
positions, and had just enough sense of investment to "carry them through® the
worst of days.,

Unfortunately, such was not the case. Investment accounted for over 48
percent cf the variance when comparing those who stayed with those who left.
It seemed that we were doing everything possible in terms of personnel policy
to instill a sense of investment in people. Reenlistment bonuses were so high
that only a " fool <(er someone with excellent job prospects elsewhere) would
pass them up, the retirement 'system was defended as being part of the overall
compensation mix (deferred salary, in effect), 'thus people would be throwing
away part of ‘their earnings by leaving. Assignment managers bent over
backwards to accommodate people at the first reenlistmént decision, but after
that the perception was that “We’ve got you now you - are over the hump. UWe

‘don’t have to worry about your needs anrmore.

Thns is not to say that any of these complalnts were correct, only that
these were the prevailing perceptions held by people. Unfortunately, people
make decisions based on their perceptions of reality. That is fortunate,
since it is thepresert perception that the Administration and the American
people care about the cendition of the serviceman that has netted us record
high-enlisted retention, not any fundamental changes in the way people are
managed by the Coast Guard ‘ ’

vThe'1988 s&udy resy! ‘ed in a ‘series of recommendatrons. To summarize:

1. Wherever possible, attempt to gain control over the structure of
rewards (special and incentive pays, assignments, advancements, other
non-monetary rewards) so that those rewards can be used to reinforce the
behaviors desired by the Coast Guard. Pay, prcuotaun, and assignment are
not secen as. related to performance. . .
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2. Assist people in making the transition from skilled technician to
supervisor. This requires recognizing the transition point and
supporting the development and use of both person-to-person skills and _
person-to-system skills. ‘

3. Examine the current workforce structure (ratings and grades) to
determine i+ this structure reflects the necds of the Ccast Guard.
Enlisted people thinKk of career in terms of "28 years of random
2ssignments”; rather than developing 20 years of experience, enlisted
people feel that they develop two or three years of experience 18
times, Until there are meaningful career ladders, in which one
assignment prepares a person for the next .in a developmental fashion,
careers wili not exist., The concept of a meaningful career has, in
other research, been a major contributer to job satisfaction.

" 4, Provide people with the |nformat|on they need to make "intormed
.choices” among the options available. New entrants do not understand
the meaning o+ "being an FT", nor can old hands examine the relevant

variables in making their choice of future assignments. Career
information is desperately needed, and the current structure is not
geared to provide it.

5. The Coast Guard makes personnel policy as if each person, no matter
what rating or grade, was exactly the same as all other people. In
doing so, we forget that as a person ages and takes on additional
responsibilities, both on the jecb and. in his or her personal life,
individua! necds change. For exampie, a policy decision to shorten
tours wil) dissatisfy senior people who have families, homes, and
community ~esponsibiiities, ,On the other hand, a policy to lengthen
tours will dissatisfy young people who, among other reasons, joined the
Coast Guard to travel. Yet we persist in making policies that refuse to
recognize that th.ce may be different glasses of people, when it is
‘unnecessary to treat them as interchangeable parts. E-4s do not compete
with E-7s for assagnments; why is it nocessary that £-4 and E-7 tour
tengths be thre same?’

These were the major recommendations of the 1988 study, and each
rerommendaiion was accompanied by a series of steps to accomplish it. When
the stuoy was published in early 1981, however, enlisted retention was no
‘Tonger the most pressing problem.. As is the nature of business, new issues
took higher priority and we felt that shauld the problem arise angain, we would
Know what to do.
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CURRENT RESEARCH

The purpose of the current research is twofold. First, since voluntary
attrition is at an all time low, it would be valuable to reszxamine the
attitudes that were czaptured in 1988. This would give us a sense for the
variabiiity - of these attitudes across various economic conditions, The
second, and even more promising element, is that the data capture of this
studr coincided with the first round of appraisals under the new Enlisted
Performance Evaluation System (EPES). The appraisa! marks were collected
centrally. in G-P, giving us the oppurtunity to incorporate elzments of
performancg in the study of the reenlistment decision process. :

, The 1988 study recognized that 1looking at retention as a goal was
one-sided. Retention of people is half the issue; retaining the right people
is the other half, Thnere was some suggestion in the 1988 study that we were
keeping a high proportion of people only because they felt. they had skills
that would be difficult to market outside the Coast Guard. Other people
actuall, said to us "Where eise could I get a job paring this much for so
little effort? Nobody cares if I do a great job as long as ! do an adequate
Jjob.* 1t was poscsible that our policies were attracting less - than ~ high -
performers, In fact, the 1968 research indicated that the highest performers
were leaving in greater numwers than wculd be expected (so secure were they in
the Knowledge that they could get a good job cutside the Coast Guard).:

By capturing both attitude and performance data we can examine the
workforce 'in a two dimensional structure, retention and performa.ce, rather
than in the one dimensional manner of the 1988 study (retention only). Tnis
gives us the opportunity to compare the attitudes of high performers with
those o+ low performers; low performing stayvers w.th low performing leavers;
and most importantiy, high performing stayers with high performing leavers,
It is generally accepted by the researchers that the Coast Guard would like to
keep as many high performers as poss»b!e; this research gives us  the ability
to compare attitudes and to develop policies that target those hlgh performers
who plun to leave. ‘

METHCD

. An expanded version of the survey used for the 1988 study was used in
this research. The attitude scales were fully tested und reliable. A section
on compensation issues (basad or the woirX of the Fi+th Quadrennial Review of
Military Compensation} was ~added, including benefits and other forms of
payment in Kind. A specific scale to test supervisors’ percentions of the
quality of the people working for them was also included. A ful) copy of the
survey ig attached at Appendix A, :

After the survey was tested, adminii(erod,,and the returns Keypunched,
respondents were matched by SGN with their performance marks.
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SAMPLE

The sample consisted of 28 rarcent of all enlisted people whose
enlistments were due to expire in the period ! April to 31 October 1984, This
resulted in a cata base of pecple who had expresscd their attitudes and career
intentions on a survey, whose performance had been appraised, and who had made
the decision to s%ay or 'eave. Becauce of {rancfers, extensicns, failure to
capture marks, non-response, etc., the final sample was 364 cases. This
represents a recponse rate of 41 peircent. A full breakdown of the demographic
variables of the sample (age, time in service, grade, rating, marital status,
- etc.,) is attached at Appendix B, - o

ANALYSES

The dxzta were analyzed using the Statistical ‘Analysis System (5435 at the
Johns Hopkins University Applied Physics Laboratory. Univariate descriptive
statistics, frequency distributions, tests for differences between means, and
canonical discriminant analyses were used to anaiyze the relatiorships between
cemography, attitudes, staced intent, actua) behavior  (stay or leave), and
peryormance marks. Individual quastions were collapsed into scales, each
scale assessino a specific attituda, beliet, or perception, .

Previous research demonstrated the utility of dividing the total sample
into three main groups: those with Tess than four years in service, those with
between four and eight years in service, and those with over eight years in
service. The differences between these groups are large enough to mask the
more subtle differences between stayers and leavers, or between high and low
pe~rformers, In all tests, the grougs were analyzed independently (except for
those variables examined with respect to time).

High' and low performanrce was computed for each group as a split at the
mean of performance for that group. High performers were defined as above the
mean, low performers were defined as below the meanh. In other words, those
‘with under 4our years in service were compared only with themselves, nnt with
any other group. ‘ ' s

Since the purpose of this cocument is to allow personnel planners in the .
Of¢fice of Personnel, U. §. Coast Guard, to make personnel policy decisions,
any references to statistical procesces will be abbreviated., Depending on the
type of test, a significance level (probability of chance - differences) of
eithor p < 8.85 (for small cells) or p ¢ 8.8 (for large cells) was used. Any
real differences reported between groups have met this test.

RESULTS AND PI1SCUSS1ON

This section wil' be divided into four subsections: first, the results of
selected analyses conducted on the entire sample across time-in-service
intervals will be reported; second, the results of analy.es conducted on the
four groups of interest (a matrix of performance vs. reenlistment decision)
by time-in-service (TIS) groups; *hird, analyses designed to ‘examine -the
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differences between high-performers who stayed in and those who left; and
fourth, a discussion nf the implications for giobal policy <+ormulation and
future research. Specifit recommendations will be addressed in the last
section uf the report. _

The results of this survey confirm the same relationships between
satisfaction, commitment, and investment variables over time as were found in
the 1988 study. 1In general, as shown in Figure 1, when 1ooking at people
early in c¢heir careers much variance in attitude is evident. As more cenior
people.are surveyed (senior in grade, age; or’ time-in-service, all of which
are very closely correlated) their attitudes and beliefs tend to be more
homogeneous., At the 28th year attitudes and beliefs are nearly identical
among individuals, - ‘ :

i

\ ' ’ . 'J
TN

\ -

He terogeneous
Attitudes Homogeneous
and Beliefs '

12 YOS

8 YOS

4 YOS

Time in gervice in years =—==-==)

Figure 1§

This can be accounted for by two theses: first, as people age their
attitudes about certain things change. For example, sounger people are not
concerned about moving to a new assignment, but older people. are. ‘The second
thesis has been. termed the "attrition effect." Those people who are the mos t
dissatisfied leave the servico,'resulting in less wvariance among in those who
remain, This attrition effect 1s seen in the sharp changes in the "average
responses® to many questionslai the four year point, and another between eight
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and ten years (noints of maximum voluntary attrition). 1In other words, those

who stay tend to hold the sane values; those who hold radically different
values leave, ‘

There are nrocesses of "system selection* and "self selection” at work in
this phenomenon. The service examines the "fit" of the individual and decides
whether the person should be allowed to reenlist. There are many standards
against which one is measured for this "fit®, among them performance,
acceptance of military values, and physicsl and mora!l criteria. By
definition, those who are allowed to reenlist are more like the standards than
those who leave. At the same time, the individual is assessing the "fit" of
the service to him or her. Those who feel that the service meets their needs
will be more likely to stay than those .who do not. Again, by definition,
those who stay have similar needs that they feel the service meets; those who
leave have different needs that are unmet,

This phenomenon points out the necessity for examining groups n
different TIS intervals, It makes little sense to combine E-7s with fifteen
years of service and E-4s with three. However, there are some variables that
are important to examine across time. Figure 2 depicts career intentions over
time. As would be expected, the longer one stays in the Coast Guard, the more
likely one is .to continue to stay in. This is evident in the difference
between first term retention rate and subsequent term retention rate (FY {984 .
comparative rates 54.5 percent and 94 percent respectively).

The valley at the 18 year point is an artifact of the wording of the
question ~- people at that point choose the response *;.. at the end of my
enlistment” since they could retire at 28 years. In general, ‘the larger the
sample ‘the more linear the curve with an almost perfec correlation between
TI1S and INTENT. '

As was seen in the 1988 study, average “Commitment to the Coast Guard® is
in the mid-range of the possible responses, increases somewhat with time, and
drops as ' the sample approaches th: 4First retirement| opportunity. 1§ our
enlistment policies were rigid (4 years at - a time, no extensions) we could.
reasonably expect to see the strength of this attntude scallop with lows every

Satisfact:on does vary considerably with time, by rating, by other
demographic variables, and by the object. A global measure of satisfaction (a
simple total of all of the many satisfaction variables in the survey) shows
that satisfaction starts high, bottoms at the four yean point, and gradually
increases out to about 12 years, where it begins to drop|slightly to beyond 24
years, !
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The initial drop was explained to us in interviews. UWhen people leave

recruit training they a2re excited about the Coast Guard and their achievement

thus far. They have seer nothing but pesitive images and role models and hold

high (and some might say somewhat unrealistic) expectations of their life in

the Coast Guard. After reporting to their fi~st units certain realities become
dominant. Their expectations are uncermet, resulting in lower overall levels
of satisfaction. To quote one person’s narrative response to the survey: °l
was all hyped up when 1 left boot camp ... really gung ho. Then when I got to

“the 1 found out my pay record was (screwed) up, I would he washing

dishes for at least a menth, and that it was going to cost more than I made to
rent an apartment for my wife. The X0 tried to help out, but ..."

Global satisfaction is not the best indicator of reenlistment
intentions. Two individual satisfaction scaies tend to be better predictors
-- those responding low being more 1likely to leave. One is Satisfaction With

.the Job, and the second Satisfaction with Future Assignments. Satisfaction

with the job includes elements of altruism (contribution to lifesaving, etc)
as well as the conditions surrounding the job (right tools, etc.).
Satisfaction with future assignments  includes knowing what options are
available as well as the assignment process itself, The averages for these
two constructs over time are shown in Figure 4, Compared to other satisfaction
scales, satisfaction with the job is mid-range and satisfaction with
assignments is Yow. '

The greatest wvariance across time is seen in the Investment scale. The
average response starts low (little invested) and increases dramatically to
about the 12 year poinrt, where is levels off until about the 18 year point,
From . there it drops 1like a rock. At the 11-12 year point the lure of

‘retirement benefits that would be 1lost by leaving is strong. Up until that

point bonuses and security drive investment. The drop at 18 years would be
easy to understand at 20 (once retirement eligibility is reached there is
little that would be 1lost by 1leaving), but the wording of one component
quéstion (*1 ‘would lose too much by leaving at the end of this enlistment®)
cayses the drop to be seen earlier, People in an enlistment that spans the 20
year point would lose little by leaving at the end of that enlistment,

‘At was the case in the 1988 survey, Investment accounts for much of ‘the
variance in the reenlistment decision. The unfortunate element is that many
people indicated that they would like to leave if only they didn’t stand to
lose so much. In one memorable group interview for the 1988 study, in the CPO
Mess of a large cutter, it was clear that some of the Chiefs were *doing their
time® and were not particularly happy about it. We detected signs of what we
haye termed “spiritual turnover,® or “retired on active duty.” One Chief told
us that he had 18 vyears in, that ¢this was his last tour, and that the only
reason he had stuck around. that long was because of his retirement benefit.

- He planned to do as little as possible and to *keep out of trouble® for his
. 1ast two years in the Coast Guard. : K '

ey2e.
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Other wvariables were examined over time for the full sample, but tﬁe
results of greatest interest are seen when looking at smaller groups segmented
by time, performance, and resnlistment behavior,

SATISFACTION VS. TIME IN SERVICE

Satisfaction with the job

? = yery high

1 = yery low

2 Satisfaction with future assignments

1

8. 98 23 8
Time in service in years

T O T UL  B

Figure 4
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ANALYSES BY PERFORMANCE CELLS

_As already discussed, we stand to gain more by examining the data by

grouped time-in-service vs. performance vs. reenlistment decision cells,

For each TIS group (under 4 YOS, between 4 and 8 YOS, over 8 YOS) the data

were analyzed in the matrix form shown in Figure 4. In this section the

results of canonical discriminant analyses and other techniques for examining

multiple cells will be discussed. A caveat: for the sake of a timely report,
these analyses were conducted before the actual reenlistment decision (stayed
or left) data were .available. One axis is performance, ihe other a measure of
stated intent to stay or leave. This Intent scale has been shown to be a

reasonably accurate predictor of actual reenlistment behavior in this (R =
8.79) and other studies.

PERFORMANCE

Low HIGH

v P 00 e g St e s e
ol IO [l ;

“sTAY We would like ® We are happy
to help these @ that these
people leave people stay
REENLISTMENT
"DECISION ’ }
. : . We would Vike
-, We are glad - to be able to §
LEAVE | - that . these Keep more of R
people leave B these people | ' POLICY .
N ' ; TARGET
.GROUP

Figure 6
Qﬁder Four Years in Service

As discussed oarluor, this group dcsplayod the greatest disparity of
attitudes, making analysis at this leve! problematic at best, The scales that

 best dlscramanated the performance and intent cells - for this: group are listed
.in Table "The most ‘striking result was on the scale Organizational Life

.18~
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Priority (OLP) -- Coast Suard. The people who feel that the Coast Guard (as an
organization) is the most important thing to them ~- more important than their
standard of living, quality of leadership, job security, geographic area, and
their specialty -- state their intent to stay in the Coast Guard.

Unfortunately, of those who stay, low performers score  higher on this scale o

than do high performers,
Because of the wide disparity of attitudes for this group, the other

scales showed littie coherence, This group will be analyzed in greater detail
in the next settion, 1coking specifically at high performers,

DISCRIMINATING VARIABLES, PEOPLE WITH LESS THAN 4 YOS

V49 Organizational Life Priority -- CCast Guard
V19 Satisfaction with control over job
Vil Satisfaction with peers
V3 Sense of helplessness
v2 Willingness to exert effort
vi4 Commi tment to philosophy and missions
vig Satisfaction with advancement policies
vie Satic“action with specialty
V34 Currsatly job hunting
V3¢ Many seniors are less competent
(%] Satisfaction With the job ,
V) Satisfaction with future assignments
V23 Disparilty of initial expectations
VY22 ' Satisfaction with treatment by seniors
w1z - Satisfaction with workload

Table 1

Be tween Four;gng Elight Years in Service

The scales that best discriminated betwéen the four cells for this group
are shown in Table 2. Tﬁo within structure coefficient was 8.75, Assignment to
the cell ' low performance / low intent was the weakest but the procedure was
successfu! at predicting assignment to the other three celle. It is difficult

to infer cause and effect relationships, but it appears that Job Security and:

Quality of Leadership are important moderator variables for this group.. It is
significant ¢o note fthat compensation variables did not enter into the
equation. '

It can be assumed | that whether an individual js looking for work is a

“uynction of a decision plready made. Resentment has been shown to be a result
" of the decision as wel) as a cause. Commitment to the Coast Guard may be the
_ positive side of resentment, *'The .classes of variables of interest  are
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control, expectations and _ congruency, assignment issuec,
sypervision; and the two Organizational Life Priority moderators, Job
Security and Quality of Leadership.

