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EXECUTIVE SUMMARY

This study was done for the Professional and Military Training Advisory
committee (PMTAC) at the U. S. Coast Guard Academy. It was undertaken to
determine the specific tasks which newly commissioned Academy ensigns were
the most and the least prepared to do at their first units. The ultimate
-oal was to indentify areas where emphasis at the Academy should or could be
shifted to improve the readiness of the Ensign to "best" perform his on her
duties afloat.

Multiple administrations of a survey instrument were used to collect the
necessary information. The Class of 1980, their Commanding Officers, and the
Academy staff were used. Pregraduation (May 1980) and post-graduation (Jan
: 1 and Sep 81) survey data were collected from matched pair samples. In
adaition, performance appraisal data (Mar & Sep 81) were also collected.
Various statistical analyses were done with the data. The results of these
.". nalyses were used to formulate the study finding. Where possible,
rccouimendations are provided.

In summary, the findings showed that the "duties of Ensign afloat" are
viewed much differently by the Ensign and his or her Commanding Officer.
Commanding Officers view the job as composed primarily of OOD duties while
.7nsigns see their jobs as being primarily a division officer. Tasks which
Comwanding Officer report as most important are also those at which Ensigns
have the greatest skill. The data show that celestial navigation is viewed
as one of the least important task to unit operations. The data also show
that Ensign writing skill is neither a particular strength nor a weakness.

Attitudinal and expectation data were also collected to assess how
prepared the Ensign is to "fit" into the organization. These data showed
that the Academy staff and field Commanding Officers share very similar sets
of attitudes and expectations. New ensigns do not share these same attitudes
and expectations. Where the differences between the Ensigns and Commanding
Officers attitudes and expectations are greatest, negative trends in
performance and organizational continuation intentions were found.

The study does provide a methodology which could be used to gather
valuable date about Ensign performance and orpanizational "fit". To im.prove
.* v'{ n in the fut re, all questionuare response Sci.le3 should '-e at least
--point scales. The mathodology for resampling CommandLn- Oficers shoul;d
;,1-ure that adequate matched pairs are surveyed. In future studies,
ouniidaration should be given to broadening the scope to per,.it determining

.,,: well prepared the Ensign is for engineering dutics nfloat.



SUMALRY AND RECOMZIENDATIONS

SUkMM\AUY OF PURPOSE AND 4ETHODOLOGY

This research was undertaken to gather data about present
strengths and weaknesses of the Professional and Military training at
the Coast Guard Academy. Past research by the Professional and
Military Training Advisory Committee (PMTAC) had pointed out that
field commanders were not satisfied with Academy graduates (PMTAC,
1977). These field surveys all pointed to the same basic issues, that
both the Ensigns and the field commanders felt that the Ensign was
unprepared for dealing with "the general duties of Ensign afloat".
Further studies conducted by Human Resources Research Organization
(1974) and North Carolina State University (1978) support these
claims. In an effort to more clearly and systematically identify
"problem areas", this study has been somewhat more detailed, looking
at some of the specific tasks which Ensigns perform in their first
assignment.

Underlying this research is the social learning theory as
postulated by Bandura (1977). This theory states that people tend to
place a subjective value on each task they might be required to do.
Then, based upon this value and the particular knowledge, skill, and
experience of the individual, certain expectations about the tasks are
formed before the task is performed. It is very likely that the
expectat-ions of the job will tend to vary considerably from individual
to individual. Research has shown that motivation and performance
will likely be influenced significantly by these expectations.

Field Commanding Officers also have an idea about what the
Ensign's job will be, as well as a set of expectations about the
knowledge level, skill level, and attitudes of the graduates whom they
will receive. There is a considerable body of research which
indicates that people's observations of performance are influenced by
their expectations. One goal of this study was to identify and
quantify the expectations of the cadets and of their prospective
Commanding Officers just prior to graduation. We hypothesize that the
greater the disparity between these sets of expectations, the greater
the perception of field commanders that the graduates were not

* "...ready to assume the general duties of Ensign afloat."

The subjective perception of "lack of readiness" is frequently
attributed to the Academy as a training deficiency. This research
attempts to identify the skill and knowledge deficiencies that do
exist. In addition, we want to determine what unrealistic
expectations (both those of the cadets and their COs) are contributing
to the problem. Finally, we want to examine the attitudes and
performance of Ensigns longitudinally through their transition from
cadet to Ensign. Our goal was to identify the strengths and
weaknesses which could be attributed to the Academy process.

By identifying areas of strength and weaknesses, it was our hope
that action could be suggested to either modify the Academy PMT
curriculum to better meet the needs of the field or to alert the field

J[ " ~ ~ ~~II lnII ,,



where they expect something different than the Academy can offer.
Either action would go far towards reducing the present frustration of
both the Ensign ("They never told me this was the way things would
be!") and the field commanders ("What are they teaching these 'Kids,
anyway!").

The basic research methodology involved repeated surveying of the
Academy Staff, the Class of 1980 and the CO's of the units to which
they were assigned. Surveys were administered in May 1980, January
1981, and September 1981. Fitness report data were collected for the
sample for the 30 September 1980, 30 May 1981, and 30 September 1981
reporting periods.

SU -UARY OF JOB CONTENT RESULTS

To indicate the Cadet's perception of the job, we will indicate
only those tasks which were selected as very likely to be a part of
the job and those very unlikely to be a part of the job: Cadets
reported that they would be supervisors. At least eight of the 20
most frequently selected tasks dealt with supervision. These include
funtioning as a supervisor, dealing with enlisted people, enlisted
performance appraisal, and setting standards of performance. A second

V. cluster deals with oral and written communications, grammar,
structure, and format. The cadets feel that they will be making
decisions, conducting inport drills, using radiotelephone procedures
and conducting pre-mast investigations.

They list as least likely that they will be dealing with the
press. They also predict that they will not be in Weapons Department
(ASWO, GUNO, FIRST LT) or in Operations Department (OPS, CICO,
OCEANO). Apparently cadets expect to be either in engineering,
communications, or the navigator.

Commanding Officers, on the other hand, felt that the cadets
would be primarily deck watch officers, performing tasks related to
navigation, piloting, shiphandling, maintaining logs, and position
fixing. Secondarily, they felt that cadets would be supervisors, but
with much less emphasis than that predicted by the cadets. COs agreed
that the cadets would need oral and written communication skills. As
far as specific job titles were concerned, COs indicated only that the
cadets would not be in supply, nor act as ASWO or OCEANO. They also
agreed that cadets would not be dealing with the press, and added
contractors to that as well. In summary, the major differences are
that the cadet sees himself as primarily a supervisor, with few deck
watch officer tasks listed. Their COs see the cadets job to be
primarily as a DWO with supervisory tasks second. The Academy Staff
responses were much closer to those of Commanding Officers than of
cadets.

Looking at skill predictions, cadets felt most skilled at
navigation and DWO tasks, log keeping, acting as a subordinate *and
executing the sword manual of arms. They felt least skilled at Supply

a nd Weapons related jobs, maintaining budgets, planning, and
conducting technical training for their divisions. Commanding

2



Officers felt that the cadets would be proficient at DWO and
navigation tasks, communicating orally and in writing, service
etiquette, acting as a subordinate and dealing with other JOs. They
predicted skill deficiencies in conducting technical training, career
counseling, reenlistment, interviews, and a few other supervisory
tasks. They agreed that cadets would have little skill in supply
related tasks, or in dealing with contractors. They also predicted
little skill as boarding officers. Academy staff responses were
midway between the skill predictions of COs and cadets.

After the Ensigns had been at their units for eight months, their
perception of the dontent of their job had changed very little. There
was an upward shift of the frequency of communication and
administrative paperwork tasks, and a slight downward shift of
supervisory tasks. Ensigns predicted a strong supervisory role and
subsequently report only a slight difference between their prediction
and the reality of the job as they view it. Of the tasks listed as
not being part of their job, the Ensign's predictions had been very
accurate, only career counseling being added to the list of tasks

r which they report not doing. All in all, cadets report the job to be
very much like they expected it to be.

The actual job content from the COs perspective is different from
the job content reported by the Ensigns. The CO sees the Ensign
primarily performing a group of DWO and position fixing/navigation
tasks-. This cluster makes up over half of the Ensign's job as far as
the CO is concerned. Other clusters are oral and written
communication, acting as a supervisor, performing performance
appraisal for subordinates, acting as inport OOD, conducting pre-mast
investigations, and determining the material resource needs for their
divisions. The COs listed a number of specific jobs as not belonging
to the realm of the Ensign, i.e. department head positions, OCEANO,
ASWO, supply, and First Lieutenant. They also indicated that Ensigns
did not speak publically or deal with the press, perform in repair
parties, use NBC monitoring equipment, take a vessel in tow, or use a
sword or march.

After being on the job for eight months, Ensigns feel themselves
to be highest skilled at navigation, piloting, and other DWO
position-fixing tasks. They also feel skilled in writing, formal and
informal investigations, inport OOD (including training QMOWs, and
inspecting liberty parties) and "acting in a subordinate capacity" (we
do not know what this means to the Ensign).

The Ensigns report having little skill at various specific jobs:
Supply, all WHEC Weapons Department jobs (ASWO, GUN, etc), and boating
officer. They also report little skill at using NC monitoring
equipment, at coordinating fund raising or official social functions,
and at conducting careers development and reenlistment interviews.

Commanding Officers report the lowest Ensign performance includes
specific jobs (Weps Dept, ASWO, Deck, GUN, Supply, OCEANO, etc),
ship/air operations, both conducting and planning technical training,
and career development and reenlistment interviews. There appears to
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be little difference, then, between the COs report of the Ensign's
skill and the Ensign's self report.

SUMUIARY OF EXPECTATIONS RELSULTS

Cadets, while still at the Academy, feel that the Coast Guard is
generally a "healthy" organization. They see :formal organizational
structure as the strongest point. They expect that productivity is
important and valued by the Coast Guard. On the other hand, human
resource use and the ability of the organization to manage
interpersonal conflict were perceived as weak.

Cadets describe themselves as being committed to the missions of
* the Coast Guard as they see them; having high self-confidence and a

strong orientation toward teamwork. They have pride in the Coast
Guard, feel that the members of their peer group are also oriented
toward teamwork, and that it is important for a leader to have power.
They also feel that their power base is not necessarily a function of
position, but must include consideration for subordinates as well.
They irdicate that acceptance of authority should not be followed

* blindly, irust other people, and do not feel victimized or resentful
of their Academy experience.

I ' With respect to general expectations, cadets feel assured of
promotion to Lieutenant, expect to make the Coast Guard a career,

r expect to spend between 51 and 60 hours a week on the job and expect
to spend a high proportion of timed in routine tasks. They feel that
their performance will significantly impact the workload of their
peers. They do not know exactly what jobs they want, feel that they
will have little control over their jobs, that they will have little
opportunity to display creativity, and they they will do little long
range planning.

After being at their first assignment for eight months, the
* Ensign's attitudes are somewhat different. The Coast Guard is seen as

even healthier with only human resource management seen as weak. This
also holds true sixteen months after graduation. Responsibility and
self confidence remain high through sixteen months; resentment, amount
of long range planning, and use of their own creative efforts remain
low. Ensigns feel that they are even more team oriented, feel a
stronger desire to avoid certain jobs, that their jobs include much
red tape, that they work long hours, and that their chances for

promotion are somewhat less than earlier predicted, but still high.

Originally they felt that they would have little control over the
Jobs they got. This feeling of control increased somewhat at eight
months, but decreased to an even lower point at sixteen months. They
also feel less and less that either they or their peers are working at
full capacity, or that they will have to work hard for promotion.
They feel that their chances for having their own command within their
first five years (originally moderately good) are poor.

Overall, the differences over time can be summarized by saeying
that Ensigns think that they are not working as hard as they expected,
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that their performance has less impact than expected, that they have
little opportunity to use their creative talents. They feel
self-confident, responsible, more team oriented, and less committed to
the Coast Guard. This latter idea is reflected in the attitude scales
and again irt career intentions, which fell off significantly with
time. The Ensign at sixteen months is less sure of a career in the
Coast Guard.

Commanding Officers of the field units to which the Ensigns were
assigned agreed that the Coast Guard was basically healthy and that
the way in which human resources are managed was weak. This held true
for both the May 1980 and January 1981 survey administrations.

In stating the way they hoped Cadets would respond to the first
survey, Commanding Officers want an Ensign who has a high sense of
responsibility, is committed to the missions of the Coast Guard, is
self confident, has a strong team orientation, and is committed to the
Coast Guard as an organization. They want the Ensign to be results
oriented, to have high trust, and to understand the need for personal
power. The Ensign should be highly committed to a career in the Coast
Guard. The Ensign also should feel that he or she will have to work
hard for promotion, will have to work at full capacity and will have
ample opportunity to implement original ideas. However, COs indicate
that the Ensign should not expect to do much long range planning or
put forth creative effort. They also think that the Ensign should

V expect to have to deal with considerable red tape. The Ensigns should
also not expect much control over their jobs.

Staff res-tonses were very similar to those of field COs. The
onily differences were that the Staff indicated that Ensigns should not
expect to be involved in lifesaving.

Comparing the responses of the three groups shows only minor
substantive differences between the field COs and Staff. COs
indicated that the cadet would have higher levels of resentment and
feelings of victimization about their academy experience and a greater
propensity to originate new ideas. COs leaned more towards results on
an effort-results continuium, than did the Academy Staff (i.e. "Working
hard is far more important than getting results").

However, there were differences between the responses of the cadets
and those of the Staff and COs. In general, the Staff's and CO's
hoped-for responses were of considerbly greater magnitude than the
cadets. The differences appear not so much as a different ranking
(those constructs hoped to be high were rated as high by cadets) but
as a matter of degree. There were statistically significant
differences on 13 of the 17 attitude scales and 8 of the 23 general
expectation items.

These data show that both CO's and staff desire a greater degree
of commitment, responsibility, pride, etc. , than the cadets report.
C0s and Staff want the cadet to feel that he (the cadet) will have
more opportunities to be original and creative than are reported by
the cadets. COs also desire a stronger response on the "we'll have to



work hard for promotion" item than the cadets gave. Cos and Staff are
relatively sure of the cadet's eventual promotion to Comander.
Cadets are less sure. CO's hope for a much higher career/continruance
rating ("I will probably stay in the Coast Guard for 20 years, buat no
longer") than indicated by the cadets ("I will probably stay in the
Coast Guard beyond ml initial obligation, but not for 20 years ").

The field responses to the second survey can be put in the
perspective of the difference bet-ween what the CO wanted the Ensign to
say and how he feels the Ensign will respond now, after seeing the
Ensign's performance for eight months (hope or expectation vs.
observation). Specifically, COs feel that the Ensigns are less
committed to missions, display less individuality, more trust, ore
resentment, a higher sense of being victimized, a lower sense of
responsibility, are more effort than results oriented, and have less
pride in the Coast Guard than they had hoped. These differences on 8
of 17 scales are significant, indicating considerable differences
between the hopes and observations of the COs about the Ensigns.

The COs felt that Ensigns report more personal control over their
jobs, a correct prediction. They also correctly predicted a decrease
in the Ensign's perception of his necessity to work hard for
promotion; and that his performance, good or bad, impacts the workload
of peers. COs also feel that Ensigns will have less desire for
particular jobs than they reported on the first survey, and less

4 chance of having their own command.