Job Security contains elements of knowiﬁg‘ that the job will be arouﬁa
tomorrow, and that the current standard of living will not be likely to

- decrease. Low performers value job security the most, and those who intend to

stay in the Coast Guard ¢(and subsequently did) value job security much higher
than those who intend to leave. That means that low performers who pian to
stay value job security very highly. High performers who plan to leave do not
value job security. The Quality of Leadership Scale shows exactly reversed
results, High performers value quality leadership the most, and those who
plan to leave value it more than those who plan to stay. High performing
leavers place the hignest value on the quality of leadership.

As would be expected from these results, those who intend to stay are
more satisfied with supervision than those who plan to leave. High performers
who plan to leave are the 1least satisfied, and high performers who plan to
stay are the most satisfied with supervision. The fact that OLP Quality of
Leadership was less important to low performers explains the fact that they
are less extreme in their satisfaction or dissatisfaction with supervision ==
it simply isn’t as important to them as Job Security.

Expectations of what the Coast Guard would be 1ike and the degree to
which the individual’s —notion of the ideal Coast Guard matches reality are
closely related. Those who intend to stay have the least disparity of
expectations and the highest degree of congruence between real and ideal. The
reed to manage expectations will be discussed more fully below.

Satisfaction with future assignments ‘is likely an element of job
security. Uncertainty about the future and the perception that assignment is
essentially a matter. of luck explain the results that fow performing stayers

.are the most satisfied with their future. In other analyses, low performers

were shown to be less concerned with specific elements of their future
than with the overall security that there was a guaranteed future. Again,

‘those who plan to stay are more satisfied with their *potential® futures than

those who plan to leave,

While job security and the existence of some future are important to low
performers, the specific nature of that future and the degree to which they
have some control over that future are more important to high performers, '
The control scale discussed here is “control over job®, but the findings
generalize to other areas as well as will be shown in the next section. As
was true of Quality of Supe vision, high performers show the greatest variance
on this scale. Those who are satisfied with the amount of control they have
nver their job state their intent to stay in the Coast Guard} those who are
least satisfied state their intert to leave. Low performers, less concerned

-~ with contro), show a similar trend with stayers reporting that they are more:

satisfied than lgavors.

"‘.!7'
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DISCRIMINCTING VARIABLES, PEOPLE BETWEEN 4 AND B8 YOS

V34 Are you currently looking for a job?

V49 Organizational Life Priority -- Job Security

V1 Resentment

vy Satisfaction with future assignments )

V13 Commitment to the Coast Guard as an organization

Va2 Satisfaction with treatment by seniors

U3 Sense of helplessness

Vé Perception of congruency of "real® and.*ideal® Coast Guard

viz Satisfaction with supervision

vig Satisfaction with control over job

V23 Disparity of initial expectations

V36 Are poli.ies in your best interests? . _

yse Organizational Life Priority -- Quality of Leadership
Table 2

ver Eight Years in Service

The scales that discriminated best for the four cells in this group are
shown in Table 3. The within structure coefficient was 0.77. The
Organizational Life Priority scales Geographic Area and Standard of
Living are important moderators for this group. The other scales are a
mixture of cause ‘and effect., In general, there are three broad classes of
issues, satisfaction with the job, satisfaction {or frustration) with
non-job elements of 1life in the Coast .Guard, and control over

assignment.

High performers indicated that their  geographic . location was very
important; those who stated their  intent. to leave the Coast Guard felt that
this was more important than did those who intend to stay. From interview
data, this seems to stem +rom the fact that many of the people in this group
have children about to enter high school, have developed some ties to the
community in which they 1live (PTA officer, little league coach, etc.) and
have already made about 5 PCS moves in their career and are tired of “living

like gypsies,® The issues underlying this may also be indicated in the scale

Control Over Assignment, High performers who intend to stay are the most
satisfied with the amount of control they have over <future assignments, and
high performing leavers express the most dissatisfaction. Low oerformers are
in between, expressing less extreme views.

The OLP scale Standard of Living poses an interesting resnlt, In
general, those who plan to stay indicate that standard of living is an
important factor. However, the people in the sample whao were most
concerned about their standard of 1iving were high performers who stated their

. intent to . leave (and did). Aqain, interview " data were helpful in

N
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understanding this relationship. 'The highest performers feit secure in the
knowledge that they would be able to improve their standard of 1living by
leaving.

On the scale Satisfaction with the Job, those who planned to stay
indicated a higher average response than those who planned to leave. Low
performers reported that they were more satisfied with the jeb than did high
performers. Those who plar to leave repor. higher resentment anc questicn the
policy making apparatus to a greater degree than those who plan to stay. High
performers are at the rnds of the scale, stayers reporting the Jleast
resentment and leavers reporting the most. :

On the scales Satisfaction with Peers and Satisfaction with Seniori,

those whe plan to stay score the higchest. rowever, high performers are less
satisfied with peers and more satisfied with seniors than low performers.

DISCRIMINATING VARIABLES, PEOPLE GVER 8 YOS

'

V11 Satisfaction with peers
V14 Commitment to philosophy and missions
V22 Satisfaction with treatment by seniors
v Satisfaction with the job
V44 Organizational Life Priority -- Geocraphic Area
V48 Discuss frustrations with others
Vi Resentment s
V34 Are policies in your best interests?
V42 Wonder how policies are created
V43 Control over assignment
V47 Organizational Life Priority -- Standard of Living .
Table 3

Again, it is impontanf to noto'that the compensation wvariables Bid not
discriminate when examining the two dimensions of intent and performance
- together. ' ' : '

"ANALYSES OF HIGH PERFORMERS

In this section .the three time~in-sefvice groups were again analyzed
. separately, but this time only high performers were examined. For each group
(e.g. under four years in service), those having composite performance marks
above the mean for their pay grade were separated into those who actually.
stayed and thote who actually leét. These two subgroups were then
compared directly with each other (high performing stayers and high performing
leavers) using means-tests and multiple regression, Only those variables for
which statistically significant differences exist will be reported.

-.’ 9- oo
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The implications for setting peérsonnel strategr are evident. I1f we can
determine what issues differentiate leavers from stayers among high
performers, and the issues are of such a nature that adjustments to policy can
targot the leavers without jeopardizing the attitudes and intent of those who .
already plan to stay, we can keep more high performers than at present.

1t is alsn instructive to lock at the actual numbers of the people in the
sample who +fel]l into each cell, Figure 7 depict the distribution of
performance among those who stayed and left for tach time-in-service grcup.
In an ideal sense, we would like to Keep the 27 perple <(high performers) in

the first block and we would like to help some of the 37 low performers who
. stayed "decide to leave.®

Less than

More than
4 YOS

8 YOS

' YES

YES YES
Retained Retained Re tained
, NO NO NO
Lo == Kij Lo ==% Hi ' Lo ==* Hi
Performance Performance Perter.ance

Figure ?7

Under Four Years in Service

‘Appendix C lists the mean responses to each question and scale Dy , those
who actually stayed and those who actually ‘left. A 'summary ot tihe variables— -
that diffe~entiated the wunder 4 YOS, high performing stayers from leavers is
shown in Figure 8, The OLP scales indicate that those who stay report that the
Coast Guard is very important to them, Specialty is more important to those
who left. This could point out a dichotomy between those who consider
themselves generalists and those who ‘consider themselves specialists.,
Confirming this is the fact that those who stayed report higher commitment to
both the Coast Guard as an organization and to the goals and missions of the
Coast Guard.

~ Thozxe who  left reported dissatisfaction with assignment policies in
general  dissatisfaction with their potential <future assignments, and would
.1iKe mure £ontro) over the assigrment process, . Those who starved reported
greater satisfaction with the geographic area to which they were assigned.

.28
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High performers who 1left also reported lower satisfaction with the
equipment and tools they usad to do their job, and that the “way things turned
out® for them wa: different <from what they expected when they entered the

Coast Guard. Those who stayed reported a greater sense of investment than |

those who left. From interview data. investment for the under four years in
service group was closely tied to the perception of marketablity. Their
investment was stated in terms that they would "lose ground® if ‘hey got out
at the end of their enlisiments. Other studies point out that many of those
between three and four years in service have already extended their
enlistments by two years or more in order to receive a Selective Reenlistment
Bonus (SRB) and are therefore “invested® financialiy as well. An additional
factor seen from the interview data may be that as a person reaches the end of
the first enlistment, he or she is likely to be recently married, the woman of
the pair may be pregnant, and the thought of 1losing medical benefits at just
the point where a major expense is expected creates even more investment.

Su11AR+ OF 'DIFFERENCES BETWEEN HIGH PERFORMING STAYERS
AND HIGH PERFORMING LEAVERS, UNDER 4 YEARS IN SERVICE.

OLP - THE COAST GUARD ¢
COMMITMENT TO THE COAST GUARD +
ASS1GNMENT POLICIES +
GEDGRAPHIC AREA +

: EQUIPMENT AND TOOLS + ' o
High IMVESTMENT ¢ . High

Performing . 'CAREER LOSES MONEY IN LONG RUN + Performing

Leavers . .+ SRB POLICIES . Stayers
— ' - MEDICAL CARE + '

+ EXPECTATIONS DISPARITY
CONGRUENCE OF REAL AND IDEAL ¢

Figure 8
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On the compensation variables that difverentiated stayers and .leavers <(among
high performers), those tsho stayed felt that they were 1losing money in the
long run, and that SRB policies were not made in their best interests.
Stayers alsc report that basing pay on the number of dependents one has is a
good idea, and that they save money b, shopping at commissaries. Those who
left were dissatisfied with the medical care they received while in the
service, In fairness to the medical community, interview data indicated that
it was not the quality of medical care per se, but the way they were treated,

the 1long da2lays, and the overall impersonal nature of medical care that
dissatisfied them, '

Overall, those who chose to stay were sligntly more senibr,, and more

likely to be married and have more dependernts. Both groups had roughly the
same level of education. B

To contrast these people with low performers, the low performers were
much more likely to be concerned with issues of compensaticn, their perception
of marketability, anc dissatisfaction with tneir’ specialty. The lTow
performers also felt that vest.ng pay in the billet was a much better
tompensatory mechanism than vesting pay in the performance of the individual.

Between Four and Eight Years in Service

This group was divided on fewer issues, but the strength of ' the
differences was as great as for the previous group. The OLP scales that best
differentiated high performing stayers and leavers were OLP (7ast Guard and
OLP Leadership. In the 1980 ‘'study, these were the scales that oifferentiated
the wunder four YOS group -- perhaps they did not change their minds. Those
who stayved indicated (like the under—-four group) that their most important
organizational priority was the Coast Guard itself. Those who left indicated
that the Quality of Leadership was more important.

This explains the fact that those who stayed felt more satisfied with the
treatment they had receive by those senior to them, and the supervisicon and
the supervisory support they had experienced. Those who left indicated
dissatirfaction with these isxues. Quality of supervision is 'simply more

. important to those who lett.

The other class of issues that differentiated stayers from leavers were
satislaction with control over the jobh, satisfaction with “uture assignments,

‘and  satisfaction with the tools and viaterials needed to do the job.  In all

three. cases, those who left were less satisfied.

Dciioroncos betwoon stayers and leavers among these high pof#ormers could
be found on only one compensation issue: the perceived adequacy of retired
pay. Those who stayed felt that retired pay was not adequate. This seems to

indicate that the issue of post-service benefits becomes nmportant to pocple.

somewhat earlier than had been reported in othor studies.

Those who stayea were slightly older, slightly more senior, very likely

. ’l229-
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to te married and have more dependents, and slightli more educated thaﬁ those -
who left. A summary of the variables that differentiated the between 4 and 8
YOS, high performning stayers from leavers is shown in Figure 9.

Comparing these high performers to the low performers in this group, the
low performers were much more concerned. with compensation issues (base pay,
SRB, sea pay, dependent allowances, and pro pay), medical care for themselves
and their dependents, and the 1low performers who stayed scored very high on
the investment scale. :

SUWMMARY OF DIFFERENCES BETWEEN HIGH PERFORMING STAYERS
AND HIGH PERFORMING LEAVERS, BETWEEN 4 AND 8 YEARS IN SERVICE.

OLP - THE COAST GUARD +
+ OLP - QUALITY OF LEADERSHIP
ASSIGNMENT POLICIES +
- TREATMENT BY SENIORS +
© EQUIPMENT AND TOOLS +

High CONTROL -OVER JOB + High
Performing SUPERVISORY SUPPORT ¢+ Performing.
Leavers FUTURE ASSIGNMENTS +

+ ADZQUACY OF RETIRED PAY

Stayers

_Figure 9

Quer Eight Years in Service

The issues of greatest importance to those over eight were OLP Geographic
Area and , again, OLP Coast Guard. Those who stayed stated ‘that the Coast
Guard was very important to them; those high serformers who left were more
concerned about their. geographic ‘location. This is again supported by
responses to the scales conceriing assignment policy.. :

Those wﬁovlo4t were less satisfied uith-as§ignment policies 'in general,
less satisfied with their potential for future assignment, and less satisfied
with the amount of control they hivo ia the assignment process. The Jeauers
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also reportéd low satisfaction with the amount of control they have over their
jous, and report a.-high "sense of helplessness."

There were more compensation issues evident in this group. 1In each case,
those who stayed were more satisfied with SRB policies; VHA, travel
allowances, medical care for themselves and their dependents; feit that

'CHAMPUS had worked for them; and were more satisfied with housing.

~ The people in this group who staved in the Coast Guard tend to be
slightly younger (less time in service), slightly more senior, more likely to
be married, and more educated than those who left. A summary of the variables

that differentiated the over 8 YOS, high performing stayers from leavers is
shown in Figure 18,

Comparing this group to low performérs with over eight years in the
service, we find that essentially the same issues differentiate those who
stayed and those who left.' 'The low performers were differentiated on the
issue of satisfaction with the job itself, those low performers who stayed
being more satisfied. The <fact that the same issues differentiate
reenlistment decisions for both high and low performers supports the thesis

that as people *age® in the service, their attitudes become more and more
&like. o ' :

SUMMARY OF DIFFERENCES BETWEEN HIGH PERFORMING STAYERS
AND HIGH PERFORMING LEAVERS, OVER 6 YEARS IN SERVICE.

¢+ OLP -~ GEOGRAPHIC AREA
OLP - THE COAST GUARD +
CONTROL OVER JCB ¢
’ ‘ ASSIGNMENT POLICIES +.
‘ High + SENSE OF HELPLESSNESS High
Performing , : SRB POLICIES + Performing
Leavers VHA PGLICIES ¢ Stayers
TRAVEL ALLOWANCE POLICIES ¢ '
: MEDICAL CARE +
CHAMPUS +
HOUSING +

" Figure 1e




i)

P

Attrition - 1984 COMDT (G-P-1)

DISCUSS1ION

In contrast to the 1988 study, in which compensation issues played a
role, there seems to be little doubt that the single greatest issue arising in
this research is assignment., Considering the fact that “"conirol over the job"
came up in each group, this may be generalized to indicate that, at least
among high performers, the perception of control is an important issue. '

This finding is supported by recent research conducted by the Navy. In
one effort (CND ESGB3), the primary reasons people gave for leaving were that
they disliked being separated from their <families, and that they disliked
frequent transfers. The primary reasons for staving were for security and the
retirement annuity, These <findings -~e gomewhat surprising since Navy
research has generally focused on compensation and benefits,

Two researchers under contract to the Army (Motowildo and Lawton, 1984),
in studring the mental and emotional factors behind the reeniistment decisions
of soldiers, stated that strategies that relied on bonuses and incentives,
while solving short term problems, were npot likely to succeed in the long
run. People soon begin to see such incentives as "their right", and the ante
must be raised in order to achieve the same results. Witness our current
experience with bonuses: attrition is at an all time low, yet bonuses are
still paid at high rates, and we are afraid to lower them because of the
expectec consequences. ' , o :

In 1979 and 1980 compensation was an important factor in the process of
making a decision whether to stay or leave the service, From a research
perspective, however, compensation was not useful in discriminating those who
stayed <from those who left, Everyone was eqgually angry about Tlow

© compensation., The issues that accounted for the variance then were the same
kinds pf things that differentiate today, when compensation is much higher.

Compensation appears to act as a satisficer -~ below a certain level, it will
result in tremendous d:ssat:s*actuon, but increasing it above o level will
not r05u!t in motivation,

‘Using compensation to corroct hngh attrition is problematlc. at best. In

‘one study (Farrell, 1983) it was determined that people who are dissatisfied

with some aspect of their job can react in one of four ways. One .is to exit.
The other three are: to voice dissatisfaction in the hopes that things can be
changed; to display loyalty (up to a point), hoping things will change without
making a Jlot of noise about it; and to display neglect, becoming less
productive and less -"caring® about the organization. Farrell stressed that
when people exit the organization, the exit is the symptom, not the ~
problem. It is this researcher’s opinion that our policies in the past have
been aimed at resolving.the exit symptom through bonuses and incentives.

1§ the exit symptoﬁ is suppressed (attrition is reduced) without changing
the underlying cause for dissatisfaction, the other three reactions wil)

‘became more prevalent. Those ?EB/ now: star unll vonco their dussatssfactlon,'




g ?._,

e -

Attrition - 1984 ' COMDT (G6-P-1D

show neglect, or be silently loyal. This was the case in the early 1978s. The
Selective Reenlistment Bonus program was effective at controlling attriticn,
"but wvoiced dissatisfaction increased dramatically. The Navy‘s efforts to -
resolve this dissatisfaction (relaxed standards for hair length, beards, and
other, largely inconsequential, notions) resulted in testing the Jlovalty of
those more senior people who could have been expected to hold the organization
together in a period of high dissatisfaction.

In the mid to late 1978s loyalty was tested even further., The difference
between pay and spending power was widening due to high inflation, and in
1977-1778, the lovalty threshold was crossed., Senior people began to leave;

iritiating another cycle of bonuses and incentives (Wehrenberg and Patterson,
1981). . 1 .

‘Based on this, and other research in related areas, it is the impression
ot this researcher that we still have not attacked the causes of
dissatisfaction. The services have begun to .chip at the edges or
dissatisfaction by changing the focus of effort to educational  assistance,
morale’' enhancement programs, family advocacy programs, improved housing
programs, etc. But these programs, however praiseworthy, do nothing to change
the fundamental! nature of the experience of working in the Coast Guard.

As reported by Yankelovich in 1981, one of the major antecedents to
today‘s dicsaticfying issues has to do with the changing nature of values and
expectations of society in general. As technology becomes more complex, the
need for and expectation of the 4free flow of information increases. The world
is becoming more and more “herizontal® in nature. People become experts in
narrow specialties and the need to communicate freely with experts in other
fields becomes critical. The day is gone when a general manager is expected
to know every aspect of the jobs of the people who work for him or her,
People expect to be consulted and advised when decisions are being made. Only
at the lowest socioceconomic levels  are people expected to work on assembly
lines as if they were interchangable parts themselves -- and when they are .
forced to, this arrangement takes its toll in both self abuse <(drugs and

“alcohol) and the abuse of others Uspouses and  children) <(Gelles and Straus, .

19729,

In today’s culture, people expect to be able to exert influence over
where and with whom they will live, where and for whom they will work, and
expect to be able to define for themselves what “freedom® means. This is
translated into career changes, career development, job changes to seek
opportunity, and even more frequent mate changes.

No one can deny that service in the military is fundamentally different
from any other job. One must subordinate much personal freedom to the
service. Many people entering .the service realize this and accept it; others
€o not. It is reasonable’ to assume that voluntary turnover in the service
wil)l always be higher than in anv other line of work. A reasonable goal for
the Coast Guard would not be to reduce turnover to 18 percent, but to be able
to choose who stays and who leaves, and to Keep as many high performers as

-26-
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possible,

This research indicates that high performers who state their intent to
leave are not Kept in the service by bonuses, and those few who 'do decide to
stay are more likely to be dissatisfied and to express that dissatisfaction
(or to show neglect?), than their lower performing counterparts., It would
appear that strategies and. policies designed to Keep high performers will have
the highest probability of long term success if they are based on nanaging the
perception of influence, or at leaxt participation, in the decisions that are,
in other companies, made by individuals, not the company.
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RECOMMENDATI ONS

Recommendations will be provided in the following format: first, a

description of the present state, followed by a description of the recommended.

future state and the steps that can be taken to move in that direction. The
future state is not a specific goal! but rather a direction in which to move.

Assignment Process

Present State

_ Enlisted people define "career” as spénding 28 years in the Coas* Guard.
They feel that the many assignments they see are unrelated to one another,
They also feel resentful that they are unable to plan their futures bevond a
single tour (if then). Considerablc frustration arises +from the perception
that enlisted people have 1little influence in the process by which they are
*developed® and assigned. Even in the case where input is solicited by

assignment managers people have 1little or no information on which to base a
rational decision. '

For example, an MKC mar request orders to "anywhere in the 13th District”
without any knowledge of the typec of jobs available, whether any of those
Jobs will be good for him, or if the match will be good for the service, or if
economic and living conditions will be satisfactory. The decision may be
based solely on such extraneouc factors as “my wife’s Sister lives in Montana

~and Seattle is closer than New York" or "l just want to get away from the East

Coact."

From the perspective of the service, assignments are made primarily to
fi11 holes. Although an effort is made to match a person’s skills with the

SER TN Wy Wy e TR WL e
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skills required by the job, in most cases neither tte person’s nor the job’s -

skills are Known with any degree of accuracy, making matches difficult at
best. No concideration is given to where the .individual will next be

‘ stationed, or if there is any developmental benefit in a particular assignment

(other than getting the requisite sea time for advancement eligibility).

. Future State

The future state is one in which the content of a particular job, the
skills required of that job, and the context of the job (how it contributes to
the mission of the work group, unit, or Coast Guard) are Known. An. individual
would have certain defined skills, and the ability of the system to match
people with jobs would be greatly enhanced. Once job content is known, career
paths carn be determined and the 'developmental assignments needed for certain
of those paths can be made, Making this information available would add to
the information base that people can access in order to make informed

decisions.

For each geograpnic location, information about the _lécal economy, -job
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rarket, cost of housing, recreational and educational facilities available,
availability of medical care, ‘etc., would be compiled into information
packiges and updated frequently. This, tooc, would add to the information base
for decision making.

Technologv-assisted systems would relieve assignment managers of the
detailed work they now must do. The information about geographic locations
would be available on a nationwide "C-3 accessible® information system.
Anothér system could be used to generate up-to-date general *job descriptions”
for clasces of enlisted jobs throughout the Coast Guard, giving people the
ability to shop for the jobs that they felt would enhance their careers.

To relieve the wcrkload of the ascignment managerns, incumbents .in specific
Jobs would be responsible for changing the description of their job as the
content and context of the job changes

" A computer generated file of the dates that billets are likely to be open
could be maintained and people would be encouraged to "apply" for those
billets years in advance of the actual opening. On & cyclic basis, billets
would be treated as blocks and those blocks matched against blocks of people
eligible fcr the biilets. For example, a list of all the BMC billets
scheduled to open in the next year or so would be communicated to the BMCs who
had either expressed an interest in one of the billets or were for other
reasons scheduled for new assignment, Each person would be encouraged to
select the billets most favorable and least <favorable and a linear maximizing
program could generate a "best fit" 1list., This list woulid be commynicated to
the parties concerned, and ‘individual negotiations, taking into account
special developmenta! needs, personal needs (spouse’s career,' medical
problems, etc.), and the needs of the service, could begin. Negotiating
positions for individuals would be based on career development needs, past
performance, and any other <factor the service deemed appropriate, giving
preference to whomever met the criteria., It is even possible that individuals’
would negotiate with each other in addltlon to the assignment manager. '

With information about the job, the ‘location, and the potent:a1 for
development Known -~ and some limited degree of influence available to the
individyal =~ better job matches from the perspective of the service and the

member would be possible, redu::ng this source of dissatisfac ien.

A further tnrust would be to put the assignment process into the future
rather than in the past. Although conditions and needs change, with the help
of computer systems people could be sure of three or four assignment options
beyond the present, or even the next, assignment, Having meaningful career
paths would not make specific assignments possible beyond the present, but
the simple Knowledge that a person could be assured a billet within a 4field
for one tour, within another field for the next, and "out of specialty* for a
third, would be an improvement over the present h.t'oromtss system,

-
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Specific Di ections

Assigh codes to enlisted billets for accounting and research purposes in
order to create a billet specific' identifier to which job attributes may be
added.

Conduct a cross~ratings occupational survey in order to determine the

actual “"career paths* or subspecialties that exist within our rating
structure, :

-Develop a cyclic program of occupational amalysis in order to ensuyé that
~selection, training, and assignment processes are able to make the best
matches between people and jobs.,

Using archival data about the assignment Mhistories of people in various
specialtiec and pay gradecs, combined with projections about the future
responsibilities involved in jobs, develop "career paths" that represent the
"probable” flow of people through a 26 or 3@ year career.

Using the information gathered, make the assignment process respond to
developmental needs. :

Because of the tendency for senior people to desire longer tours <(or at
least geographic stability), institute a poiicy of differential tour lengths
hy grade. The most Junior people would be reassigned relatively frequently
(also providing a broad base for future assignments), and. the senior people
would serve longer tours.

Develop computer based systems to make . information available about jobs
ard locations, ' : :

Deuélop computer based systems to aid in the assigﬁmen% planning and
negotiation process. '

Accession Process

Present Stafe

People enter the Coast Guard with little notion'o§ what a career might
be.” It is difficult for the Coast' Guard to compete in - a
decreasing-raw-material environment when all we can offer is a four year
contract for employment with no notion of what that employment might entail,
It is difficult, at best, for a 17 or 18 year old to have a clear picture of
his or her career goals. Al though some career counseling exists at the
Recruit Training Center, -the resources are just not adequate to perform
effective "career counseling.® Because the Coast Guard does nothing to manage
the expectations of young entrants, they are ¢ree to create their own
unrealistic expectations, then when these are not met, feel tremendous
frustration and resentment, ' S
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Future State

Guaranteed school programs (including the necessity <for additional
obligated service fcr lengthy schools) would be available. Career information
would be made available to applicants, and better screening and matching of
aptitudes and interests with jobs, reducing both inefficiency in the use of-
human resources and individual frustration, would put the Coast Guard in a
more competitive position in the labor marketplace.

Specific Directions

Integrate the administration of the ASVAB with an interest inventory,
adding the dimension of personal interest to the decisions which now depend
primarily on aptitude.

Develop “rating and lifestyle® video tape modules for each rating modeled
on the Canadian Forces *®Trade and Lifestyle" program. For each rating,
develop a 18 to 15 minute video tape, the first half of which discusses the
rating and the job <from the perspective of. an apprentice (E-4 or E-5) who has
been on the job for about one year, ihe cecond from the perspective of an E-7
in mid-career, The modules should include; the nature of the job of the
rating; how that job contributes to the missions of the Coast Guard; the Kinds
of assignments tha’ can be expected; the training that can be expected; the
level of involvement and the level of responsibility inherent in the rating at
different grade levels and in different assignments. :

1¢ a gquaranteed school program is instituted, the ASVAB, interest
inventory, and rating videotapes should be used at the recruiting offices in
order to facilitate informed choice of career track and to create realistic
expectations of a career in the Coast Guard. ' '

Increase Participation

'

Present State

In addition to the lack of influence held by the individual in the
processes of career thoice, career development, and assignment, there are few
opportunities fcr a person ‘to participate in the way the Coast Guard does
business, The perception at the field level is that decisions are made at

. Headgquarters without consulting the people who have to do the job or implement

the policy. v :

The only avenue a' person has to communicate his or her ideas ¢or
improvement is the Beneficial Suggestion Program, which is cumbersome and
discouraging for the few who try to use it. The overwhelming perception is
that "nobody ever reads those tnings anyway, so why bother?’ A great source
of popentiql *productivity enhancing® ideas remains untapped,
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Future State

People would feel that there was a simple mechanism by which new .ideas
could be communicated to policy makers, By seeing the fruits of those ideas,
a culture of °*How can we make it better?" would exist, rather than the

currert culture. of complaining about “how bad thpngs are” without constructive
recommendations for improvement. :

Specitic Directions

Institute a program designed to solicit .ideas for improvement, In
addition to the current Beneficial Suggestion Program, where people ' are
rewarded for ideas that result in cost savings, provide a <forum for simple

ideas without the need for extensive cost -~ benefit studies and other onerous
documentation.

Distribute postcards preaddressed to Headquarters (Office planning staff
symbol to be added by the initiator) with six or eight lines on the back
prefaced by "One way to make the Coast Guard better would be to . . ." Allow
room for the initiator to sign and print a return address if desired. The
postcards would not be postage paid, necessitating that the initiator invest
at least a 14 cent stamp in havnng his or her idea heard (this would mlnlmlze
the initial rush of abusive or "non-constructive® input),

Pick two or three postcards each month frcm among those ideas of value or
that warrant further consideration (or that are already in the planning stage;
who cares who gets credit as long as the job gots done?) and publish them in
facsimile in the Commandant’s Bulletin,

Other Directions

, Continue efforts to make the tie between performance and advancement
clear (pass fail servicewide examinations, emphasis on performance appraisal,
etc.), In the 1988 Survey, people expressed their distrust of the advancement
system, questioning the connection betwwsen performance and advancement, That
attitude was not evident in this survey, s0 we must be doing something right,

Take every opportunity to lobby 4or'6mprouod medical and dental care for
service members and their dependents, both technical care and interpersonal
*caring®. Although this. is not directed specifically at Coast Guard medical
facilities <(the survey did not -ask for source of medical care), health

professionals from all the services must be admonished to remember who the
customer is. ' ' :

Initiate 1legisliation that would make an  "indefinite enlistment® or
*career enlistment® possible for high performing career pec,le (beyond the
2one B bonus window). This would be seen as recognition that careerists are
grown people, members of the Coast -Guard rather than “four year contract
emplorees.® It would alsc enhance the perception of ‘participation and
influence over an individual’s own destiny without great risk fo the service.

,//
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Commandant . Washington, DC 20583

gfsrmmpgmmfggn Unnted States Coast Guerd - Statt symoor c-P-1
Urited States Prone{(202)426-0890

From: Commandant, U. S. Coast Guard

To :

Subj: SURVEY 84; your participation

1. Have you ever wanted to tell the people at the top what you'think about
the Coast Guard =~ both ‘the good and bad? This is your .chance. The attached
survey 1is part of a study to find out what people think about different
aspects of their Coast Guard experience. Our overall goal is to f£find out why
people stay in or leave the Coast Guard. B

2. What do you have to do? Simply let your supervisor know that you have
received this survey and will need about an hcour in some quiet place where
ycu can f£1ll it out. When you have finished, put the survey in the envelope
we have provided and drop it in the mail. Th.t's 1t.

3. What will be done with your survey? First of all, the only people who °
will see your individual answers will be the civilian contractors who enter
your answers into a computer. The “comments sheet”™ on the back of the survey
will be torn off and the survey itself will be destroyed. Your comments will
be summarized along with those of other people, 80 no one  will be able to
identify you or anyone else. Please answer candidly. . The final summarized
result will be presented to key people in the 0Office of Personnel to help
then make the decisions that will affect the future of everyone in the Coast
Guard. Your answeérs to the questions in this survey will ensure that these
decision makers know how you feel about various aspects of the Coast Guard.

4. Please take the time to help.

. E!-Nl

sive

“:ng Chief, Offiz of Personnel




This survey asks questiona about you and your Coast Guard experience. In
some of the questions you will be asked to write in your answer, in others,
'you will be asked to rircle the appropriate response., If you circle more
than one response your answer can not be used, so plzase be careful. If you
change an answer, mark through the old one with an “X",.

There are some pretty personal questions in this survey. Although you are
certainly free not to answer any question, if you den't, your answers to '
other questions may not be meaningful. For example, the survey aaks for your
social security number; this is only so the researcher can, at a ‘later date,
find out 1f you stay in or get out of the Coast Guard at the end of your next
enlistment. NO ONE, repeat, NO ONE will see your individual answers except
the person who enters the information you provide into a computer. In fact,
Coast Guard computers willi not be used for the analysis. The confidentiality
of your responses will be closely guarded so you can "tell it like it is.”

If you feel strongly about an issue or question, please write your comments
on the last page of the survey (frout and back, if needed). Your comments
WILL BE READ and summarized by the researcher, and the results of these
summaries will be presented to the “"pedple in charge”, so you won't be
wasting your time. If you have any questions about filling out the survey or

- about the meaning of any question, please call CWO S. B. WEHRENBERG,
Personnel Pclicy Analysis Branch, Officée of Personnel, Headquarters, at
(202)426- 0890 FTS 426~-0890.

Thanks in advance for helping us make the Coaa: Guatd a better place ig
which to work and live. '




HERE ARE THREE EXAMPLES OF SOME OF THE TYPES OF QUESTIONS YOU WILL BE ASKED:

1. How long have you been in the Coast Guard? (£fill 'in)
g ? years and / / months.
2. How many dependernts live with you? (circle your answer)

0l. none . v - e .

[ one '
@ two to four

04. five or more

Using this scale, to what extent do you agree or disagree with the
following statement? : o

1 - not at all

2

3 - to a little extent

4 | ' ‘
5 - to some extent

6

7 = to a great extent

(circle your answer)

3. The work I have been doing is similar to what 123 4<:>6 7
1 expected when I joined the Coast Guard.

PRIVACY ACT STATEMENT
1. Authority: 5 USC'301; 14 USC 632; Executive Order 9397.
2. Purpose / routine use: The information requested in thig survey i3 to be

used in research designed to improve the Quality of Working Life of members
of the Coast Guard. The information will not be used to evaluate you as an

' 4ndividual. The information will not be put in your personnhel record.

3. Disclosure / Effect of not providing {nformation: Participation i3
voluntary; providing the information will make the research results more Cs

accurate and meaningful.
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ID (1-4)
CARD ! (5)

PLEASE PILL IN YOUR RESPONSES TO THE NEXT FOUR QUESTIONS:

1. What is the total length of time you have served in the Arue& Forces
(include prior service)?

‘ years and months. (6-9)

2. How old are you?

pne——

yeift old. (10-11)

3. What 1is your seven digit UPFAC number? (First two digits are
district, last five are unit; if unsure, your OPFAC number should be on

the mailing label and on the letter in the front of this survey
booklet.) ' .

- | s (12-18)

4. What is your Social Secdtity Number?

- - | (s-2m)

FOR THE FOLLOWING TWELVE QUESTIONS,'CiRCLB YOUR ANSWER.

1. Génder:

10 Male : . . . i '

2. Present pay grade:

01. EB-1 06. E=6 11, W2

02 ol E‘z 07 . 2‘7 ’ 12 . w‘3
03 . 2-3 08 . 2’8 13 . "'“ . (29"30)
04. B-4 09. B-9 14. 0~}

0s. B-S . 10. ""l ' . 15. 0.2




.