SUIMMARY OF PERFORMANCE REPORTS RESULTS

The survey results were analyzed along with fitness report marks
for three periods in an attempt to determine the best predictors of
performance (overall Performance on the report). Section 3.3.2.1 of
this study report discusses the findings. In summary, demographic
variables and reported skill differences were not useful in predicting
the distribution of performance marks, i.e class standing, major, sex,
race, etc. did not prove to be sipnificant predictors of high or low
performance. From this, we can speculate that we have not found any
skill variable which can be called a strength or weakness of the
Academy professional and military training process. On the other
hand, attitudes, perception of organizational health and general
expectations were somewhat useful in predicting high and low
performance ratings. By combining job expectation disparity and
attitudinal data, the researchers were able to account for over 96% of
the variance in performance marks. These results demonstrate the
significance of attitudinal arnd expectation match in the perform-ance
rating process. The data suggest that the Academy can be of greatest
help to the new Ensign by ensuring that the graduate's attitudes and
expectations match those of the Coast Guard they are entering.

FINDINGS AND RECOM24NDATIONS

Using the results of this research, the researchers have been
able to extract several findings which are directly related to the
hypotheses formed at the outset of the study. Only those findings
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which were felt the most significant, were well supported by the
study, and were directly related to the goals of the study are
incl~uded in this section. The researchers have taken the liberty Of
providing some other observations and recomr-endations which they
consider very important. This section may be of value to the PYrTAC in
formulating input to the Superintendent.

Ensigns and Commanding Officers view the priority of the tasks which
are part of an Ensigns job as being different. Dividing the Ensign's world
of work up into two categories - OOD tasks and Division Officer tasks, the
Ensign see the job as composed primarily of Division Officer tasks.
Commanding Officers view the job as composed primarily of OOD tasks.

FINDING: The Commanding Officer, The Ensign, and the Ensign's super-
4 visor interpret the Ensign's job in different ways.

RECOMMENDATIONS:

1. Periodically, steps should be taken to identify the
scope of the Ensign's job. This should include
inputs from multiple sources - the Commanding
Officer, the Ensign, the Ensign's supervisor, and
others who might be able to contribute significant
information.

2.The Academy should take steps to insure that
graduating Ensigns are aware of the tasks which
Commanding Officers consider to be the most
important parts of their jobs.

This study identified, from a list of over 100 tasks, those tasks (1)
which are most part of and most not a part of the Ensign's job, (2) which
are of greatest and least importance to the job, and (3) at which Ensigns
have the greatest and least skills.

It must be realized that, when asked, Commanding Officers will
normally be very able and willing to differentiate between what the, see as
the strengths and weaknesses of the Ensigns who they receive. They will
also tend to be much more sensitive to weaknesses. It is very likely that
these same weaknesses will be attributed to the Academy training process.
This research does not show any major areas of skill deficiences which can
be traced to the A-cademy. Instead, the Academy appears to be preparing the
Ensign (in a commendatory fashion) for the job as the CO sees it.

FINDINGS:

1. Tasks which CO's report as most important are also those at
which the Ensigns have the greatest skill. These are pri-
marily OOD tasks.
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2. Many tasks which the Ensigns report as part of and most
important to their jobs are not reported as tasks for which-
the Ensign is most skilled. These are primaarily Division
Officer tasks for which experience has be-en the most
accepted teacher.

RECOITiENDAT ION:

The Academy should continue efforts to provide opportunities
for cadets to learn and use their leadership skills in their
daily lives.

3. The data show that celestial navigation is viewed by
Commanding Officers as one of the LEAST important tasks
to the unit operation.

RECOMMIENDAT ION:

The Academy should look at the emphasis given to celestial
navigation in the classroom and on cadet cruises. This may
be an area where time can be gained for other professional
training.

4. The study does not provide evidence that writing ability of
the graduating Ensign is either a strength (most skilled) or
a weakness (least skilled).

When the study data and field reports are combined, it is
apparent that a "problem" does exist from the perception
of the Commanding Officer. In reviewing the data, we
believe that the problem is, at least for the most part,
due to format and style difficulties.

RECOMMENDATION:

The Academy should make every effort to increase the
awareness of cadets about the general format and style of

* written materials, e.g. letters, memos~instructions, and
reports, in the Coast Guard using actual manuals and
instructions wherever possible.

Probably the most significant findings of the study came from the data
collected about additudinal variables. It is these variables that tend to
provide information about how well individuals "fit" the organization and
particular unit to which they are attached. Data were collected about
Ensign personal characteristics, organizational characteristics, and Coast
Guard lif e (both today and career) from Commanding Of ficers, Academy staf f
members, and members of the Class of 1980.

8



FINDINGS:

1 . Field Commanding Officers and the A.%cademy staff share very
similar attitudes about the Ensign and the Coast Guard.

2. Cadets do not share those same attitudes just prior to
graduation.

3. Where the difference between these two sets of attitudes is
greatest, the study found that attitudes and the reported
performance of the Ensign declined over time.

RECOMMENDATIONS:

1. The data from this study suggest that *the Academy can be
greatest help to the Ensign and the Coast Guard by
placing increased attention on shaping the attitudes of
the Ensign to match the Coast Guard they are entering.

2. Both survey and anecdotal data suggest that a major need
exists for increased emphasis on accountability as an
expected and important part of the way we do business in
the Coast Guard.

4. The study does show that CO's expectations of the Ensign's
skills and attitudes may not be accurate in many cases. The
resulting mismatch between expectations and reality appears
to contribute significantly to the differences in performance
levels which CO's report.

RECOM~MENATIONS:

1. The Academy should consider publishing information
e.g. Alumni Bulletin articles, to the field about the
skill level and attitudes of the graduating Ensign.

2. The Academy should consider continued research to
maintain accurate data about the best Ensign-Coast
Guard attitudinal "fit".

9



ADDITIONAL RESEARCHER OBSERVATIONS:

Determining the best set of professional and military skills to be
taught at the Academy is a complex process - one that should begin at the
job and work back. There are many critical skills (such as shiphandling,

supervision, and communications skills) which are, and should be
unquestionably part of the curriculum. There is also a large body of
knowledge that must be absorbed (safety, career information, personnel
systems, fiscal systems, service behavior, etc).' There are still other
things that are not learned because of their relation to a specific
job-skill (military drill, for example) but because they contribute to a
process - the development of certain attitudes or values, rather than to
perf o ances.

In the opinion of the researchers, the relationship of the various
segments of PMT should be classified in this way, or some similar way, not
from the curriculum out, but from the job of Ensign in. This will better
enable the Academy to measure its effectiveness at the macro-level and, if
necessary, at the micro-level, i.e. specific skills and knowledge wirhin a
more general category.

From our research, we can conclude that the Academy is doing an
excellent job of preparing prospective deck watch officers. We can also
conclude that the development of supervisory skills is at a much lower
level and is, in general, not perceived as adequate (at least by the
Ensign).

There is considerable research to support the ideas that training
which can be applied is more effective. In addition, the closer the
opportunity for application is to the training, the more likely the skill
transfer to the workplace is to occur. Similarly, skills which are modeled
in the workplace by those around the student tend to be acquired much more
rapidly than non-modeled skills. Skills which are not modeled will tend to
be discontinued.

Many skills can be trained at the Academy: but because of the military
structure, environment, and traditions, many can't. Not all Cadets can be
trained to be leaders, simply because not all Cadet- have sufficient
opportunity to lead. Cadets cannot be trained to tieal with enlisted
personnel", but they can be trained (to a limited degree) to deal wi:h
other p . These skills can be trained, but historically they will not
be used =ithin a structure that does not nurture their growth. We would
recommend only training the supervisory skills necessary to effectively
operate in the field if these skills are used to supervise cadets while at
the Academy.

As the process of training these skills proceeds, it will be necessary
to determine if the skills are being transferred to the first assignment.
If not, other causes, including the internal Academy structure, will
require investigation. Until these obstacles are eliminated, further
fine-tuning of the training process will probably have little impact on
skill transfer. Other changes will be required to achieve the desired
impact.
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Section 1: Introduction

Since its beginning in 1975, the major focus of the Professional
Military Training Advisory Committee (P:.TAC) has been to act as a
feedback gathering body; to advise the Superintendent. U. S. Coas:
Guard Academy, of the concerns of field Uomanding Officers as thos.
concerns apply to the preparation of Cadets for their roles as
Commissioned Officers onboard ships. The charter for the Com.-itzee
(CO JMT INST 5420.20) called for the Co'ittee to "review and make
recommendations concerning the Academy professional and militarv
training..." in order to insure that graduates were prepared to
successfully perform their shipboard duties. To ascertain the
effectiveness of this preparation process, the PMTAC has frequently
asked field officers for their subjective input.