. 1.
42.
'3.
4.
5.
6.
‘7.

3. Rating:
00..0fficer 11. ET
01. AD  12. ETN
02, AR 13. FI
03. AM 14, PT
04, ASM 15. GM
05. AT 16. 8S
06, BM - 17. &
07. DC 18, MST
08. DP . 19. MU
09. EM . 20. PA

4. Marital status:

Single, never married

21.
22.
23.
24,
25.
26.
27.
28.
29.
30.

PS

QM

RD

RH .

SK (31-32)

§S

ST ‘

‘r‘r . o 0
IN '

Non-rated

tatrried, spouse does not work outside the home

Married, spouse works outside the home - . (33)
Married, spouse 1s in the Coast Guard '
Married, spouse is in another branch of the service

Married, but legally seperated .
Other {including divorced, widow or widower, etc.)

5. Number of dependents you claim for tax purposes:

1‘
2.
3.
4.

6. Nuxber of

LN WON e

1 to 3
4 to 6
7 to?9
More than 9

or 2
or'4
or 6
or 8
ore t

XNWnWw=

hanVS

7.'Racia1.or efhpic identity: ‘

1.
2.
3.
4,

5.
6.
7.

dependents who live with you:

Polynesian, Samoan, or Hawaiian

Chinese, Japanese, Korean -
Caucasian

Spanish descent (Mexican American, Puerto Rican, Cuban (26)

American, Chicano, Latino)
Malayan, Pllipinc, Guamanian
Black American

(34)

(35)

Native American (Indian ttibec Aleut, Eskimo)
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B. Highest level of education:

1. soze high school

2. high school or GED
3. some ccllege .
4. Associate's degree
5. Bachelor's degree

6. some graduate school
7. Master's degree

8. beyond Master's °

9. Length of time at present unit:

1. less than three months
2. three months but less than six months

3. six months but less than one year

4, one year but ,(less than two years

S. two years but less than three years
6. three years but less than four years
7. four years or more

10. Have you served in any other branch of the service?

1. yes
2. no

11. Do you feel that you are working in your rating?

12. How

l. yes
2. no

many people report directly to you?

1. None

2. 1-3

3. 4-7

4. 8-12

5. 13-20
6. 21 or more

T T— Y,

(373

(38)

(39)

(40)

(41)
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CIRCLE THE NUMBER IN FRONT OF THE STATEMENT THAT BEST DESCRIBES HOW
YOU WOULD COMPLETE THIS QUOTE:

“If the Coast Guard said I could get out whenever I wanted to, I would...”

1.

2.

«e. get out right away.

ess NOt leave immediately, but wouvld wait until my earliest
convenience (but certainly before my current enlistment {s up).

ees Wait until the end of'nf,current enlistment and then get out.

" e.. probably stay beyond my current enlistment, but probably not (42)
20 years.
... probably stay until I have 20 years in, but no longer.

.+« probably stay loﬂger than 20 years, but wiil then get out at my
convenience. . .

... probably stay for more than 20 years, and as long after that as
possible.
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FOR THE QUESTIONS IN THIS SECTION CIRCLE YOUR ANSWER AS SHOUN

TO A GREAT EXTENT

TO SOME EXTENT . ¢ o « «

TOALITTLE EXTENT « o o o o o o

NOT AT ALL - *® L] * L] L] * L] . - . L L L] *

To whit extent are you satisfied
with today's weather?

LOOKING BACK AT WHAT YOU EX?ECTED WHEN
YOU FIRST JOINED THE COAST GUARD:

| TO WHAT EXTENT ...

Has the type of work you have. been doing
been similar to what you expected?

Have the missions of the units to which

'~ you have been assigned been similar to

wvhat you expected?

Has the way you have been treated by
those senior to you been similar to what
you expected?

Has your overall Coast Guard experience
been similar to what you expected?

* o ¢ & o o o

(S}

©

3 4
3 4
34
37 4

BELOW:

e ® @& & & & o ° o © » ® @

u-‘

-~

‘7 (43)

7 (44)
7 (45)

7 (46)
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WITH REGARD TO YOUR JOB OPPORTUNITIES
OUTSIDE THE COAST GUARD:

TO WHAT EXTENT WOULD IT BE EASY FOR YOU
TO FIND JOBS, LIKE THE ONE YOU HAVE IN

" THE COAST GUARD, WITH SIMILAR OR BETTER ...

Pay?

Benefits?

Hofking conditions?
Personnel policies?

Personal satisfaction?

TO WHAT EXTENT ...

Have employers actually approached you
and offered what you would consider a
better job than the one you now have in
the Coast Guard?

Are youi skills such that many employers
would hire you for the same or better
pay and benefits?

Are the skills you have learned in the
Coast Guard so general that you would
have trouble finding a job outside the
Coast Guard with similar or better pay
and benefits? ' : :

Are your skills so specific to the Coast
Guard that it would be difficult to find
a8.job outside the Coast Guard with
similar pay and benefits?

Are you of an age that it would be easy
for you to find a job outside the Coast
Guard with similar pay and benefits?

Overall, do you feel that jou have many
attractive job opportunities outside the
Coast Guard?

w w W

LN
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7G4
7 (48)
7 (49)
7 (50)

7 (51)

-> HIGH

7 (52)

7 (53)

7 (54)

7:(55)

7 (56)

7 (57)



WITH REGARD TO YOUR OVERALL EXPERIENCE
IN THE COAST GUARD:

TO WHAT EXTENT ARE YOU SATISFIED WITH ... LOW <

The way you have been treited by your detailer? 1

Assignment policies in general?
Tour lengths in general?

Your ability to influence your
assignments in general?

The way you were treated at your first
Coast Guard duty station?

Your .current supervisor's willingness
and ability to help you solve work
related probleas?

Your current supervisor's willingness to
tailor your job to fit your particular
skills and talents?

The way you are generally treated by
those senior to you?

The leadership of the Coast Guatd in
general?

Living conditions (housing facilities)?
Living conditions (geographic area)?
Working conditions ( equipment and materials)?

Working conditions (henlth hygieﬁe,
noise, light, etc.)?

The amount of work you are required to do?

The number of hours you have to work?

The challenge of your job? -

!our chance for promotion?

The amount of control you have over the

.way you do your work?

2 3 4 5 6 71
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4°5 6 7
1 2 3 4 5 6 7

4

1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 S 6 7
1 2 3 & 5 6 71
1 2 3 &4 5 6 17
1 2°3 & 5 6 7
1 2 3 4 S5 6 7
1.2 3 4 5 6 71

> HIGH
(58)
(59)-
(60)
(61)

(62)

(63)
(64)

(65)
(66)

(67)
(68)
(69)
(70)
(71).
(72)
(713)
(74)
(75)




Your ability to "do things onlyour own
— without isterference™?

The prestige and atatus you receive from
being a member of the Coast Guard?

Advancement policies in general?

Your ability to work in your specialty
or area you are interested in?

The formal training (class A and C

.schools) you have received?

The informal (on-the-job) training you
have received?

Uniform and grooming standards?

The way uniforu and grooming standards
are enforced?

Being involved in military ceremonies?

THE FOLLOWING SECTION ASKS HOW YOU THINK
AND FEEL ABOUT YOUR WORK AND THE COAST
GUARD:

TO WHAI’EXTENT ARE YOU SATISFIED WITH ...

The actual job your current assignment
has you doing on a day-to-day basis?

The activities called for by your
speclalty (when you are working in 1t)?

The vay you are treated by those senior

to you?

The kinds of assignments you ave likelf
to have in the Coast Guard in the future?

The type of work involved in your
specialty?

The ;cnpcét you receive from those
senior to you?

The respect you rcceive frou thc people
you work with?

10

Low <

7 (6)
7(@()

7 (8)
7 (9)

7 (10)

7 (11)

© 7 (12)

7 (13)

7 (14)

7 (19)

7 (20)

7 (21)



The possibilities offered in your future 1 2 3
Coast Guard job assignments?

The kind of activities your curreat job 1 2 3
provides for you?

The way you are treated by the people , 1 2 3
you work with?

OVERALL, TO WHAT EXTENT ARE YOU

7 (22) -
7 (23)

7 (24) -

SATISFIED WITH ..o LoW <

The kind of work performed in your . 1 2 3
specialty?

The people you work with? . 1 2 . 3
The way those senior to.ioﬁ treat you ' 1 2 3

and think of you?

The actual job you currently are 1 2 23
performing?

' Your future Coast Guard work 1 2 3
opportunities?

THE FOLLOWING QUESTIONS ASK FOR YOUR
FEELINGS AND OPINIONS ABOUT THE COAST GUARD:

TO WHAT EXTENT ... : Low <

> BIGH

7 (25)

7 (26)

7 (27)

7 (28)

7 (29)

> HIGH

Do the rewards, benefits, and ' 1 2 5
encouragement you get outweigh the \
threats or punishmento?

Do you put off what you are expected to 1.2 3
do on the job? :

Do you find sone of the pebple you work | 1 2 23
with so unreasonable that it 1l hurd to

" . talk to them?

Do you really like the missions and “ 1 2 3
philosophy of the Coast Cuard but
dislike personnel policies and practices?

Do you find that the way things ought to 1 2 3
be and the way things really are in the
Coast Guard to be fairly similar?

7 (30)

7 (31)

7 (32)

7.(33)

-7 (34)




Are you willing to put in a great deal
of effort beyond that normally expected
in order for the Coast Guard %o be
successful? -

Do thoae senfor to you show an interest
in wvhat bappens to you?

Do you feel a lack of conirol because of
your inability to do much about changing
impertant Coast Guard policies?

Do you have too much invested in the
Coast Guard to get out at the end of
this enlistment?

Are you proud to tell others that you
are a member of the Coasi Guard?

Do you feel a great sense of pride
knowing that you work for an’
organization that has humanitarian
missions?

Are you currently looking for full time
. employment -sutside the Coast Guard?

Do you say "it's not my job~ to avoid
tasks or duties?

Do you feel that the “real Coast Guard”
is at least «omewhat similar to the

“ideal Coast Guard”, all things considered?

»

_ Are Coast Guard policies, rules, and
procedures made in your best interests?

Are you willing fo"put in a hard dsy's
work = and then some™ for the Coa:zt
Guard? ,

Do you feel frustrated by your inability

to have much effect on important Coasst
Guard or service policy changes?

Do you sometimes boil inside without .
letting people on the job know about it?

Are you extremely glad that you chose
the Coast Guard to work for over the
Other organizations you were congidering
at the time you enlisted?

12

1 § 5 7 (35) .
1 6§ S 7 (38) _
1 5§ 5 7 (37)
1 4 5 7 (38)
1 4 S 7 (39)
1 4 .5 7 (40)
LOW < > BIGH
1 & 5 7 (41)
1 4 5 7 (42)
1 4 S 7 (43)
1 "4 5 7 (443
1 4 5 7 (45)
1 & S 7 (46)
1 4 S T (47)
1 4 7 (48)

Y.}



Woull vou find 1t uncomfortable to look 1 2 3 4 5 6 7 (49).
for a job outside the Coast Guard?

Cces it really seem to matter to the 1 2 3 & S 6 7(50)
Coast Guard how well you do your job?

. Are you satisfied with your progress in - Vl 2 3 & S5 6 7(51D
the Coast Guard?

Do you feel 2z great sense of ' 12 3 5 5 6 7 (52)
satisfaction in belonging to an’
organization that saves lives?

Do you stand to lose a lot if you get ] 2 3 & 5 6 7 (53)

out of the Coast Guard right now?
" Are your 1deas and opinions valued by 1 2 3 4 S 6 7 (54)
senior personnel? v
Do you dislike job hunt;ng in generai? 1 2 3 & 5 6 7(55)
Do some of éhe'people you work with get 1 2 3 4 5 6 7 (56)

on your nerves to such a degree that you
sometizes want to do exactly the
opposite of what théy tell you? - LOW < . > BIGH

Is the Coast Guard the best of all 1 2 3 4 5 6 7(57)
organizations for which you could work? : '

Do you really get “turned on” by your 1 2 3 4
job, but sometimes get so upset by the
way you are treated that you want to quit?

n
- )
-~

(58)

Are there ianylpeople in senior : 12 3 & 5 6 7(59)
‘positions less competent than you? '

,Do you feel a sense of fulfillment o 1 2 3 & 5 6 7 (60)
knowing that the Coast Guard serves the o !
.pubdblice?

Do you discuss things you don't like E 1 2 3 & 5 6 7 (61)
~ about the Coast Guard with the people ‘ '
you work with?

Would it be difficult for yOu‘to afford 4 12 3 4.5 -6 7 (62)
to get out of the Coast Guard at the -
erd of your enl!ntuen:?

Ate you very excited about some aspects ‘ 1 2 3. 4 3 6 7 83)
of the Coast Guard but very disappointed
about other,? .




Do you decide not to do all or part of 1 2 3
what is expected cf you on the job?

Are you satisfied with your dealings 1 2 3
with senior personnel?

Do you wonder how certain policies, that 1 2 3
may seem useleses to you, were ever created?

Dc you have so much invested in 1 2 3
retirement benefits that getiing out cf

the Coast Guard before you qualify for

retirement would cost you more than you

are willing to give up?

7 (64).

7 (65)

7 (66)

7 (67)

IN THIS SECTION OF THE SSURVEY, SIMPLY CIRCLF. THE ANSWER (YES OR
WHETHER YOU AGREE OR DISAGREE WITH THE STATEMENTS LISTED BELOW.

NO) INDICATING

ahead makes things turn out better?

14

............

EXAMPLE:

The temperature is comfortably cool today. YES _

Do you believe that most problems will solve themselves YES NO (66)
1f you just don't fool with them?

Are you often blamed for things that just aren't your YES NO (69)
fault’

Do you feel that when you do something wrong there is very YES NO (70)
little you can do to make it right? '

Do you .elieve that wishing can make good things happen? YES NO (71)
Do you feel that you have a lot of choice in deciding who YES No (72)
to socialize wi:h’ ' :
Do you think that people can get their own way 1£ they .YES l.NQ (73)
Just keep trying? - '

Do you feel that {f things start out tight in the morning YES 'NO (74)
it's going to be a good day no matter what you do?

Do you feel that one of the best ways to handle most YES  NO (75)
problems is just not to think about them?

Are you the kind of peflon who beli{eves that planning YES NO (76)

............




T

Do you feel that most of the time it doesn't pay to try,
hard tecause things never work out right anyway?

Do you feel that when good things happen they huppen
because of hard work?

Do you believe that when bad things are going to happen

they are just going to happen no matter what you try to do
to stop them? :

Do you feel that it's easy to get frienda to do wvhat you
want thenm :o do?

When you get punished does it unually seen for no good
reason at all? '

_Are some people just born lucky’

Do you think that peop-e can get the.r own way if the,
Just keep trying?

Do you believe that you can stop yourseif fron catching a
cold?

Most of the time, do you feel that you can charge what
might happen tomorrow by what you do today?

Do you often feel that whether or not you studied had much
to do with how you did on the last servicewide exam?:

Most of the time do you find it hafd.tovchange a friend's
opinion? '

Do you feel that it is almost impossible to change yout _

laupervisor s mind about nnything?

Do you believe that 1f somebody ':udiea hnrd enough he or .

she can pass any test?

Do you believe that whether or not people Iike you ‘depends
on how you act?

Do your superviaors ulually help you when yoh'nak them :9?'

YES

YES

YES

YES

YE®

YES

YES

YES

YES
YES
. YES

YES

HO (6)

No (7)

No (8)

N0 (9)

NO (10)

NO (11)

No (12)

NO (13)

NO (14)
No (15)
NO (16)
NO (17)
NO (18)
NO (19)

NO (20)

S 15
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The following questions ask your opinion about wvarious forms of -
compensation, including basic pay, sllowances, special pays, and non-dollar
compensation like commissaries and medical benefits. Questions will also bde
asked sbout post service benefits such as retired pay, survivors benefits,
and insurance. There will be a section at the end of the entire survey that
will allow you to write in your opinions about various issues. If you like,
feel free to go to the end of the survey vhen you complete this section and
comment about compensation while it is fresh in your mind. Be sure to raturn
to the next section and complete the entire survey. '

IP A QUESTION ASKS FOR YOUR FEELINGS ABOUT A SPECIFIC PAY YOU DON'T KNOW
ANYTHING ABCUT, or 4if you really do not have an opinion about one of the
questions, SKIP TO THE NEXT ONE. Think carefully about each question
individually and give your honest opinion. .

L1

TO WHAT EXTENT DO YOU FEEL THAT THE COAST GUARD'S POLICIES ABOUT THE
FOLLOWING PAYS AND ALLOWANCES ARE IN YOUR BEST INTEREST?

Low < > HIGH
Basic pay? , 12 34 56 7(21)
Selective reenlistment bonuses? 12 3 4 5 6 7(22)
Plight‘pay? 1 2 3 ‘4 5 6 7 (23)
Career sea pay? 12 3 4 5 6 7 (2)
Diving Pay? . 123 4 5 6 725
Variable housing allowancef 1 23 4 5 6 7.(26) )
" Travel allowances? | : | S 1 2.3.4 5 6 7 (2?)
Dependent allpwnnce;?‘ o 1234 56 7(28)
' Pamily -ep;:azian allowance? 1.2 3 4.5 6 729
Plight deck Hazardous du:& pa&? i 2 3 4 5 6 7 (30)

Proficiency pay? 1 23 4 5 6 7 @1

16
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TO WHAT EXTENT ...

Do you feel that the policy of paying special
and incentive pays (like SRB, flight pay, or
career sea pay) in order to make sure that
there are enough people in the right jobs at
the right time is & good idea?

Do you feel that it is a good ides for people
to be paid bonuses or special pays based cn
the requirements of a specific billet?

Do you feel that it is a good idea for people
to be paid bonuses or special pays based on
their individual performance?

Do you feel that Variable Housing Allowances
actually reimburse people for the cost of
housing in their area?

Do you feel that Variable Housing Allowances .
are fair, since many people who live in
~ government housing do not draw this
" allowance?

'Do you feel that is a good idea to pay
different amounts to people based on the
number of dependents they have?

7 (32)

7 (33)

7 (34)

-7 (35)

7 (36)

7 (37)

TO HHAT EXTENT ...

Do you do your grocery lhopping at
commissaries"

Do you shop at exchanges?

Bou much .do you "think you save on your food
bills by using Commissaries?

l. None at all

"2. Less than 52 ,

3. Between 5% and 102
4, Between 105 and 152
5. Between 152 and 20%
6. Between 20% and 252
7. More than 252

-> HIGH -

7 (38)

7 (39)

(40)

| ]jzl‘
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How much do you feel that you save by
shopping at exchanges instead of local

department stores or ordering through
catalogs?

1. None at all

2. Less than 52

3. Between 5% and 102
. &, Between 102 and 152

5. Between 152 and 202

6. Between 202 and 252

7. More than 252 '

@)

TO WHAT EXTENT ... .
Are you satisfied with the medical treatment
you have received while in the Coast Guard?

Are you sstisfied with the medical care your
dependents have received?

Are you satisfied with the dental care you
have received while in the Coast Guard?

Are you satisfied with the dental‘care your
dependents have received?

Has CHAMPUS worked for you and been easy to
use?

Do you feel ‘that the insurance coverage
offered to you through the Serviceman's Group
Life Insurance Plan is adequate to meet your
life insurance needs? '

Do you feel that retired pay is adequate to

help people make the transition to a second
career?

. LOW. < -—=> HIGH

1 2 3 4°5 6 7 (42)
12,36‘_5.6 7 43y
1 2 3 4 5 6 7(44)
1 2 3 4.5 6 7 (45)
1 2 3 45 6 7'I(66)‘

123456 70N

1 2 3 4 5 6 7 (48)



TO WHAT EXTENT ...

Do you feel that most people who retire from
the Coast Guard pursue a second csreer?

1f you decide to make the Coast Guard a
career, do you feel that you will be losing
money in tne long rum?

Do you think the Survivor's Benefit Proérnn
is a good idea?

Do you think retired pay should be adjusted
for inflation?

Do you think you would receive good nedical
care from the service after you retired?

Do ycu think you would receive good medical

cure from the service for your dependents
after you retired?

Do you think you would receive good dental
care from the service for yourself after you
retired? ,

Do you think you would receive good dental
care from the service for your deperdents
after you retired? .

LowW <

r .

> HIGH

7 (49)

7 (50)

7 (51)
7 (52)
7. (53)

7 (54)
7 (55)

7 (56)

13
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The following section contains pairs of situations.
asking you to choose between two undesirable situations.

TR T TITN

In most

2 e it et B S Bl X A

csses, we are
We realize that you

might not like either, but we would like you to make a selection AS IF YOU

" BAD TO CHOOSE BETWEEN THE TWO.

WOULD RATHER ... THAN. ...

| CIRCLE ONE, AND ONLY ONE, STATEMENT IN EACH OF THE FdLLOHING PAIRS:
..I -

l.
2.

i.

2.

1.
2.

1.
2.

1.

2.

1.
2.

1.
2.

1.
2.

1.
2.

1.
2.

1.
2.

1.
2.

. l‘u

2.

1.
2.

1.
2.

Live outside my preferred geographic area.
Work out of my specialty.

Work in a less secure job.
Work out of my speclalty.

Get out of the Coast Guard.
Work in a less secure job.

Work out of my specialty.
Get out of the Coast Guard.

Work for a poor leader.
Live outside my preferred geographic area.

Give up my current standard of‘living.

Work in a less secure job.

Get out of the Coast Cuard.
Work for a poor leader.

Live outside my preferred geographic area.
Give up my current standard of living.

Work for a poor leader.
Work out of my specialty.

Ce: out of the Coast Guard.

Cive up my current standard of living.

Work in a less secure job.
Live outside my preferred geographic area.

Work out of my specialty. '
Give up my current standard of living.

Give up-ﬁy‘curren: standard of living.
Work for a poor leader.

Live outside ny pieferred geographic area..
Get out of the Coast Guard.

Work in a less secure job.

Work out of my specialty.

(57)
(58)
(59)"
(60)
(61)
(62
(63).
(6o
(65)

(66)

(67)

(68)
-(69)
(70)

1)
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On this last page, feel free to comment on #ny part of the survey.

Before you "go to town", however, please write in your answers to the
following four questions:

1. If you were to decide to leave the Coast Guard today, what would be
your primary reagon for leavingz?

2. If you vere to decide today to make the Coast Guard a career (or have

already decided to), what would be your primary reason?

3. If you had the power to reach out and change any ONE thing in the
Coast Guard, what would you do?

f—

4. What would be the one thing about the Coast Guard you would never
want to see changed?

COMMENTS:

21
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GRADE
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RATING

AD
AE
AM
ASM
AT
BN
]
EM
ET
ETN
GM
HS
MK
MST
My
PA
oM
RD

m .

SK
SS
TT
YN
NON-RATED

FREQUENCY DISTRIBUTIONS, ALL VARIABLES

"TOTAL SAMPLE

PAY GRADE

FREQUENCY CUH'FREQ: PERCENT CUM PERCENT

l .

11
35
173
118

72

35
18
8

S
12
. 4
228
338
418
a4s
463
471

8.212
2,335

7.431

36.738
25.853
15.287
7.431
3.822
1.699

RATING (SPECIALTY)

0.212
2.548
9.979
45,789
71.762
87.849
94.480
98.381

' 109.008

FREQUENCY ' CUM FREQ - PERCENT ‘CUH PERCENT

é
1?
8

13~

1
15
69
15
19
38

2

7

18
83
3
2

3
22

5
18

27

17

7

37
33

17
25
38
39
54
123
138
157
187
189
196
206
289 .
292
294
297
319
324
342
" 349
386
393
439
445

3.456
1.728
2.794
9.213
3.224
14,839

3.226

4.084
6.452
8.430

1,585
2,151,

17.849

0.443
0.430

. 8,649
4,731

1.07%
3.871
3.806
3.456

1.583:
7.957
7.52?

3.654

5.37¢

8.172
8.387
11.613
26.452 "
29.677
33.763

- 48.215

142,151
44,381
62.151
62.794
63.224
63.871

- 48.482
69.677
73.548
79.35%
83.811
84.514
92.473
108.800
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TIME

VO NOWUNDWND.

[SESESESERTE ST ST ST S RIS S O S Oy W Wiy
VO VNODWN-DODVOULDLWN~®

TIME -IN SERVICE IN WHOLE YEARS

FREGUENCY CuM FREQ

1

S
2
191
76
24
23
24
14

~n
H

SN, WOUADVNWDWANOD®O D HLO

5

7
198
274
298
321
345
359
383
392
396

T 408

4846
414
425
430

' 433

434
443
447
452
457
448
465
446
4467
449

479 .

PERCENT CUM PERCENT

1.864
9.426

16.178
5.106
4.894
5.186

2.97%,

5.186
. 1.915
8.851
9.851
1.277
2.128
1.915
1,064
'9.638
8.638

1.48%

8.851
1.864
. 1.844
'8.638
1.844
8.213

002’3'

0.426
0.213

1.844

1.489
42,128
$8.298
63.484
68.298
73.484
76.383
81.489
83.484
84,255
85.186
86,383
88.511
98.426
91.489
92.128
92.746
94,255
95.184
96.178
97.234
'97.872

1 98.934

99.149
99.3462
99.787

188.000




AGE

19
20
21
22
23
24
25
26
27
28
29
38
31
32
33
34
35
34

37
38
39
41
a2
43

44,

45
44
47
48
49
50

AGE IN WHOLE YEARS

FREQUENCY CUM FREQ  PERCENT CUM PERCENT

1
1
2
é1
88

41
33
17
28
22

0 W

—

e W~ A NWON®D DO O DU O OO

6%

1

3
é4
152

217 .

258
291
368
334
358
371
380
389
398
484
489
419
425
431
435
443
449
52
57

L o

43
54
-4
58
89
78

I 2 P Y

52

0.213
8.424
12.979
18.723
13.836
8.723
7.821
3.417
5.957
4.481
2.746
1.915
1.913

- 1.915

1.277
1.844

1.277
1.277
8.851
1.782
1.27?
9.438
1.844

1.844 -

8.213
8.213
8.438
8.213
8.213

8.213

8.213

8.438
13.617
32,340
46.178
54.894
é61.915
65,332
71.489
76.178

. 78.934

88.851
82.764
84.481
85.957
87.821
89.149
99.426
91.702
92.553
94,255
95,332
96.170
97.234
98.298
98.511

' 98,723

99.362

99.574

99.787
188.080




DISTRICT IN WHICH ASS]GNED

DIST  FREQUENCY CUM FREQ  PERCENT CUM PERCENT

5 ' . .

8 1 1 8.215 - 8.215
1 44 47 9.871 . 18.886
2 15 62 3.219 13.305
3. 30 181 8.34% - 21.674
5 51 152 18.944 32.618
7 47 199 18.886 42,784

8 48 239 8.584 . S1.288
9 51 ‘ 298 18.944 62.232.

11 18 308 2.14¢6 64.378

12 38 338 - 8.155 72.532

13 25 363 5.365 77.897

14 12 375 2.575 80.472

17 21 394 4.506 84,979

20 3 399 8.644 85.422

21 2 481 8.429 86.852

35 3 484 . 8.644 86.69%

48 4 488 8.858 87.554

50 1 . 489 8.215 " 87.748

53 5 414 1.873 88.841

55 4 418 8.858. 9,708

57 1 419 8.215% 89.914 .

58 1 420 8.215% 90.129

68 ? 427 1.582 91.631

78 4 431 8.858 . 92.489

74 5 436 1,873 93.562

75 14 445 1.931 . 9%5.4%94

76 3 448  9.644 96.137.

7? 3 451 . 0.644 96,781

78 2 453 . 9.429 97.219

89 1 454 p.21% 97.42%

81 1 455 9.215 97.639

96 1 456 8.21% 97.854

9?7 ] 457 8.215 98.86% -

98 9 446 " 1.931 100.088

GENDER

GENDER  FREQUENCY CUM FREQ  PERCENT CUM PERCENT

] l . : . .
MALE 447 ’ 447 95.184 . 95.186
FEMALE - 23 479 4.894 100,000




SINGLE, NEVER MARRIED
MARRIED, SPOUSE HOME
MARRIEV, SPOUSE IN CG
MARRIED, SPOUSE IN SERVICE
MARRIED, BUT SEPARATED

MARITAL STATUS

STATUS ' FREQUENCY CUM FREQ  PERCENT
1 . .

192 192 49.851

112 384 23.838

116 420 24.481

11 431 2,340

10 441 2.128

29 478 6.170

OTHER

RACIAL / ETHNIC BACKGROUND

CUM PERCENT

46.851
44.4681
89.362
91.702
93.830
100.0888

RACE:  FREQUENCY CUM FREQ  PERCENT CUM PERCENT

' . 5
FOLYNESIAN 1
ORTENTAL 3

© " CAUCASIAN 487
HISPANIC 17
FILIPINO 8

BLACK AMERICAN 28
NATIVE AMER]ICAN 10

-1
4
411

., 428
436

456

446 |

8.215
B.444
87.339
3.448
1.212
4.292
2.14¢4

0.215
8.858
88.197
91.845
93.562
97.854
100.080

NUMBER OF DEPENDENTS CLAIMED AS TAX EXEMPTIONS

TAXDEFS -FREQUENCY CUM FREQ  PERCENT CUM PéRCENT

. 3s
1703 363
4706 64
7709 3

MORE THAN 9

363
29

432
433

83.834
13.242 -
'9.493
0.231

83.834
99.876
9.749
108.000

NUMBER OF DEPENDENTS RESIDING WITH RESPONDENT

~ LIVDEPS FREQUENCY CUM FREQ PERCENT 'CuM PERCENT

. 92
1 OR 2 279
3 0R 4 9?7
3 0R & 12

279
347
379

71.240
3.144

71.248
96.834
100.000




EDUCATION LEVEL
. EDUC  FREGUENCY CLM FREQ PERCENT CUM PERCENT

1

SOME HIGH SCHOOL 11 -1 - . 2.348 2.348
HIGH SCHOOL OR GED 279 299 $9.362 é1.762
SOME COLLEGE 151 441 32.128 93.838
ASSOCIATES DEGREE 1?7 . 458 3.617 97.447-
BACHELORS DEGRFE 9 447 B S 1. T 99.362

SOME GRADUATE SCHOOL 3 473 8.638 189 .880

TIME AT PRESENT WNIT
TIMUNIT  FREQUENCY. CUM FREQ PERCENT CUM PERCENT
i

TIME < 3 MOS - 23 23 4.8%94 4.8949

3 MOS < TIME ¢ 6 MOS 19 842 4.843 8.934
6 MOS ¢ TIME < 1 YR 67 189 14,255 - 23.191
1 YR ¢ TIME ¢ 2 YR 128 229 25.532 . A48.723

2 YR ¢ TIME ¢ 3 YR 131 368 27.872 76.5%94

3 YR < TIME ¢ 4 YR 83 443 17.448 . 94.255
TIME > 4 YR 27 478 5.745 160,080

PRIOR SERVICE, OTHER THAN THE COAST BUARD

PRIOR  FREQUENCY CUM FREQ PERCENT CUM PERCENT -
‘e 2 ' . ) . .
YES 5o 1 18,641 18.641
NG 419 449 B9.33¢9 186.000

PRESENTLY WORKING IN RATING / SPECIALTY

INRATING  FREQUENCY CUM FREQ  PERCENT CuM PERCENT

. 2 B L] L] ’ » .
YES 379 379 60.819 60.810
NO 4] 449 19.199 180.008

. .
v



i: NUMBER OF SUBORDINATES REPORTING DIREC&LY TO RESPONDENT

NUMSUBS  FREGUENCY CUM FREQ PERCENT CUM PERCENT

2

NONE 289 289 - 44,543 44,543
. 1 70 3 126 335 24.864 71.429
e 4 70 2 87 422 - 18,3558 89.979
.- ' 8 T0 12 27 449 $5.757 95.734
|- ‘ 1370 28 12 441 2.559 98.294
- MORE THAN 28 8 ‘ 449 1.784 100.080
e
*1F THE COAST GUARD SAID 1 COULD GET OUT WHENEVER 1 WANTED TO, 1 WOU
Yo INTENT FREQUENCY " CuM FREQ  PERCENT
o 9 . .
- "get out right awar" 24 24 5.195
2 "at earliest convenience" 56 80 12,124
S *end of enlistment” 93 . 173 20.138
¢ *beyond enlistment, but not 28 years® 92 265 19.913
- "28 years, but no longer® 8t 346 17.532
b - *longer than 28" 8¢ 435 19.244
o “as long as possible” ‘ 27 442 5.844
A‘l.
.
°

LD ...'
CuM PERCENT

5.195
17.3148
37.444
57.359
74.8%92
94.156

18€.080
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#% = gignificant difference between means as p ¢

TABLE OF RESPONSES TO INDIVIDUAL QUESTIONS AND SCALES
FOR PERSONNEL IN SAMPLE WITH UNDER 4 YEARS IN SERVICE

SAMPLE OF HIGH PERFORMERS [Performance marks, Fall 1983, split at mean for all
in samplel, DIVIDED BY THOSE WHO ACTUALLY LEFT THE CG AND THOSE WHO STAYED.

# = gignificant difference between means at p € 8.85
8.91

[Significance reported only for SCALES and COMPENSATION questions.)

TO WHAT EXTENT ... | LEFT  STAYED

Has the type of work you have been doing : 4.84 4.74
been similar to what you expected?

Have the missions of the units to which you 4.84 4.95
have been assigned been similar to what you
cxpectcd"

Has the way you have been t-eated by those 3.85 4,48
senior to you been similar to what you

expected?

Has your overall Coast Guard experience been 3.54. 4.99

similar to what you oxpocted°

>

| UITH REGARD T0 YOLR JOB OPPORTUNITIES OUTSIDE

THE COAST GUARD:

70 WHAT EXTENT WOULD IT BE EASY FOR YOU TO
FIND JOBS, LIKE THE ONE YOU HAVE IN THE COAST
GUARD, WITH SIMILAR OR BETTER

Pay? | o sse saz
Benefits? | o . : 3;89 3.67
Working conditions? ‘J ' o - S5.87 | 4.98
Personne! policies? o ‘ : , . 5.33 4,86

Personal satisfaction? . - f ' o 5.48 $.87
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TO WHAT EXTENT ...

Have employers actually approached you and
offered what you would consider a better job
than the one you now have in the Coast Guard?

Are your skills such that mani cmplogers
would hire you for the same or better pay and
benefits?

Are the skills you have learned in the Coast

Guard so general that you would have trouble
finding a job outside the Coast Guard with
similar or better pay and benefits?

Are your skills so specific to the Coast
Guard that it would be difficult to find a
Job outside the Coast Guard with similar pay
and benefits?

Are you of an age that it would be easy for
you to find a job outside the Coast Guard
with similar pay and benefits? .

Overall, dc youlfoel that you have many
attractive job opportunities outside the
Coast Guard?