In the winter of 1976, the officers of the classes of 1973, 19Y4,
and 1975 were surveyed by the PMTAC, along with 150 Commanding
Officers, Executive Officers and Engineer Officers on major cutters.
The purpose of this survey was to "...identify existing field

*1 problems..." related to the Academy curricula, the degree to which
graduates were prepared for their entry level jobs, and the meaning of
"entry level" to field personnel (PMTAC 1977). The results of this
survey are summarized in the U. S. Coast Guard Academy Alu-ni Bulletin
(Jan!Feb 1977), but it must be noted that field officers expressed
their concern that Academy graduates were not "...ready to assume the
general duties of ensign afloat...and..."able to satisfactorily
perform as division officer(s)." None of the officers reported that
graduates were -excellent or above" in preparation. In fact, most
responded that the graduates were "below satisfactory in preparation
for every duty." (PF.TAC, 1977). Particular deficiencies were noted in
duties involving administrative paperwork.

The results of this data gathering effort were very general but
nonetheless, useful to the PHTAC and to the Academy. In conjunction
with a 1972-1973 Junior Officer Job Task Analysis conducted by Hu=an
Resources Research Organization (Powers, Caviness, Jacobs, and Maxey,
1974) this information resulted in a steady effort by the Academy to
establish Professional Competency Objectives (PCO's), the firs: s.ep
toward generating performance standards for junior officers.

Additional field surveys were conducted in the winters of 1976-77
and 1977-78. The purpose of these surveys was to assess the
effectiveness of the "Joining process" for the graduates of the
classes of 1976 and 1977, respectively. Instruments -ere sent to the
ensigns asking about their problems (in the transition betwen the
Academy and the field) and perceived strengths and weaknesses. A
parallel instrument was sent to field CO's requesting their
perspectives of the same issues. In su.mary, both surveys indicated
that the logistic transition was not difficult, but that the ensign
felt that he wab unprepared for both dealing with s,,bordinares and the
administrative workload that confronted him. (P.MrTAC, 197 7a).

The general'thrust of all of the Committee's resC.rch to date
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indicates a perception by both field and the graduate that some sort
* of a mismatch exists between the graduate and the job. The

Professional Competency Objectives were a major step in confronting
this mismatch. Now that the broad problem has been addressed, a more
specific approach is necessary in order to determine the specific
areas of mismatch. In other words, additional, more refined data are
required.

This study is designed to help meet that need. At the Fall 1978
Committee meeting the idea of refining the data gathering effort was
discussed. Chief, Leadership and Management (LAM) Program, Yorktown,
7A was asked to examine the possibility of using LAM resources along
with Academy expertise to develop a research methodology. In doing
so, considerable research was conducted on past PMTAC recommendations,
the West Point. Study, the HUMMR~O report (1974) and the Training
Requirements Study conducted by researchers at North Carolina State
University in 1978. In addition, the literature on the entire process
of organizational entry and socialization and the social learning
theory were consulted. A summary of that research related to the
Academy - field transition is presented here, and serves as the
theoretical foundation of this study. The process of organizational*
socialization may best be described as the process of "learning the
ropes-.

Many theories of organizational socialization are useful in
understanding the thrust of this study. The first is an adaption of a
theory postulated by Schein (1971). Schein, one of the major
i-vestigators of socialization, has well described the importance of
thxis process:

"The process is so ubiquitous and we go through it so often
during our careers that it is all to easy to overlook it. Yet it
is a process which can make or break a career, and which can make
or break organization systems of manpower planning. The speed
and effectiveness of socialization determine employee loyalty,
commitment, productivity, and turnover. The basic stability and
effectiveness of organizations therefore. depends upon their

ability to socialize new members". (Schein, 1968, p.2)

Other researchers examine organizational socialization as a
developmental process with specifically defined career phases:

1. Pre-entry
Preparation, education, anticipatory socialization
(expectations). The individual has become an aspirant or
applicant.

2. Entry (transition)
Recruitment, testing, screening, selection, acceptance;
induction, orientation. The individual is basically a
"recruit"

3. Basic training (novitiate)



Training, indoctrination, testing of the ndcviduzl b7
others and the orEan_l.aior, tentatIve acce;tance.

4. Initia:ion (tran31i.-n)
Passage through first inne: inclusion boundary, aace:anze
as a menber, cci-ferrlng o:gani-a:iona! sta:za, -.ie of

5. First assi±.=en:
Gran:ing of res;onsibility, assign.en: to a spee:ific .:),
preparation for higher status, seeking *isbilir', fi
sponsors.

6. Prototion or leveling off
Passage th.rough hierarchical boundaries.

7. Second assignment
Processes as in 5 above. Individual is a fully accepted,
legitimate member.

8. Gaining of tenure

Individual becomes the "old timer".
9. Terminaion/exit

Rites of exit, testizonial dinners, etc.
10. Post exit

Granting of peripheral statvs, eneritus/alu.us.

This process appears to occur twice with respect to the
socIalization of Coast Guard officers: cnce at :he Acade- Ind aian
after graduation.

From interviews, the researchers feel that the cade: az:al"
experiences all ten phases of this process while at the Acade='. :he
first four stages, through the initiation transiticn (4th class year'
are obvious. Stages five through eight occur as the cade: aspires to
positions of responsibility within the reg ~en:a. structure. The
gaining of tenure, exit ritual and post-exit phases also can b.e seen
to parallel 1st class year, graduation, and acceptance as alu=i. 3
the time of graduation the cadet is well soclali:ed into :he culture
and life of the organization of the Academy.

Upon graduation this process repeats. The e.si, e..-e:iences
pre-entry anticipatory socialization with reference to -.is or her
first assignment ("this is how it will be"). Entry is the 'os. s:c o
transfer and reporting aboard. The novitiate is the :.-:cess c:
finding ones way around, and the "...here's how it reall: is;
things really work around here." Breaking in as deck watch office: is
also part of this process. An initiation of sorts occurs as the
ensign is psychologically tested by other me=bers of the arroo, a-
as cer:ain qualifications are granted. The ensi&n beco-es, usu..-'.
within a few months, a full fledged wardroom =ember. This process
usually takes longer for student engneers, since the7 are prti=a:i:
socialized into a different poup.

Upon acceptance by peers and seniors, the first regular
assignment occurs. This usually -eans that the officer tei.ns to
perfor as a divis. ofiIcer, and ccla'.erl d-:ias -- :
displayed skil le%.4l and tiva:ion are asf:. . .-- ...- .



responsibility is the concrete signal of acceptance. Preparation for
higher status (coaching) begins, and the ensign usually seeks a
sponsor or champion.

Over the course of the first tour, the ensign is usually
promoted, and may be assigned further duties or even moved to new
(horizontal) tasks. In some instances promotion to department head
(gunnery division officers to weapons department head) may even occur.
This may result in entering the "second assignment" phase. (In a
broader perspective, of course, reassignment, transfer, may be viewed
as-the second assignment.) The phase of granting of tenure begins
when the next group of graduating ensigns, report aboard. The "old
timer" is consulted for advice not only about specific duties but
about norms and values, and may even be a sponsor. Exit is usually
affected with a "going avay party" or the award of some form of
organizational reward (if warranted), and an official relief of some
sort, such as writing letters of relief, resource inventories, etc.

The post-exit stage is seen in such things as the CO saying
-... you may be moving on, but I'll always remember you as a GALLATIN
sailor!" Contacts are frequently maintained with peers for years
after the strong socializing experience of the first assignment. In a
micro-sense, this cycle repeats itself 10 or more times in a 20 or 30
year career. In a macro-sense, this cycle is a career.