WITH REGARD TO YOUR OVERALL EXPERIENCE IN THE

COAST. GUARD :
TQ WHAT EXTENT ARE YOU SATISFIED WITH ...

The way you have been treated by your
detailer? ,

Assignment policies in general?
Tour lengths in general?

Yaur ability to influence your assignments in
general? :

Thie way you were treated at vour first Coast
Gulard duty atation?

" Your current supervisor’s willingness and ‘

abiility to help you solve work related
prioblems? C

LEFT  STAYED
3.78 3.87
4,52  4.55
3.44 3.85
3.80 2.58
5.74 5.33
5.52 . 4.57
3.19 5.12
3.41 4,64
3.96 4.48
' 3.96 4.71
4.19 4,9%

'3029



Your current supervisor’s willingness to
tailor your job to fit your particular skills
and talcnts?

The way you are generally treated br those
sennor to you?

The leadership of the Coast Guard in
general?

Living conditions (housing facilities)?
Living conditions (geographic area)?

Working conditions ( equipment and
materials)?

. Working conditions (health, hygiéne, noise,

light, etc.)?

The amount of work you are required to do?
The';umber of hours you have to work?

The challenge of your Jbb?

Your chance for promotion?

The amount of control you have over the way

you do' your work?

Your abilitf to *do things on youf own ~--
without interference®?

The prestige and status you receive from
boing a member of the Coast Guard?

Advancemvnt poilcaos in gentral’

Your ability to work cn your specnalty or
area you are interested |n’

The formal training (class A and C schoo\s)
you have received? .

The informal (on-the-job) training you have

received?

Uniform and grooming standards?

5'07

4.41

3.33

o 3.63

4,00
3.81
4.84

4.47
4.33
4.41

4.47

5133

4,96

4.80

3.85%

’ 4039

4.81

4.93

3.74

4.81

5.85
4.31

4.48

4.83
4.48

4,55

4.71
4.44

4.08

5.14

4.83

.07

4.49
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The way uniform and grooming standards are
enforced?

Being involved in military ceremonies?

. THE FOLLOWING SECTION ASKS HOW YOU THINK AND

FEEL ABOUT YOUR WORK AND THE COAST GUARD:
TO WHAT EXTENT ARE YOU SATISFIED WITH ...

The actual job your current assignment has
you doing on a day-to-day basis?

- The activities called for by your sbecf:lty

(when you are working in it)?

The way you are treated by those ;on|or to
you?

The kinds of assignments you are likely to
have in the Coast Guard in the future?

The typo of work involved in your specialty?

The respect you receive from those senior to
you?

The rispect you receive from the people you
work with?

The possibilities offered in your future
Coast Guard job assignments?

The kind of activities your current job
provides for you?'

The way you are troatcd br the pcoplo you
work: with?

OVERALL, TO WHAT EXTENT ARE YOU SATISFIED
WITH ...

The Kind of work performed in your
specialty?

The people you work with?

T S TR

P

3.67

3.19

4.22

4,74

4.37 .

3.22

5.84

4.56
S.11
-3.52
3.93

J.11

4'96

4,78

4.50

4.12

4.76

9.55

4.95

4,86

5.19

4,76
5.43
4.74

4.62

5.33
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The way those senior to you treat you and 4.22 4.86
think of you?

The actual job you currently are performing? 3.93 4,93
Your future Coast Guard work opportunities? = 3.44 4.81

THE FOLLOWING QUESTIONS ASK FOR YOUR FEELINGS
AND OPINIONS ABOUT THE COAST GUARD:

T0 WHAT EXTENT ...

.Do the rewards, b(nefits, and encoufagomont . - 2.96 | 4.87
you get outweigh the threats or punishments?

Do you put off what you are oxpected to do 2.48 - 2.19
on the job? .
' Do rou'find some of the people you work with 4.80 3.7¢
i " $0 unreasonable that it is hard to talk to
them?
Do you really like the missions and S.11 4,98

philosophy of the Coast Guard but dislike
personnel policies and practices?

Do you find that the way things ought to be 3.11 3.21
. and the way things really are in the Coast
‘!, : Guard to be fairly similar?

Are you willing to put in a great deal of 5.48 3.49
effort beyond that normally expected in order '
4or the Coast Guard to be successful?

Do those se..ior to vou show an interest in , ' 4,24 4.93
what happens to you? ' S

Do you feel a lack of control because of : ‘ 4,78 4.47
your inability to do much about changing
important Coast Guard policies?

Do you have too much invested in the Coast. 1.48 3.17
Guard to get out at the end 04 this
onlastmont’

Are you proud to tel! 6thorp that you. are & 4.89 " 5,79
menmber of the Coast Guard?




2 R

Do you feel a great sense of pride knowing - 3.15
that you work for an o-ganization that has
humanitarian missions?

Are you currently looking for full time 5.59

" employment outside the Coast Guard?

Do you say *it’s not my job" to avoid tasks 2.37
or duties? .
Do you feel that the ®real Coast Guard® is 3.78

at least somewhat similar to the 'ide;l Coast

. Guard®, all things considered?

Are Coast Guard policies, rules, and ' 3.59
procedures made in your best interests?

"Are you willing to ®*put in a hard day’s work. 5.135

-= and then some!'vfor the Coast Guard?

Do youlfeel frustrated by your inability to 4,593
Liave much effect on important Coast Guard or
service policy changes?

Do you sometimes boil inside without letting : 4.3?
peopie on the job know about it?

Are you extremely glad that you chose the 5.84
Coast Guard to work for over the other ' :
organizations you were considering at the

~time you enlisted?

Would you find it uncomfortable to look for ' 1.59
a job outside the Coast Guard? '

Does it really seem to matter to the Coast , 3,47
Guard how well you do your Job? -

Are you sa(ts{nod wi th, your progress in the ‘ 4.74
Coast Guard?

Do you feel a great sense of satisfaction 5,81
in belonging to an organozataon that saves

lives?

Do you stand to lose a lot if you got out of 2.80

the Coast Guard right now?

Are your ideas and opinions valued by senior 3.89
personnel? . :

Do you désliko.jbp hun(ing in genersl? . L 3.1%

4.29

3.26
1.90

3.76

3.98
3.35

4.86

4.8

5.88

2.43
5.08
4.462

4.24

4.18

4.40

3.58
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Do some of the people you work with get on
your nerves to such a degree that you
sometimes want to do exactly the opposite of
what they tell you?

1s the Coast Guard the best of all
organizations for which you could work?

Do you really get "turned on® by your job,
but sometimes get so upset by the way you are
treated that you want to quit?

Are there many people in senior positions
less competent than you?

Do you feel a sense of fulfiliment Knowing
that the Coast Guard serves the public?

Do you discuss things you don’t like about
the Coast Guard with the people you work
with?

Would it be difficult for you to afford to

get out of the Coast Guard at the end of your

enlistment? '
f -t

Are you very excited about some aspects of

the Coast Guard but very disappointed about

others?

Do you decide not to do all or part of what
is expected of you on the job? .

Are you satisfied with your dealings with

_ senior personnel?

Do you wonder how certain policies, that may
seen useless to you, were ever created?

Do you have so much invested in retirement
benefits that getting out of the Coast Guard
before you qualify for retirement would cost
you more than you are willing to give up?

3.8t

2.92

4.67

4.59°

4.89

$.67

S5.26

2.11
3.93

5.308

1.42

3.19

4.95
5.74

5.14

' 3.90

5.64

2.26
"60
5.82

§.89




W)

(Asked only of E-5 and above) TO WHAT EXTENT ...

Are the people who work for you today as good
as those who worked for you in the past?

Do you feel that people who graduate from
recruit training today are less capable than
was the case when you joined the Coast Guard?

Do you think that, in general, the people
Junior to you are capable of getting the job
done? .

Are the people who work for you easy to
supervise?

4.?8

4.48

4.88

J.80

3.43

4.93

4.92
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RESPONSES TO SCALES

RESENTMENT

WILLINGNESS TO EXERT EFFORT

SENSE OF HELPLESSNESS

INVESTMENT

WILLINGNESS TO JOB HUNT

CONGRUENCY OF REAL AND 1DEAL CG
SKILL RELEVANCY TO OUTSIDE JOBS
SATISFACTION WITH THE JOB |
SATISFACTION WITH FUTURE ASSIGNMENTS
SATISFACTION WITH SPECIALTY

SATISFACTION WITH PEERS

" SATISFACTION WITH SUPERVISION

COMMITMENT TO THE CG '
COMMITMENT TO PHILOSOPHY AND MISSIONS
SATISFACTION WITH ASSIGNMENT POLICIES
SATISFACTION WITH SUPERVISORY SUPPORT
SATISFACTION WITH WORKLOAD

SATISFACTION WITH ADMANCEMENT POLICIES

SATISFACTION WITH CONTROL OVER JOB
SATISFACTION WITH GROOMING, CEREMONY

PERCEPTION OF MARKETABILITY

SATISFACTION WITH TREATMENT BY SENIORS

DISPARITY OF . INITIAL EXPECTATIONS

smxsramm»un'n FIRST DUTY STATION

N\

LEFT

4.23

5.31

4.81

1.73
5.63
3.41

4.82

4.82

2.32
4.91

5.00

4.38
4.24

- S.28

3.30

' 8,22

4,30

4.26

. 4081
3.33

5.7

4.13

.3.87

4.19

STAYED

3.40
5.62
4.76
3.28
5.84
3.49

4.47

%%

%

7]
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SATISFACTION WITH HOUSING

- EATISFACTION WI1TH GEOGRAPHIC AREA

SATISFACTION WITH EQUIPMENT, TOOLS
SATISFACTION WITH WORKING CONDITIONS

SATISFACTION WITH FORMAL TRAINING

SATISFACTION WITH ON THE JUB TRAINING

'OFTEN PUT OFF WORK?

OTHERS HARD TO WORK WITH?

LIKE MISSIONS BUT DISLIKE POLICIES?

CURRENTLY JOB HUNTING?

"AVOID OWNERSHIP OF WORK?

POLICIES IN YOUR BEST INTERESTS?
INTERNALIZE FRUSTRATION?

OTHERS GET ON YOUR NERVES?

MANY SENIDRS LESS coﬁPETENT?
DISCUSS FRUSTRATIONS WITH OTHERS?
DECIDE NOT TO WORK?

WONDER HOW' POLICIES ARE CREATED?
CONTROL OVER ASSIGNMENT?

LOVE BUT HATE?

OLP SPECIALTY

OLP GEOGRAPHIC AREA

OLP STANDARD CF LIVING

OLP JOB SECURITY

OLP COAST GUARD

OLP LEADERSHIP

3.63
4.00
3.81
4.84
4.81
4.93

2.48

- 4.80

S.11
5.59
2.37
4.41

4.37

'3.81

4.48

4.83
4.60
4,55

4.83

4.58
3.26
1.9

4,18

4.81

3.19

&%
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TO WHAT EXTENT DO YOU FEEL THAT THE COAST

* GLARD’S POLICIES ABOUT THE FOLLOWING PAYS AND

ALLOWANCES ARE IN YOUR BEST INTEREST?
Basic pay?

Selective reenlistment bonuses?
Flight pay?

Career sea pay?

Diving Pay?

U;riabde housing allowance?
Travel allowances?

Dependent allowances?

Family separation allowance?
Flight deck Hazardous duty pay?

Proficiency pay?

TO WHAT EXTENT ...

Do you feel that the policy of paring special
and incentive pays (like SRB, $light pay, or
career sea pay) in order to make sure that
there are enough people in the right jobs at
the right time is a good idea?

Do you feel that it is a.good idea for people
to be paid bonuses or special pays based on
the requirements of a specific billet?

Do you fee! th;t it is a good idea for‘poop!o
to be paid bonuses or special pars based on
their individual performance?

Do you feel that Variable Housing Allowances

actually reimburse people for the cost of
housing in their area? :

4.24
4.13

4.8
4.83
4.33

4.81

4.85
50'63

2.93

4.00
2.48

3.45

4.464

4.38

4.69

4,32
e.23
3.48

2.38

5.27

4.93

4.9¢

3.20

3.62




Do you feel that Variable Housing Allowances
are fair, since many pecple who live in
government housing do not draw this
allowance?

Do you feel that is a good idea to pay

different amounts to people based on the
nunber cof dependents they have?

TO WHAT EXTENT ...

Do you do your grocery shopping at
commissaries?

Do you shop at exchanges?

How much do you think you save on your food
bills by using Commissaries?

1. oone at al!

2. Less than i

3. Between 5/ and 18%
4. Between 187 and 13/
S. Between 135/ and 287
4. Between 207 and 2%/
7. More than 2%/

~ How much do you feel that you save by

shopping at exchanges instead of iocal
department stores or ordering through

catalogs?,
1. None at all
2. Les., than 5/
3. Between 5. and 18%
4., Between 107 and 15/
S. Between 15/ and 29%
4. Between 287, and 25/
7. More than 25/

TO WHAT EXTENT ...

Are you satisfied with ‘he medical treatment
you have received while in the Coast Guard?

Are you satisfied with the medical ‘care your
dependents have received?

Are you satisfied with the dental care you
have received while in the Coast Suard?

3.88

4.54

2.52

3.44

2.38

. 2.67

4.45

$.62 .

3.87

3.74

3.21 #

2.82

4.42 #n

3.73

4.71



Are you safisfied with the dental care your
dependents have received? '

Has CHAMPUS worked for you and been easy to
use?

Do you feel that the insurance coverage
offered. to you through the Serviceman’s Groug
Life Insurance Plan is adequate to meet your
life insurance needs?

Do you feel that retired pay is adegquate to
, help people make the transition to a srcond
career? .

TO WHAT EXTENT ...

Do you feel that most people who retire from
the Coast Guard pursue a second career?

14 you decide to make the Coast Guard a
career, do you feel that you will be losing
money in the long run? -

Do you think the Survivor’s Benefit Program
is a good idea? ‘

Do you think retired pay should be adjusted
for inflation?

Do you think you would receive good medical
care 4rqm the service after you retired?

Do you think you would reéceive good medical
care from the service for your dependents
sfter you retired?

Do you think you would receive good dental
care from the service for yourself after you
‘retired? '

Do you think you would receive good dental
care from the service for your dependents
after you retired?

2.63

2.71

4.38

4.2%

5.31

5.35

5.32

.88

4.00

3.71

3.19

2.41

4.13

4.88

5.34

9.51

é.24

4,79

4.80

4.29

3.59‘




AVERAGES OF VARIOUS DEMOGRAPHIC VUARIABLES:

Total time in service in years: ‘ f3;56 3,59
Average age in years; 22.15 = 22.93
Time at unit: } 'Be(@een 1 and 3 years
Stated intent to leave or stay: | A"j 2§63 4.4)
Average performance marks: - Ab 4.86 4.79

FREQUENCY DISTRIBUTIONS OF UARIOUS DEHOGhAPHIC VARIABLES:

(Example: Number of E-3s wﬁo lefét expressed as a percent of all in sample who
Teft was 3.78. Number of E-3s who stayed as a percent 0f all in sample who

stayed was 4.76.)

Percent in category

LEFT  STAYED
Pay grade: - E-3 3.78  4.74
‘ . E-4 59.26 59.52
E-5 ''33.33 . 38.9%
E-6 : 3,78 4,76
Marital status: Single . 77,77 42.86
Married, spouse not working 7.41 38.95
Married, spouse works - - 14,81 21.43
(not in below categories) T
Married, spouse in USCG ' - 2,38
Divorced, widowed, etc. ~2.38
Number of dependents living at home:
' None '~ : 29.6 19.8
1 or 2 : . S51.4 59.5
3 or 4 ' 19.8
S or é 2.4
. Level of education: Some high school - 4.76
: High schnol or GED 46.46 354.74
Some coitege ' : 29.43 35.71.

Associate’s Degree . 3.7 4.7
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TABLE OF RESPONSES TO INDIVIDUAL QUESTIONS AND SCALES
FOR PERSONNEL IN SAMPLE WITH BETWEEN 4 AND 8 YEARS IN SERVICE

SAMPLE OF HIGH PERFORMERS [Performznce marks, Fall 1983, split at mean for all
in samplel), DIVIDED BY THOSE WHO ACTUALLY LEFT THE CG AND THOSE WHO STAYED.

# = gignificant difference between means at p ¢
#x = gignificant difference between means as p ¢

[Significance reported only for SCALES and COMPENSATIUN questions.,]

TO WHAT EXTENT ...
Has fhe type of work you have been doing
been similar to what you expected?.

Have the missions of the units to which you
have been assigned been similar to what you

‘expected?

Has the way you have beén treated by those

senior to you been similar to what you
expected? -

‘Has your overall Cocast Guard experience been

similar to what you expected?

WITH REGARD TO YDUR JoB OPPORTUNITIES OUTSIDE

THE COAST GUARD:

10 ww EXTENT WOULD IT BE' EASY FOR YOU TO
FIND JOBS, LIKE THE ONE YOU HAVE IN THE COAST

GUARD, WITH SIMILAR OR BETTER

"Pay?

Benefits?

Working conditions?

Personnel policies?

Personal satisfaction?

. 3.33

5,28
8,28

LEFT
4.67

4,72

3.89

5.11

4.17

5.39

STAYED
4.64

5,805
4,22

4,42

4.84
£3.89

4.33
4.86.
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TO0 WHAT EXTENT ...

Have employers actually approached you and

. offered what you would consider a better job

than ‘he one you now have in the Coast Guard?

Are your skills such that many employers
would hire you for the same or better pay and
benefits?

Are the skills you have learned in the Coast
Guarc so general that you would have trouble
finding a job outside the Coast Guard with
similar or better pay and benefits?