This theory is especially relevant to this study in looking at
the cadet's anticipatory socialization (pre-entry) prior to first
assignment, through the "first regular assignment" or granting of
acceptance and responsibility at his or her first unit.

During the anticipatory phase of socialization near the end of
1st class year, the cadet develops a set of expectations, concerning
not only what he or she will be doing (task responsibilities) but also
about what role behaviors are expected, and how he or she will be able
to adjust to the norms and values of the work group and peer group.
There is a case for these expectations affecting performance. Of
course, the organization's expectations of the newly reporting
graduate may also impact their performance, either through the effects
of the self-fulfilling prophecy or because those managers having high
performance expectations of the new ensign are more likely to offer
challenging assignments. Part of this study is designed to address
these concepts, as described by the hypotheses.

Another associated body of research has to do with the
relationships between expectations and perceptions of reality (the
degree of disparity of these dual perceptions) and performance. It is
felt that the disparity, or expectancy disconfirmation, may contribute
to lower levels of performance. This too is addressed by this study.

A third area of theoretical importance is the concept of multiple
socialization. Many socialization researchers look at the overail
process; Feldman examines it from three distinct perspecti:es. Th)n is
socialization as the acquisition Of a set of appropriate role
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behaviors. This consists of the individual's acqu±iti:c. of role
definitioz, (:his is how vcu are expec:ed to ac: and -,rac Ou: -- u: :s
expected of you), and how the individual is ex:ected to m=a e
interg-rcup role conflicts. A second is socialia :c -as the
develop=en: of 7rofessional skills and ab_ -ies. This is one o 4
primary foci of the entire Academy ex:erience. :-e third is
sociali:a ion as ad usten: to the -or! group nors and values. -
dividing scciali:ation into these th.,ee. somewhat inter-e-nen.
aspects, a =ore specific understanding of the entire proces3 and icS
impact on performance may be achieved. This study will focus
primarily'on socialization as the development of professional skills
and abilities.

Given the problems addreised earlier, such as the potential
mismatch of expectations between cadet/ensign and field CO's ind the
research on socialization discussed above, we have formulated the
following research scheme and hypotheses:

1. Some attempt will be =ade to quantify the specific tasks
for which ensigns and field CO's feel that the ensign is
best prepared and least prepared.

2. An examination of the expectations of the graduate abou:his or her first assign=ent, both in the contex: of :asts
and attitudinal variables.

3. A" examination of the perceptions of the ensI..-s ad!:-:
they have been at their first assignment for at least s..
months.

4. Hypothesis 1: The difference between ex-ectazl.ons and
perceived raalicy, whether the e.sign's ex.ec:at"-.cns art
under-et or over-et (disconfi.ned), correlates "etrh
performance evaluation, both formal (fitness repor:s) and
informal (CO subjective perfor=ance ratings).

5. An examination of the expectations of field CO's about
the newly reporting ensign, both perfor=ance and a:t'tie.

6. An examination of the CO's ;erceptions of the ensie-'s
performance and attitude after he or she has been aboard for$ at least six months.

7. Hypothesis 2: The expectations of the CO about the -ew"
ensign will correlate with the ensign's perfor-ance rat:ngs.
High expectations will correlate with high perforrmance
ratings (which may or may not reflect high levels of
performance).

8. An examina&tion of the ensign's at:itude :hance abou:
self, others and the orgari:aztion as :e . .. ::-. :.a-es
from :he Acade=t to the fo:l..



A number of possible distributions exist within these scales.
For example, looking at pre-responses, the "A" col~u indicates the
job expectations. if this is high, and the other two columns low, it
would indicate a certain feeling of not only inability but low valence
or possibly unwillingness to perform that task as well. On the other
hand, high responses in all three columns may represent a high level
of motivation. Other combinations indicate varying degrees of
expectation, valence, and self-efficacy.

The same survey task list was administered to field Commanding
Officers. The differences lie only in the catgories of response.
Rather than attempting to measure job expectations, we wanted to
measure the CO's expectations about the ensign's skill (on the
pre-administration) and the CO's perception of actual job performance

(on the post-administration)-. On the first administration, column "A"
asks if the ensign will be doing it; "B" asks for the CO's prediction
(based on experience in similar -ituations) of the ensign's
entry-level skill at each task; and "C" asks how important it is to
the CO that this be a part of the ensign's job.

On the second adminstration of the survey to the field, the
inputs of the Executive Officer and Department Head were also
solicited. In this case, column "A" solicits the actual role of the
ensign ("Have they been performing this task?"); "B" solicits actual
(perceived) skill at the task; and "C" examines whether or not the
task is important to the operation of the unit.

The survey administered to the academy staff on both occasions
was, identical to the field pre-survey. The staff was asked to rate
the tasks by "A", whether the task would be part of the ensign's job;
"B" how skilled the ensign would be (prediction); and "C", how
important it was that the task be a part of the ensign's job.

(One hypothesis was that the responses of the ensign about his or
her job predictions would be very similar to the staff responses
because of the impact of the socializing experience.)

The first administraton included 104 tasks; in the second
administration, six tasks were added bringing the total to 110.

In the Job analysis mentioned above, analyzing the job of ensign
has resulted in the data provided in Table 2-1 with respect to the
tasks of this survey. For each survey task that was part of the job
analyses, the first column represents the percent of ensigns who
perform the task, the second column the relative time spent by those
who do perform it, and the third column the perception of formal
training required. This information is provided to demonstrate the
degree to which this survey represents the world of work of the
ensign. In other words, how representative is this lis: of -asks 'f
the Job of the ensign as determined by a very detailed analysis?
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Instra=*tat!cn

2.1 Job expectation:: (80211, 83212, 8V21 - first ad in
80261, 80252, 80263 - secornd ado'.

This Instrument was designed using interview data from 200
interviews of line and staff managers and supervisors (-6 to 0-6).
These interview "were for the purpose of Constricting the task
inventory used in the 1980 Coast Guard Job Analysis of Management and
Supervision ('Wehrenberg & Lanterman, 1979). Sections and tasks fr=
the inventory were also used in the.survey instrument. Additional
tasks were developed using the Academy Professional Conpetency,
Objectives provided by the PMTAC. The final list was reduced to a
reasonable length, and additional tasks were added by the Cammittee et
the Spring PKTA= Meeting in March 1980. A three point Likert-style
response set (versus five or seven) was also decided on at this
meeting.

The three caUtegories of resose -were gen.erated by the researcher
as a result of his work in social learning theory (3andura, 1977),
For the first administration to the ensigns, the "A" cou--n quant.i.ed
role or job expectations ("How likely is it that you will te
performing this task?"); the "B" column quantified efficacy
expectations for each task ("How skilled do you expect tc -e at this
task upon arrival at your first assignment?"); the "C" colu=n
quantified valence for each task ("Hcw important is it to you that
this task be a major part of your job?"). In expectancy theory
(Lawler 1973) the force Of MOtivatlon is a function of self efCfcacv,
outcome expectations (will this behavior lead to this outcome?), an.d
valence.

'de are unfortunately prevented from directly -easurn the force
of tivation for a specific .ask by our Inability to quantify cu:;:t-e
expectations. This inability lies in the fact that wl*.e at the
Academy. the structure of rewards is significantly different from that
of the field. In interviewing a sample of Cadets we found them unatle
to predict what behaviors lead to what outcomes in all but a =cst
general way. However, this does not detract from our ability to
measure job expectations.