Are your sXki.ls so specific to the Coast
Guard that it would be difficult to find a
Jjob outside “e Coast Guard with similar pay
and benefits’ .

Are you of an age that it would be easy for
you to find a job outside the Coast Guard
with similar pay and benafits?

Overall, do you feel that you have many
attractive job opportunities outside the
Coast Guard? ‘

WITH REGARD TO YOUR OVERALL EXPERIENCE IN THE

COAST GUARD:
TO WHAT EXTENT ARE YOU SATISFIED WITH ...

The way you have been treated by your:
detailer? : :

"Atsignment'poiicfes in general?

Tour lengths in general?

Your ;b}licy to influence your assignments in
general?

The way you were treated at your first Coast
fuard duty station?

Your current supervisor‘s willingness and
ability to help you solve work related

. problems?

' 3.33

3.46

5-11 T

5.88

4’. 4?

. 4.88

4.22

3.61

STAYED

3.'83

4.61

3.81 '

4.94

4,47

'4.80

4.34

' 4.60

4.20




b 7 r*vvvly

R
o

- L e e g RARM S dut M S
PR A ¥ L
AR ..
AL . ' .

@

\

P 2 e

RN ¢
PR

gy
L A A N ¢

L au an un age ane?
T

-y

Your current supervisor’s willingness to

tailor your job to 4|t your particular skills
and talents?

The way you are generally treated by those
senior to you?

The leadership of the Coast Guard in
general?

‘Living conditions Chousing facilities)?

Living conditions (geographic a~ea)?
Working conditions ¢ equipment and
materials)?

Working conditions (health, hygiene, noise,
light, etc.)?

The amount of work you are requnred to- do’
The number of hours you have to work?

The challenge of your job?

Your chance for promotion?

The amsunt of control you have over the way

' you do your work?

Your ability to *do things on your own ==
withont .uttrférence'7

Tho prestige and status you receive from
being a member of the Coast Guard?

Advancement policies in goniral?

Your ability to work in your specialty or
area you are interested in? ’

The formal training (class A and C schools)
you have received? ‘

The informal Con-the-job) training you have
received?

Uniform and grooming standards?

4.88

2.94

3.67

3.39
3.22
3.83

4.67

4.87

3.67

¢ 3-50

3.89

3.44

3.72

3.56

4.358

4,36

3.89

4.1¢

5.39

4.97

3.92

4.28

4.61

4.28

4.56

4.84
4.49
4.94
4.08

4.78
4.81
4.44

3.7%

4.44
4.54
4.67

4.39
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‘The way uniform and grooming standards are

enforced?

Being involved in military ceremonies?

THE FOLLOWING SECTION ASKS HOW YOU THINK AND

FEEL ABOUT YOUR WORK AND THE COAST GUARD:

TO WHAT EXTENT ARE YOU SATISFIED WITH ...

The actual job rour current assignment has
you doing on a day-to-day basis?

The activities called for by your specialty
(when you are working in it)?

The way rou are treatod by those senior to
you? '

The kinds of assignments you are likely to
have in the Coast Guard in the future?

The type of work involved in your specialty?

"The respect you receive from those senior to
_you? .

The respect you receive from the people you
work with?

The possibilities offered in your future:

,Coast Guard job assignments?

. The Kind of activities your curront job

prou'des for you’

- The way you are treated by the people you

work with?

OVERALL, TO UHAT EXTENT ARE YOU SATISFIED
NITH ...

The Kind of work performod in your
specaalty’

Tho people you work with?

3.58

3.56

4.28

4.72

3.89
4.28

5.00

3.94
5,11

- 3.e3

‘ 4022 !

4.83

4.94

4.461

 4.86

4.86

4.49

5.25

4.47

.81

5.53

4.83

5.31

4.53

4.53

.31

5.44

s,




The way those senior to you treat you and
think of you? '

The actual job you currently are performing?

"Your future Coast Guard work opportunities?

THE FOLLOWING QUESTIONS ASK FOR YOUR FEELINGS
AND OPINIONS ABOUT THE COAST GUARD:

TO WHAT EXTENT ...

Do the rewards, benefits, and encouragement
you get outweigh the threats or punishments?

Do you put off what you are expected 'to do
on the job?

Do you find some of the people you uorkiuith
sO unreasonable that 1t is hard to talk to
them? :

Do you really like the missions and
philcsophy~of the Coast Guard tut dislike
personnel policie, and practices?

Do you find that the way things ought to be
and the way things really are in the Coast
Guard to be fairly similar?

Are you willing to put in a great deal of
effort beyond that normally expected in order
for the Coast Guard to be successful?

Do those senior to you show an interest in
what happens to you? g

Do you feel a lack of control because of
your inability to do much about changing
important Coast Guard policies?

Do you have too much invested in the Coast
Guard to get out at the end of this
enlistment? '

Are you proud to tell others that you are a
member of the Coast Guard? '

3.33

2.78

3.94

5.61

2.72

3.78

5.17

2.56

5.50

4.92

4.97

4.89

3.39

2.44

3.49
5.83
3.25
5.4?7

5.83

5.83

3.72

J3.61



®

Do you feel 2 griat sense of pride knoding
that you work for an organization that has
humani tarian missions?

Are you currently looking for full time
employment outside the Coast Guard?

Do you say *it’s not my job® to avoid tasks
or duties? :

Do you feel that tho"reai Coast'Guard' is
at least somrwhat similar to the ®idea! Coast
Guard®, all things considered?

Are Coast Guard policies, rules, and
procedures made in your Lest interests?

Are you willing to "put in a hard day‘s work
== and then some'!‘ for the Coast Guard?

D> you feel frustrated by your inzbility to
have much effect on important Coast Guard or
secvice policy changes?

Do you sometimes boil inside without letting
people on the job Know about it?

Are you extremely glaa ihat you chose the
Coast Guard to work for over the other

organizations you were considering at the
time you enlisted?

Would you find it uncomfortable to look for
a job outside the Coast Guard? '

Does it really seem to matter to the Coast
Guard'hou well you do your job?

Are you satisfied wi th your progress in the
Coast Guard?

Do you feel a great sense nf |catisfaction
in belong:ng to an organization that saves
lives? . .

Do you stand to lose a 1ot if you get out of
tho Coast Guard right now? : .

Are your ideas and opinions vqluod by soniorj ‘
'porsonno!?

. Do you dislike job hunting in general?

3.72

1.94

3.33

3.11

' 5.22

5.86

4.94

35.22

3.11

3.83

4.50
5.56
3.28
3.67

3.67

4.17

2.97
2.64

3.78

3.94
5.78

‘09’ v
4.81

é.14

3.84

4.61

4.88

6.42

. 3.78

4.43

4.49
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Do some of the people you work with get on
your nerves to such a deoree that you
sometimes want to do exactly the opposite of
what they tell you?

Is the Coist Guard the best of all
organizations for which you coutd work?

. Do you really get ®turned on® by your job,

but sometimes get so upset by the way you arfe
treated that you want to quit?

Are there many peonle in senior positions
less competent than you? .

Do you feel a sense or fulfiliment Knowing
that the Coast Guard serves the public?

Do you discuss things you don“¢ Jike about
the Coast Guard with the people you work

with?

Would it be difficult for fou to a¢ford to
get out of the Coast Guard at the end of yoyr
enlistment?

Are you very excited about scme aspects of
the Coast Guard out very disappeointed about
others?

Do you decice not to do all or part of what
ns expected of you on the Job°

Are you satisfied with your doalungs uath
senior personnel? :

Do you wonder how certain policies, that may
seem useless tp you, were ever created?

Do you have so much invested in. retirsment
benefits that getting out of the Coast Guard
before you qualify for retirement would cost
you more than you are willing to give up?

3.61
3.17
4.67

4.83
5.44

5.39
3.44

S5.58

2.08

3.56

4.36

1.72

4.%¢

5.61

S.14

3.89

5.33

2.47

14,56

S5.19

2.61
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(Asked only ot £-5 and above) TO WHAT EXTENT ...

are *h¢ people who work for you today as good
as those who worked for you in the past?

Do you feel that pecple who graduate from
recruit training today are less capable tian
was the case when you joined the Coast Guard?

- Do you think that, in general, the people

junior to you are capable of getting the job
done?

Are the people who work for you easy to
supervise? o

4.33

4.43

3.14

4.80

4.7

4.00

4.64
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RESPONSES TO SCALES

RESENTMENT
WILLINGNESS TO EXERT EFFORT

SENSE OF HELPLESSNESS.

INVESTMENT

WILLINGNESS TO JOR HUNT

CONGRUENCY OF REAL AND IDEAL CG
SKILL RELEVANCY TO OUTSIDE JUBS
SATISFACTION WITH THE JOB
SATISFACTION WITH FUTURE ASSTGNMENTS
SATISFACTION WITH SPECIALTY.
SATISFACTION WITH PEERS |
SATISFACTION WITH SUPERVISION'
COMMITMENT TO THE CG |

SOMMITMENT TO PHILOSCPHY AND MISSIONS

SATISFACTION WITH ASSIGNMENT POLICIES

'SATISFACTION WITH SUPERVISORY SUPPORT

SATISFACTION WITH WORKLOAD |
SATISFACTION WITH ADUANCEMENT POLICIES
SATISFACTION WITH CONTROL OVER JOB
SATISFACTION WITH GROOMING, CEREMONY
PERCEPTION OF MARKETABILITY
SATISFACTION WITh TREATMENT BY SENIORS
DISPARITY OF INITIAL EXPECTATIONS

SATISFACTION WITH FIRST DUTY STATION

4.461

3.83

4.50
4.28
2.59
4.89
.85
3.87
4.48

5.57

4.29 -

4.83
4.67
3.53
4.13
3.72
5.94

3.71

4.15

4,17

5.41
5.24

4.81 #
5,88

6.06 |
4,57 -

3.47 #»




SATISFACTION WITH HOUSING
SATISFACTION WITH GEOGRAPHIC AREA

SATISFACTTIN WITH EGUIPMENT, TOOLS

SATISFACTION WITH WORKING CONDITIONS

SATISFACTION WITH FORMAL TRAINING

SATISFACTION UiTH ON THE JOB TRAINING

OFTEN PUT OFF WORK?

OTHERS HARD TO WORK WITH?

LIKE MISS1ONS BUT DISLIKE POLICIES?

CURRENTLY JOB HUNTING?
AVO1D QUNERSHIP OF WORK?
PbLlcxss IN YOUR BEST INTERESTS?
INTERNALIZE FRUSTRATION?

OTHERS GET ON YOUR NERVES?

MANY SENIORS LESS COMPETENT?
DISCUSS'FRUSTRATIUNS WITH OTHERS?
DECIDE NOT TO WORK?

~ WONDER HOW POLICIES ARE CREATED?
CONTROL OVER ASSIGNMENT?

LOVE BUT HATE?

oLP SPECIALTY

OLP GEOGRAPHIC AREA

OLP STANDARD OF LIVING

OLP JOB SECURITY

OLP COAST GUARD |

OLP LEADERSHIP

3.83
4.56
3.89
2.78
3.94
5.41
5.86
1.94
4.89

4.94

- 3.61

4.83
3.39
2.00
4.36
2.92
J.08

1.61

2.11

3.11
3.600
1.33
3.72

4.28

4.461

4.26 »

4.56
4.54

4.47

2.44

'5.83

2.97 =w,
2.49
4.04

4081 )

3.44

4.56
5.14
2.47
5.19
4.4
4.79

1.67

'1.31

3.14

2.94

2.72 a#

2.78 asn




. TO WhaT EXTENT.DO YOU FEEL THAT THE COAST
. GUARD’S POLICIES ABOUT THE FOLLOWING PAYS AND

ALLGWANCES ARE IN YQUR BEST INTEREST?

Basic par?

Sélective reenlistment bonuses?
Flight pay?

Career sea fay?

biufnq Pay?

Variable hqus{ng ali&wance?
Travel allowances?

Dependent allowances?

Famiiy separation allowance?
F]igh; deck Hazardous duty pay?

Froficiency pay?

—

. TO WKAT EXTENT ...

Do you feel that :he policy of paying special
and incentive pars (like SRB, ¢light pay, or
career sea pay) in order to make sure that

_ there are enough people in the right jobs at

the right time is a good idea?

Do you feel that it is a good idea for people
to be paid bonuses cr special pays based on
the requirements of a specific billet?

Do you feel that it is a Qood idea for peopie
to be 23id bonuses or special pays based on

"their. individual performance?

Do you fec! that Variable Housing Allowances .

actually reimburse people for the cost of
housing in their area?

3.33

2.67

4.a7

4.88

4.21

3.89

5.88

3.89

3.58

3.83
2.75
3.22

4,53

4.58‘
3.89‘
3.78
3.52

3.R8

S5.22

4.89

4.94
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Do you feel that Variable Housing Allowances
are fair, since many people who live in
government housing do not draw this
allowance? -

Do you feel that. is a‘good idea to pay
different amounts to people based on the
number of dependents they have?

TO WHAT EXTENT ...

Do you do your grocery shopping at
commissaries?

Do you shop at exchanges?

How much do you thinX you save on your food
bills by using Commissaries?

1. None at all

2. Less than S/

3. Between 5/ and 134
4, Between 18Y and 15/
5. Between 15/ and 20%
é. Between 84 andg 25/
7. More than 25/

How much do you feel that you sav’ b~
shopping at exchanges instead »¢ ', .3l
department stores or orderi-y thro 4

catalogs?

1. None at o !

2. Less than %/

3. Between 5/ 2. ¢ 18
4. Between 187 ard 15/
5. Between 15/ and 9%
4. Between 2087 ard 5%
7. More than 25/

TO WHAT EXTENT ...

Are you satisfied with the medical treatment
you have received while in the Coast Guard?.

Are you satisfied with the medical care your

‘aependents have received?.

Are you satisfied with the dental care you
have received while in the Coast Guard?

.

4.846

3.89

2.75

20'!;-

2.67

3,72
2.89

s.22
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2.44
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Are you satisfied with the denta2l care youE
dependents have receiqed?

Has CHAMPUS worked for you and bten easy to
use?

Do you feel that the insurance coverage
offered to you through the Serviceman’s Group
Life Insurance Plan is adequate i0 meet your
life insurance needs?

Do you feel that retired pay is adeguate to
help people make the transntlon to' s second
career?

TO WHAT EXTENT ...

Do you feel that most people who retire from
the Coast Guard pursue a second career?

14 you decide to make the Coast Guard 2
career, do you feel that you wil)l be losing
money in the long run?

Do you think the Survivor’s Benefit Program
i3 a good idea?

Do you think retired pay should be ad;usted
for inflation® ,

Do you think you would receive good medical
care 4rom the service after you retnred’

Do you think you would receive good mcdocal
care from the service for your dependents
after you retired?

Do ?ou think you would receive good ﬂohtil
care from the service for yourself a#tcr you
retired?

Do you think you would receive good dental
care from the service for your dependents
after you retired?

2.72

4.9

- 4.72

' 3.72

5.72

4.350

5.31

6.33

3.33°

3.439

3.44

3.88
2.79

4.34

03,73 #x

5.81

4.8¢

5.27
6.2
3.97
3.74

3.94

3.63
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AVERAGES OF VARIOUS DEMOGRAPHIC VARIARLES:

thal time in service in years: " 5.88 5.83
‘Average age in years: 24,386 26,25 x%
Time at unit: . | Between 1 and 3 years
Stated inrtent to leave or stay: 2.89 4.83 »x
Average performance marks:’ ‘ 4.61 4.44

FREQUENCY DISTRIBUTIONS OF VARIOUS DEMOGRAPHIC VARIABLES:

(Example: Number of E-3s who left expressed as a percent of all in sample who
left was 5.54. Number of E-3s who stavzd as a percent of all .in sample who
stayed was 8.33.) - '

Percent in category

LEFT - STAYED
Pay grade: E-3 5.56 8.33
E-4 58.08 25.08
E-5 22,22 36.1%
E-6 ' '22.22 27.78
E-?7 2,78
Marital status: Single , 55.56 27.78
- Married, spouse not working 11,11 27.78
Married, spouse works 11.11 27.78
(not in below categories) e
Married, spouse in USCG 11,11 '8.33
- Married, separated . : 2,78
Divorced, widowed, etc. 1.1 5.36
Number of dependents living at home: ,
: None o 33.33 1t1.11
icr2 o 35.56 43.99
30or 4 ’ . .11 22,22
Sor é . 2,77
Leveil of education: Some high schoo! . : 5.5 - 2.78
' Wigh school or GED 27.78 . 44.44
Some college ' 66,67 38.89
Associate’s Degree ’ 8.33

.Bachelor’s Degree o - 18- I
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TABLE OF RESPONSES TO INDIVIDUAL QUESTIONS AND SCALES
FOR PERSONNEL IN SAMPLE WITH OVER 8 YEARS IN SERVICE

SAMPLE OF HIGH PERFORMERS [Performance marks, Fall 1983, split at mean for all
in samplel, DIVIDED BY THOSE WHO ACTUALLY LEFT THE CG AND THOSE WHO STAYED.

* = significant difference between means at p ¢ 8.85
#% = gignificant difference between means as p ¢ 8.01

[Significance reported only for SCALES and COMPENSATION questions.]

T0 WHAT EXTENT ...' ‘ - : , LEFT  STAYED

Has the type of work you have been}doing' , 5.14 S.79
been similar to what you expected?

Have the missions of the units to which you 5.43 5.79
have been assigned been similar to what you

expected?

Has the way you have been treated by those 3.57  5.83
senior to you been similar to what you

expected?

Has your overall Coast Guard experience been 4,08 5.42

similar to what you expected?