For the second administration to the ensigns the "A" column
quantified actual role and job--content (from the ensigns ;ers;ec:ive
"!.ave you been performing this task?"). Colu=n "3" quantifies aota-
perfcrnanne (;ercepto¢c of self-ef ftacv) a"'-t s ci2-e are y'= at
A!s task?"). olumn "C" ;-'.t'fies a :rstrat-: - ..-n -:I :U--

construct, the perceived l.=crtance 2f t. -"asx : e :-9 era:.: .
the unit.
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TABLE 2-1

TASKS ANALYZED BY AITAGE:ENT AND SLPERVISICN JOB ANALYSIS

% EN;SIG;S RELATIVE RAII:LG
?E.3OP4:NG TIH, SPENT EMPHASIS

REQUIRED
A B C

1. Investigate the current level of training and
needs for training in their division/department. 41.66 6.03 3.33

2. Develop a technical training plan. 5.33 0.42 4.04

4. Conduct administrative training for members of
their work group. 8.33 1.68 2.72

5. Conduct supervisory training for members Of
their work group. 54.80 5.29

6. Prepare training materials. 17.07 4.00

7. Set standards of performance for the members
of their division/department. 25.00 1.38 3.568

8. Determine if the work accomplished meets
established standards. 8.33 0.84 4.48

10. Decide on a course of action based on their
own observations of a situation. 25.00 1.76 4.385

11. Decide an a course of action based on the
inputs of others. 25.00 2.00 4.276

12. Decide on a course of action based on
policies, records, and reports. 8.33 0.70 5.333

13. Set goals and review progress with members of
their division/department. 16.66 0.56 4.000

15. Conduct performance appraisal interviews with
the members of their division/department. i00.00 5.4

16. Assign specific duties or jobs to the members
of their division/department. 33.00 3.667

17. Deal with performance problems. 16.66 2.22 4.875

18. Conduct career development and reenlistment
interviews. 16.66 1.72 6.130

19. Delegate responsibility and authority to the
members of their division/department in order to
make the best use of their own time. 25. . 5 5.2

20. Function in a subordinate capacity. c.33 .-a -. 73
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B c

2~.:~C±Z~±~a s..;e r-4:rv aa::'

25. Deal dirictl w-l th- Sereral i -

26. Deal direct7 wi.'.n cu:side c=nzractors.

29. Draft letters using correct for!at..

31. Prepare enlisted performance evaluations. 8.33 0.84 5.45

32. Maintain division/department files using
standard CG filing s-'stem. 75.00 2.57 4.55

33. Determine requirezets for naterial resources
for division/department. 8.33 .:o 4.4

34. Determine funding requirements and administer

funds for division/depart-ent. 8.33 3.56 4.61

35. Make work assignments taking personnel and
other resouces into account. 16.66 1.40 L.75

36. Speak at public functions on behalf cf t e
Coast Guard. 8.-3 . 7.33

37. Deal with press or representatives or other
media in explaining Coast Guard Missions or
operations. 8.!. 8

38. Arrange or conduct tours of Coast Guard
facilities and operational units. 14. .3

54. Perform duties a sponsor for nrdly repcrtin;
personnel. 651

84. Deal with equal opportunity issjes. 3.5 2.:.

85. Deal with individuals with drug or alco.o
related problems. 3.3"



2,2 Organizational Health (80221, 80222, a0223 - first admin
8C271, 80272, 80273 - second admin)

This instrument is an adaptation of an organizational health
survey (OHS) developed by Kehoe and Reddin, published by Reddin
(1978). The twenty four questions collapse to eight scales;

Productivity -
The degree to which the organization is seen as placing a high
value on productivity.

Leadership -The degree to which the organization is seen as having effective

leadership.

Organization Structure -

The degree to which the organization structure is seen as
appropriate.

Communication -

The degree to which the organization is seen as having 4pen
communication.

Conflict Management -
The degree to which disagreement is seen to occur when necessary
and to be used productively.

Human Resource Management -
The degree to which the organization's human resouces are seen to
be well utilized.

Participation -

The degree to which participation is seen to be used.

Creativity -

The degree to which the organization is seen as creative.

in each case (ensign, field personel, or staff) for each
administration, the respondents were asked to respond as they felt
about the Coast Guard at the time of the survey administration.

Test retest reliability (Reddin, 1978) is r2 -0.88 (n=715, two
weeks between administrations) and intra-scale reliability ranged from
0.79 to 0.94 (this study).

Table 2-2 lists the questions by number frcm the survey
instrument (Appendix A) for each scale.
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Zr-San!:a ca.. el.... 3 ..' .ey( 3221, a3222, 32.3, 3271, 3=272, , .: .. 2'

SCAt.! rAME QL'ESTO 1 :.SE =...S

i Productivity I49,.17

l.eadership "2, QI-:, !A-

Organizational Structure Q3. QIl, C19

Co.runication Q, Q12, ;2

Con-flict Management 5 Q3, 21

Human Mesource ,anae.ement - '5 , 2.

Participaton , 01. .

Creativity. 0 , 16, ;2;
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2.3 Attitudes and Expectations: (80231, 80232, 80233 - first admin)
(80281, 80232, 80282 - second admin)

Many of the scales in this instrument were constructed for a
study conducted by Patterson in 1978 of the impact of recruit training
on the attitudes of recruits (Patterson and Price, 1978). Intrascale
reliability is very high, on the order of r2=0.85 or better, and in
the recruit training study, reflected wide variance. Considering the
socially desirable nature of the constructs (i.e. self-confidence or
responsibility) this variance is a necessity.

The constructs were chosen to reflect a number of attitudes, both
personal (i.e. self-esteem) and organizational/personal (i.e. power
values). It was hypothesized in the recruit training study and in
this one that these areas would be those most likely to change as a
function of the assimilation/orientation period, and would be most
likoly to change as a result of unrealized expectations about life in
the Coast Guard. Simply put, if people expect one thing and find
another, the disparity may be reflected in less positive attitudes
about both the organization and themselves (Louis, 1980; Feldman,
1981). Scales are listed in Table 2-3.

The first and second administrations to the ensign both asked for
predictions, based on their Academy experience (first) and later,
their shipboard experience (second). The field and Academy staff were
asked to respond as they felt an ensign should respond. This method,
rather than just predictions, Was felt to better capture the
unconscious expectations (hopes) without the influence of conscious
rationalization. The hypothesis is that the disparity between hoped -
for attitudes and observed behavior would better predict the
dissatisfaction of field personnel with new ensigns than the disparity
between expected attitudes (cynicism?) and observed behavior.

Questions Q51 to Q72 were designed to capture expectations about
life in the Coast Guard and the ensigns chances within it. Field and
staff people were again asked to respond as they hoped the ensign
would. The two administrations to the field and Academy staff were
identical; however, on the second administration the ensign was asked
(where appropriate) to report as things were rather than predictions.
For example, the first administration asked "How many hours do you
expect to spend on the job in an average week?"; while the second
asked "How many h6urs do you spend on the job in an average week?"

The final question in this section, Q73, addressed career
intentions. In previous studies (Wehrenberg & Patterson, 1981, for
example) this has proven to be a surrogate for overall
satisfactior./dssatisfaction. It only predicts future behavior
effectively, however, at the extremes (r220.75). The intent is only
to demonstrate the attitudinal shift related to unmet expectations.
Once again, field and staff were asked for their "hopes".
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Attitudes aznd Ex pectattonz
(30231, $3232, 80233, 80231, $ 2a2. 3Z221;

SCALE NAME ' STIC:1 INUM32S

Co-':tment to the C3 01, 2

Ccm-itment to missions , Q3. -m, -5

Self-esteem Q6, 47, Q8

Individuality C;, Qi', Q11

Acceptance of authority 212,

Tea= self-orentation 5 I,

T~eam oth&ers-orlenta".ion 9

Trust '21, ,22, a23

Vici=imzaticn2T. '2 5, ;2:

3rderliness W33. 2, Z!-

£ffcrt-results orientation ,F. :33

Pr~lde in the .', 3I, . 4

Self-confidence 0.2, 0'3,

Power values :45, 6 -

Machiavelli~an orientation Q48,449, ;C
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2.4 Forced Choice Ranking of Characters:
(80241, 80242, 80243 - first admin)
(80291, 80292. 80293 - second admin)

This section Was de31ined to force a rank ordering of four
socially desirable individual characteristics. The forced choice
method, although difficult for respondents to Use, was chosen to
ensure a rank ordering could be achieved. Ensigns were simply asked
which characteristic was Most important in each pair "I would rather
have (a) or (b)." Field and staff re3pOndent3 were asked which
characteristic was Most important (desired) in the graduating ensign.
The administrations were the same except that field personnel, in the
second administration, were also asked to rate the new ensign on the
four characteristics. In this way, some feeling for what the CO feels
is important could be compared to his or her overall impression of the
new ensign. Although no reliabilty data are reported, the results
have tremendous face validity, a Posteriori.

Table 2-4 lists the characteristics from the survey and the
mannzer in which they were defined.
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.ndiv .ua. Char **4.J't~s ;s

(S02!,1. 8022, 80243, 80291, SC22, C2 3,

Characteristic Dimension r.-a .ts

1. Professloral expertise Knowledge and skill,
primary and
collateral duties.

2. Ability to deal with people Leadershi;, h1-.an
relations,
comomuncat ions
skills, manaeed
ef fec.iveness

. ?erscnal qua.I~tles For:e, ±t.9tfi;e,
Judgee..
tegrIty.

4. Willinsness to learn H: tva'Icn, se**
develcp-ent, accepts
new respcnsl-
"ilit!es.



2.5 SA:M?LE

The sample consisted of three separate groups: the graduating class
(1980) of the Coast Guard Academy (n=158); the Commanding Officers,
Executive Officers, and Department Heads of the units to which the
Ensign graduates were assigned (maximum n=158); and a random sample of
officers and civilians on the faculty and Commandant of Cadets' staff
(n= 100).

The first administration was in May 1980, just prior to
graduation at the Academy. The instruments were administered by the
Commandant of Cadets' staff to the Ensigns, by Mail survey to the
field unit Commanding Officers, and by the Superintendent's staff to
the faculty and Commandant of Cadets' staff. All instruments were
sealed by the respondents and returned to LAM Yorktown.

The second administration was in January 1981. The instruments
(with only'slight modifications from the first administration) were
administered by mail to the Ensigns and field personnel and again by
the Superintendent's staff to the Faculty and Commandant of Cadets'
staff'.

Table 2-5 lists the frequency distribution and
percent-of-response Of the overall sample. Table 2-6 is a demographic
description of the Ensign respondents, including a separate
description of those responding to both administrations (matched pair
pre and Post data); tables 2-7 and 2-8 are demographic descriptions of
the field and staff respondents, respectively.
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Sr 'T R"

Ensign 10 99 95 158 92 58 51

.ield 73 59 81 1=5 c2 58 14

Staff ICO 85 85 100 59 41

TA3L" 2-: Desn; '!'.

of t~ora. sampi.
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TABLE 2-6 (a)

ENSIGN FIRST ADMINISTRATION

SAMPLE DESCRIPTION

SEX FREQUENCY CUMULATIVE FREQUENCY PERCENT

FEMALE 8 8 8.081
MALE 91 99 91.919

RACE FREQUENCY CUMULATIVE FREQUENCY PERCENT

WHITE 94 94 95.918
HISPANIC 2 96 2.041
ORIENTAL/ 1 97 1.020
POLYNESIAN
BLACK 1 98 1.020

MAJOR FREQUENCY CUMULATIVE FREQUENCY PERCENT

CHEMICAL ENG. 5 5 5.208
ELECTRICAL ENG. 7 12 7.292
MARINE ENG. 4 16 4.167
OCEAN ENG. 8 24 8.333
MARINE SCIENCE 10 34 10.417
MATH SCIENCE 23 57 23.958
PHYSICAL SCIENCE 9 66 9.375
GOVERNMENT 14 80 14.583
MANAGEMENT 16 96 16.667

MARITAL FREQUENCY CUMULATIVE FREQUENCY PERCENT
SINGLE - 91 91 93.814
MARRIED 6 97 6.186

STANDING FREQUENCY CUMULATIVE FREQUENCY PERCENT

Top 20% 20 20 20.408
21-40% 30 50 30.612
41-60% 23 73 23.469
61-80% 13 86 13.265
Bot 20% 12 98 12.245

F:RST ASSIGN. FREUE"CY CUMULATIVE FREUEN-v. ?.ERCENT
OECK 70 70 71. -29
ENGINEERING 23 98 28.571
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WAE12 71 12.2L.5
'dL2 23 96 55
WL9 1 *97 1.020Z
OTHr!B AFLC.O 1 98 1.020



Table 2-5 (b)

ENSIGN SECOND ADMINISTRATION

SAPLE DESCRIPTION

SEX FREQUENCY CUM FREQ PERCENT

FEMALE 7 7 7.692
MALE 84 91 92.308

RACE FREQUENCY CUM FREQ PERCENT

WHITE 89 89 96.739
HISPANIC 2 91 2.174
BLACK 1 92 1.087

MAJOR FREQUENCY CUM FREQ PERCENT
CHEMICAL ENG. 7 7 7.692

ELECTRICAL ENG. 10 IT 10.989
MARINE ENG. 4 21 4.396
OCEAN ENG. 9 30 9.890
MARINE SCIENCE 6 36 6.593
4ATH SCIENCE 21 57 23.077
PHYSICAL SCIENCE 10 67 10.989
GOVERNMENT 14 81 15.385
MANAGEMENT 10 91 10.989

MARITAL FREQUENCY _ CUM FREQ PERCENT
SINGLE 70 72 76.087
MARRIED 18 90 19.565
DIVORCED 1 91 1.087
OTHER 1 92 1.087

STANDING FREQUENCY CUM FREQ PERCENT
Top 20 25 25 27.778
21-40% 22 47 214.444
41-605 16 63 17.778
61-80% 15 78 16.667
Bot 20 12 90 13.333
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60 1 ,55.66'!
, . .,G 23 39 31.111-

TYPE OF UNIT FREQUENCY CUM FRE£ PERCE T

WH E 24 26 29.213
W'4EC 32 58 35.955
.iA:3 10 65 11.235
1LB 19 87 21.348
WLM 2 89 2.247

30



F
Table 2-6 (c)

ENSIG:1 MATCHED PAIRS

SAMPLE DESCRIPTION

SEX FRE'QUENCY CUM FREQ PERCENT

.FEMALE 4 4 7.843SALE 47 51 92.157

RACE FREQUENCY CUM FREQ PERCENT

WHITE 49 49 96.078HISPANIC 1 50 1.961
BLACK 1 51

M4AJOR FREQUENCY CUM FREQ' PERCENT

CHLMICAL ENG. 1 1 1.961ELECTRICAL ENG. 6 7 11.765OCEAN ENG. 5 12 9.804
MARINE SCIENCE 5 17 9.804MATH SCIENCE 14 31 27.451PHYSICAL SCIENCE 6 37 11.765GOVERNMENT 8 45 15.686MANAGEMENT 6 51 11.765

MARITAL FREQUENCY CUM FREQ PERCENT

SINGLE 49 49 96.078
MARRIED 2 51 3.922

STANDING FREQUENCY CUM FREQ PERCENT

Top 20% 10 10 19.608
21-40% 11 28 35.29441-60 39 21.56961-80% 9 48 17.6478 20% 3 51 5.882
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39 39
E:4G 1251 2.