WITH REGARD TO YOUR JOB OPPORTUNITIES OUTSIDE
THE COAST GUARD: '

TG WHAT EXTENT WOULD 1T BE EASY FOR YOU TO
FIND JOBS, LIKE THE ONE YOU WWE IN THE .COAST
GUARD, WITH SIMILAR OR BETTER .

Pay? o . |  4.00  4.8%
Benefits? : . , 4,29  4.89
Working conditions? | | | | 35.29 4.85
Po?sonn?! po!igiog? , | | o 5.00 4.74

Personal satisfaction? . , - 4.7 4.15




re

TO WHAT EXTENT ...

Have employers actually approached you and
offered what you would consider a better job
than the onhe you now have in the Coast Guard?

Are your sKills such that many employers
would hire vyou for the same or better pay and
ben¢+|t59

Are the skills you have learned in the Coast

Guard so general that you would have troubly
¢inding a job outside the foast Guard with
similar or better pay and benefits?

Are your skKills so specific to the Coast
Guard that it would be difficult to find a
Job outside the Coast Buard with similar pay
and benefits?

Are you of an age that it would be easy for

_you to find a job outside the Coast Guard

with similar pay and benefits?

Overall, do you teel that you have many
attractive job opportunities outside the
Coast Guard?

WITH REGARD TO YOUR OVERALL EXPERIENCE IN THE
COAST GUARD:

TO.WHAT EXTENT ARE YOU SATISFIED WITH ...

The way you have been treated by your
detailer?

Assignment poli;ioi in general?

Tour lengfﬁs in general?

- Your ability to influence your assugnments in

general?

The way you were treated at your first Coast

’Guard duty station?

Your current supervisor’s willihgness'and
ability to help you solve work related

problems?

LEFT

3.8s

- 4.08

3.29

4.89

3.86

T.14

3.09

4.00 -

3.86

2.14

S.08

STAYED

3.53

4.39

4.86

4.65

4.56

4.32

3.44

5.24
4,94

4.53
4.76

5.7¢




Your current supervisor’s willingness to 5.08  5.44
tailor 'your job to fit your particular skills
and talents?

The way you are gererally treated by those 3.86 5.62
senior to you? N

The leadership of the Coast Guard in 2.83  3.94

general?

Living conditions (housing facilities)? | 2.43 4.33"
Living conditions (geographic area)? 3.14 - '4;%6
Working condltncns ( equnpment and ' 3.86 4.32
materials)? .
Working conditions (health, hygiene, noise, ' 4.00 4,50
light, etc.)?

The amount of work you are }cduired to do? 4.41 5;29
The.number of hours yob have to work? 3.21 5,135
The challenge of your job? ‘ 4 3.43 5.18
Your chance for promotion? ‘ | 3.57 4.71
The amount of‘contrﬁlurou have over fhg way 4.14 5.68

you do your work?

Your abnlnty to *do things on YOUF own - - 3.00 5.30
uithout interference®? . Coe v

The prestige and status you receive from . 3.86 4.7
being a member of the Coast Guard? ' :

4 Advancement policies in”genef:l’ I ' 2.57 4.88
Your ab:!|t7 to work in your specnaltr or'l o 4,84 5.4
arca you are interested in? :

The formal training (class A and C schools) - 4.14 5.89
you have recenved’ | . S
The informal Con-the~job) training you have - 3.37  4.79

" received?’

Uniform and grooming standards? o © 4.80 4,65




‘The way uniferm and grooming standards are
enforced?

Being involved in military caremonies?

THE FOLLOWING SECTION ASKS HOW YOU THINK AND
FEEL ABOUT YOUR WORK AND THE COAST GUARD:

TO WHAT EXTENT ARE YOU SATISFIED WITH ...

The actual job your current assignment has
you doing on a day-to-day bisis?

The activities called for by your specialty
(when you are working in it)?

The way you are treated by those senior to
you? ' ‘

The kinds of assignments you are likely to
have in the Coast Guard in the future?

The type of work involved in your specialty?

The respect you receive ¥rom those senior to
you?

The respect you receive from the people you
work with? .

The possibilities offered in your future
Coast Guard job assignments?

The kind of activities your current job
provides for you?

The way you are trga(ed by the people you
work with?

OVERALL, TO WHAT EXTENT. ARE YOU SATISFIED
WITH ...

The Kind of work performed in your
specialty?.

The people you work with?

3.71

3.43

4.38

4,71
4.14
3.00

;.5?

3'86

4.86

2.7

3.8¢

4,00

'5.14

4.43

2.88

4.83

5.83

5-7'6
S.44
4,79

J3.56

5.41
5.24

4.7

4.82

5-44‘

9.45

S5.12




The way those senior to you treat you and
think of you?

The actual job you currently are performing?

Your future Coast Guard work opportuniiies?

THE FOLLOWING QUESTIONS ASK FOR YOUR FEZLINGS
AND OPINIONS ABOUT THE COAST GUARD:

"TO WHAT EXTENT ...

Do the rewards, benefits, and encouragement
you get outweigh the threats or punishments?

Do you put off what you are éxpected to do
on the job?

Do you find some of the people you work with
$0 unreasonable that it is hard tb talk to
them? ,

Do you really like the missions and
philosophy of the Coast Guard bu! dislike
personnel policies and practices?

Do you §ind that the way thinés ought to be
and the way things really are in the Coast
Guard to be fairly similar?

Are you willirg to put in a great deal of
effort beyond that normally expected in order
fer the Coast Guard to be successful?

Do those senior to you show an interest 'in
what happens to you?

Do yod’feol a Vack of control because of
your inability to do much about changing
important Coast Guard policies?

Do you have too much invested in the Coast
Guard to get ocut at the end of this
enlistment?

Are you proud to tel) others that you are a
member o¢ {he Coast Guard?

5.71

2.1

3.43

4.71

2.14
5.43

3.7

©3.57

. 3.29

5‘71

2.7%

2.85

3.68

4.83

‘5.26

. 3.82

5.32

6.35




Do you feel a grezt sei.se of priv- Xnowing
that you work for an organization that has
humanitarian missions?

Are you currently looking for full time
employment outside the Coast Guard?

Do you say "it’s not my joh" to avoid tasks
or duties? '

Do you feel that the "real Coast Guard" is
at least somewhat similar to the “ideal Coast
Guard", all things considered?

Are Coast Guard policies, rules, and
procedures made in your best interests?

Are you willing to "put. in a hard day’s work
-- and then some!" for the Coast Guard?'

Do you feel frustrated by your inability to
have much effect on important Coast Guard or
service policy changes?

Do you sometimes boil inside without letting
pecple on the job Know about it?

Are you extremely giad that you chose the
Coast Guard to work for over the other
organizations you were considering at the
time you enlisted?

Would you find it uncomfortable tc look for
a job outside the Coast Guard?

Does it realiy seem to matter to the Coasi
Guard how well you dec your job?:

Are you satisfied with your phogre;s.in the
Copst Guard?

Do 76u %eel & great sense of satisfaction
in belonging to an-organization that saves
lives?

Do you stand to lose a lot if you get out of
the Coast Guard right now?

Are your ideas and opinions valued by senior
personnei? ’

‘Do you dislike job hunting in general?

5.57

4.29

2.08

3.00

9.29

9.80

5.43

5.29

4.57

S5.14

4.43

4.88

é.99

2.71

4.71

4.43

3.97

é.29

4.41"

2.79

2.62

é6.26

5‘24

2.88

4.35




Do some of the people you work with get on 4.43 3.26
your nerves to such a degreze that you '
sometimes want to do exactiy the opposite of

whit they teill you?

Is the Coast Guard the best of all ' 6.14 4.9
organizations for which you could work?

Do you reall, get *"turned on® by your Job, 5.57 3.88
but sometimes get so upset by the wzy you are
treated that you want to quit? :

Are there many people in senior positions : - 4.43 4,29
less competent than you? '

Do you feel a sense of fuléillment Knowing ' 5.43 5.48
that the Coast Guard serves the public?

Do you discuss things you don’t like about 5.2¢9 4.1z
the Coast Guard with the people you work

with? ' '

Would it be difficult for you to afford to 3.43 4.44

get cut of the Coast Guard at the end of your
enlistment?

Are you very excited about some aspects of o 4,71 . 4,94
the Coast Guard but very disappointed about

others? ,

Do you decide not to do all ar part of what 2.68 2.12

is expected of you on the jcb?

Are you satisfied with your dealings with 3.43 4,76
senior personnei?

Do you wonder how certain palicies, that .may 5,71 4.88
seem useiess to you, were ever created?

Do you have so much invested in retirement 3.86 4.56
benefits that getting out of the Coast Guard '

" before you qualify for retirement would cost
you more than you are willing to give up?




(Asked only of E-5 and above) TO WHAT LXTENT ...

Are the people who work for you today 2s qood

- as those who worked for you in the past?

Do ycu feel that people who graduzte from
recruit training today are less capable than
was the case when you joined the Coast Guard?

Do you think that, in general, the people
Jjunior to you are capable of getting the job
done?

Are the people who work for you easy to
supervise?

5 28

5.8

5.33

4.82




RESPONSES TO SCALES

RESENTMENT

WILLINGNESS T0 EXERT EFFORT

SENSE OF WELPLESSNESS

INVESTMENT

WILLINGNESS TO JOB HUNT .' .
CONGRUENCY OF REAL AND I1DEAL CG
SKILL RELEVANCY TO OUTSIDE JOBS -
SATISFACTION WITH THE JOB
SATISFACTION WITH FUTURE ASSIGNMENTS
smxsmtrlm WITH SPECIALTY
SATISFACTION WITH PEERS

SATISFACTION WITH SUPERVISION

COMMITMENT TO THE CG

‘COMMITMENT TO PHILOSCPHY AND MISSIONS

SATISFACTION WITH AS31GNHENT POLICIES
SATISFACTION WITH SUPERVISORY SUPPORT
SATISFACTION WITH WORKLOAD
SATISFACTION WITH ADVWANCEMENT POLICIES.
SATISFACTION WITH CONTROL OVER JOB

SATISFACTION WITH GROOMING, CEREMONY

_ PERCEPTION OF MARKETABILITY |
SATISFACTION WITH TREATMENT BY SENIORS

DISPARITY OF INITIAL EXPECTATIONS -

SATISFACTION WITH FIRST OUTY STATION

LEFT
4.83

5.44

4.58

 3.32

4.79
2.57
4.83
3.95

1.85

3.7

466

3.08

4.54

2.14

STAYED

.99 #a
.21

4.28 #»

4.89

4.38 »

S5.81
3.23 »
S.46
5.26
3.41
3.54
é.18
3.34 »
5.40
3,22
4.79
S.34 we
4.19
3.34
3.12 »
s.51

4,746 we




>
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SATISFACTION WITH HOUSING
SATISFACTION WITH GEOGRAPHIC AREA

SATISFACTION WITH EQUIPMENT, TOOLS

SATISFACTION WITH WORKING CONDITIONS .

SATISFACTION WITH FORMAL TRAINING
SATISFACTION WITH ON THE JOB TRAINING

“OFTEN PUT OFF WORK?

OTHERS HARD TO WORK WITH?

LIKE MISSIONS BUT bISLIKE POLICIES?
CURRENTLY JOB HUNTING?

AVDID OWNERSHIP OF WORK?

POLICIES IN YOUR BEST INTERESTS?
INTERNALIZE FRUSTRATION?

OTHERS GET ON YOUR NERVES?

- MANY SENIOQRS LESS' COMPETENT?

© DISCuss FRUSTRATIONS WITH OTHERS?

DECIDE NOT TO WORK? |
WINDER HGJHPOLICIFS ARE CREATED?
CONTROL OVER ASSIGNMENT?

LOVE BUT HatE?

OLP SPECIALTV

OLP GEOGRAPHIC AREA

- OLP STANDARD OF LIVING -

OLP JOB SECURITY
OLP COAST GUARD

OLP LEADERSHIP

4.88
4.14
3.57
2.71

3.43

4.71

4.29

2.88

S.29

3.29

4.43
4.43
.29
2.9
5.7
3.9
5.1
1.4
2.8

3.4

) 2.1

1.7

4.33 #
4.76
4.31
4.58
5.89

4.79

2.85

3.48
4.21
1.79 a»
2.12
3.97
4.26
3.26
4.29

4.12

2.12

4.88

4,74 »

a.41
1.00
1.26 s

2.85

3,26

3,76 »

2.8%
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TO WHAT EXTENT DO YOU FEEL THAT THE COAST
GUARD’S POLICIES ABOUT THE FOLLOWING PAYS AND
ALLOWANCES ARE IN YOUR BEST INTEREST?

Basic pay? 3.84 | 95.83
Selectiue'reen!istmeﬁt bonuses? 1.57 3.15 # T
Flight pay? | 2.6 3.48
Career sea pay? o . 4.43 ' 5.45
Diving Pay? |  2.88  3.65
Variable housing allowance? . ' 2.33 5.83 x»
Travel allowances? . 3.88 5.60 =
Dependent allo&ances? » ' 2.49 4.42
Famify'sepafation allowance? 2.33 3.94
Flight deck Hazardous duty pay? , 2.25 3.42
Proficiency pay? 1 , 1.88 - 2:84 *

TO WHAT EXTENT ...

Do you feel that the policy of paying special 3.84 4.85
and incentive pars (like SRB, flight pay, or

career sea pay) in order to make sure that

there are enough people in the right Jobs at

the right time is a good i1dea?

. Do you feel that it is a good idea for people 5.80 3.97°
to be paid bonuses or special ,pays based on ' -
"~ the requirements of a spccnf:c billet?

Do you 600! that it is a good idea for people - $.57  S5.1%
to be paid bonuses or special pays based on:
the.r individual performance?

Do you feel that Variable Housing Allowances | 2.58 3.29 .
actually reimburse people for the cost of
housing in their area?




Do you feel that Variabl¢ Housing Allowances
are fair, since many penple whc live in
government housing do nct draw this
allowance? ' :

Do you feel that is a good idea to pay

different amounts to people based on the
number of dependents they have?

TO WHAT EXTENT ...

Do you do your grocery shopping at

commissaries?
Do you shop at exchanges?

How much do you think you save on your food
bills by using Commissaries?

1. None at al)

2. Less than 5/

3. Between 35/ and 168/ -
4, Between 187 and 15/
S. Between 135/ and 20%
é. Between 207 and 25/
7. More than 2%/

How much do you feel that you save by
shopping at exchanges instead of local
department stores or ordering through

~ catalogs?

1. None at al}

"~ 2, Less than S¥%
3. Between 5/ and 19/
4., Between 187 and 15/
S. Between 157 and 28%
4. Between 207 and 25/
7. More than 254

TO WHAT EXTENT ...

Are you satisfied with the medical treatment
ycu have received while in the Coast Guard?

Are you satisfied with the medical care your
dependents have received?

Are you satisfied with the dental care you
have received while in the Coast Guard?

4.88

' 3-43

2.83

3.57

3.17

2.71

3.14

2.%9

4.14

4.91

3.91

4.33

3.7¢

3.91.

2.88

4.356

- 4.10 «

5.989




Are you satnsfued with the dental care your
dependents have received?

Has CHAMPUS worked for you and been easy to
use? '

Do you feel . that the insurance coverage
offared to you through the Serviceman’s Group
Life Insurance Plan is adequate to meet your
life insurance needs’

Do you feel that retired pay is adequate to
help people make the transition to a seconcd
career?

TO WHAT EXTENT ...

Do you feel that most people who retire from
the Coast Guard pursue a second career?

14 you decide to make the Coast Guard a
career, do you feel that you will be losing
money in the long run?

Do you think the Survivor’s Bene$it Program
is a good idea? .

Do you think retired pay should be adjusted
for inflation?

Do you think you would receive good medical
care from the service after you retired?

‘Do'you think you would ~eceive good medical
care from the service for your dependents
after you retired?

Do you think you would receive good dental
care from the service for yoursoli after you
roturod’

Do you think you would receive good dental
care from the service for your dependents
after you retired?

1.48
1.58

3.71

3.29

6.57

4.29

- 3.33

6.71

2.7

2.33

2.71

2.00

............

3.50 *
3.57 *

3.21

- 3.97

é.26

3.97

4.19
6.74
4,29

3,58
3.48

2.33




AVERAGES OF VARIOUS DEMOGRAPHIC VARIABLES:

Tot;l time in service in ye:rs: ia.e7 14.81

Average age in years: 34.71  34.52
Time at unit: ' Between 6 mos and 1 year
Stated intent to leave or stay: ' ) 3.86  5.88
Average performance marks: ' - 4.7{ 4.83

FREQUENCY DISTRIBUTIONS OF VARIOUS DEMOGRAPHIC VARIABLES:

(Example: Number of E-65 who left expressed as a percent of all in samble who
ieft was 42.85. Number of E-és who stayed as a percent of all in sample who
stayed was 44.12.)

Percent in category

LEFT  STAYED
Pay grade:
. E-4 28.57
E~S o 11.75
E-¢ ' . 42,85 44,12
E-2 28.59
. E-B 14.28 11.77
E-9 ' 14,28 11.77
Marital status: Single 14,28 14,70
Married, spouse not working 42.84 32.33
Married, spouse works ~ 28,57 41.18
Married, separated o . 9.88
Divorced, widowed, etc. 3.88
Number of dependents living at home:
None 8.80
1 or 2 ' - %2.14 55.88
‘3 or 4 ' 42.84 29.41
Sor é ‘ 5.88
~Level of education: Some high school 14,29 2,94
' ‘ High school or GED S57.14  38.24
Some - college - 28,37 52.94

Bachelor’s Degree - . . 'S.88

. S,




7-85

v e g o

e