TYPE 0.F UUI!T FaZE;':4C CUM FREQ ,-:IT

dHEC 11111.5
23 3L- 43.0^-S

WiAGB 5 39 9
WLB 11 50 21.569

1V 51 .6



Table 2-7 (a)

FIELD FIRST ADMIN!STATION

SAMPLE DESCRITION

RANK FREQUENCY CUM FREQ PERCENT

0-3 4 4 6.780
0-4 15 19 25.424
0-5 27 46 45.763

0-6 13 59 22.034

YEARS IN FREQUENCY CUM FREQ PERCENT
SERVICE

8 1 1 1.695
9 1 2 1.695

11 2 4 6.780
12 3 7 5.085
13 4 11 6.870
14 1 12 1.695
15 3 15 5.085
16 7 22 11.864
17 5 27 8.475
18 2 29 3.390
19 5 34 3.475
20 7 "41 11.864
21 1 42 1.695
22 1 43 1.695
23 3 46 '5.085
24 6 52 10.169
25 1 53 1.695
26 3 56 5.085
27 1 57 1.695
29 1 58 1.695
33 1 59 1.695

TIME AT UNIT FREQUENCY CUM FREQ PERCENT
MONT S
Mooths

7 1 1 1.695
8 2 3 3.390
9 1 4 1.695

9 13 15.254
a2 13.559
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21

21 3 33 5.085
22 14 17 23.729
23 6 53 1,269
24 4 '57 5.780
26 1 58 1.695

T.PE OF UNIT FREQUENCY CUM F3EQ PsCEN'

Orr:EC 12 12 20.33
W.EC 20 32
dAGB 5 37 3.47.
ALS 20 57 33.828

LM2 59 3.-3 i:

EDUCATION FREQUENCY CUM FREQ PE3CE7,T

S3 3 5.05
SOME CCLZ 7 10 .1.86-
AS 2 12 33
3S 14 25 23.729
PG 5 31

T hWA.fD ?.D 3 59 '3.5-?

55 55 914..23
zo 3 58 5.172

f



Table 2-7 (b)

FIELD SECOND ADMINISTRATION

SAMPLE DESCRIPTION

R ANK FREQUENCY CUM FREQ PERCENT

0-1 1 1 1.087
0-2 3 4 3.261
0-3 25 29 27.174
0-4 38 67 41.304
0-5 15 82 16.304
0-6 10 92 10.870

TIME IN FREQUENCY CUM FREQ PERCENT
SERVICE (YEARS)
0 1 1 1.087
2 1 2 1.087
4 2 4 2.174
5 1 5 1.087
6 3 8 3.261
7 8 %6 8.696
9 7 23 7.609

10 7 30 7.609
11 7 37 7.609
12 8 45 8.696
13 3 48 3.261
14 2 50 2.174
15 1 51 1.087
16 4 55 4.348
17 6 61 6.522
18 6 67 6.522
19 3 70 3.261
20 3 73 3.261
21 6 79 6.522
22 2 81 2.174
23 5 86 5.435
24 1 87 1.087
26 2 89 2.174
27 1 90 1.087
34 1 91 1.087
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0 1 1 1.087
6 9 0 E7.3
7 11 21 1 .957
8 11 32 11.957

12 1 33 1.087
14 1 34 1.C87
17 1 35 1. 087
18 9 44 9.'3
19 6 50 6.522
20 16 65 17. 3
21 7 73 7.639
22 2 75 2.174
23 3 78 3.26"
24 1 79 1.03.
26 1 80 1.087
31 3 83 3.251

S ".

*>36 a -2

A G IN FREQU-XCY CUM FR T :"

0 1 I1 .

21 1 2
23 1 3 :,!
25 1 4 C
27 1 5 1. 8
28 4 9 -;.3-3
29 5 1" 5.5
30 5 19
31 7 26 .509
32 a 34
33 6 40 6 .e22
34 9 49 9.783
35 1 50 1 .:87
36 6 56 6.522
37 1 57 1.087
38 9 66 9.733

39 3 69 3.26'1
40 4 73 4.348
41 5 78 5.435
43 5 83 5.435
441



TYE OF 0-77 FREQUENCY CM .?RE PERE T

WHEC 26 26 28.889
WHIEC 34 60 37.778
WAG 7 67 7.778
WLB 20 87 22.222
WLm 2 *89 2.222
WPB 1 90 1.111

EDUCATION FREQUENCY CUM FREQ PERCENT

HS 4 4 4.706
COLL 4 8 4.706
AS 8 16 9.412
BS 25 41 29.412
PG 5 46 5.882

ms25 71 29.412
SOME MS 13 84 15.294
TOWARD PH.D. 1 85 1.176

BILLET LEVEL FREQUENCY CUM FREQ PERCENT

Co39 39 45.349
X0 .14 53 16.279
DEPzT HEAD 33 86 38.372
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FIELD MATAED ?AI2

* SA9?LE D?3S lCI

R ANt FREQUENCY CUM F=- PERCE:NT

0- 13 7.143
0-4 7 50. "c
0-5 4 12 28.5T!
0-6 2 1& 14.286

T.:MI IN FREQUENCY CUM FREC, PERCENT
SzEV:CE (YEARS)

8 1 1 7.143
1 1 2 7.1
12 2 14.25 ;.
13 1 5 7.143

14 1 6 7.1-3
16 3 9 21.429
20 3 12 21.429
23 1 13 7.143

.4 
i33 1 14 .

TVC AT UNIT FREQJENC..

8 1 I 7 '*

10 3 4 21.-29
S£4 8 20.571

12 4 12 28.57:
21 1 1
23 1 1= 7..:3

AGE Z1 FREQUENCY CUm FREQ PE
YEARS
30 1 1 7.143
32 1 2 7.143
33 1 3 7.143
34 1 4 7.143

35 2 5 14.286

37 2 8 =
,30 1 ."-

42 2 "2 1,- .2:.
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44 1 13 7.14

54 1 14 7.143

TYPE OF UN'IT FREQENCY CUM FREQ PERCZENT

WHEC 2 2 14.286
WMEC 4 6 28.571
WAGE 1 7 7.143
WLS 6 13 42.857
WLM 1 14 T.143

EDUCATION FREQUENCY CUM FREQ PERCENT

COLLEGE 3 3 21 .429
BS 4 7 28.571

Ms6 13 42.857
ms+ 1 14 7.143

BILLET LEVEL FREQUENCY CUJM FREQ PERCENT

CO 13 13 92.857
XO 1 14 7.143
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STATUS FREQUENCY CUM FREQ PCN

MILITARY - PCTS 9 9 1.8
MILITARY - fCTAT7IG sa6 5.3
CIVILIAN 1 85 21.175

DrJIS1o:3 FREQUT-ICY CUM FRZ

CAT ADMIN111
aACAREMIC 61 72 74.39-0

A THL-ET IC 1 73 1.220
ADHIS!

DEARTME37 FR.QU1ENCY CUM 7--E;

PHYS. ED. 3 3 *

ECON/M4GT a 112,91
CMP. SCI 2 132 3.226
M4A -, 8 21 12.303
HU:4AN ZTIIS 6 2
PHYS/OCEA SdT. 11 *38 '7.7 ;2
APPLIED SCI/ZN'G 11 49 17.7-2
NAUTIT.AL SCd/LAW 12 61 15 .5 5
0O1HE 1 1 62 141

RANK FREQUV.4CY CUJM EP.*r T,

0-2 3 3 -. 286
0-3 30 33 42.85T

15 i 48 21.42c
C-S 7 351.C

0-6 11 66 15.1
G3-13 1 67 1.1429
GS-14 1 68 1.429

A .l Y EARS FEz^VE-:Cf M~I



26 1 2 1.190
27 5 7 5.952
28 8 15 9.524
29 8 23 9.524
30 5 28 5.952
31 3 31 3.571
32 7 38 8.333
33 4 42 4.762
34 7 49 8.333
35 1 50 1.190
36 2 52 2.381
37 3. 55 3.571
39 1 56 1.190
41 3 59 3.571
42 3 62 3.571
43 1 63 1. 190
44 6 69 7.143
45 3 72 3.571
46 3 75 3.571
47 2 77 2.381
48 2 79 2.381
50 2 81 2.381
51 3 84 3.571

T.ME IN SERVICE FREQUENCY CUM FREQ PERCENT
IN YEARS

1 3 3 3.614
3 2 5 2.410
4 1 6 1.205
5 4 10- 4.819

6 7 17 8.434
7 8 25 9.639
8 8 33 9.639
9 4 37 4.819

10 9 46 10.843
11 6 52 7.229
12 4 56 4.819

14 3 59 3.614
15 2 61 2.410
17 1 62 1.205
18 3 65 3.614
19 1 66 1.205
20 3 69 3.614
21 2 71 2.41-
23 2 73 2.; D
24 2 75 2.- IC
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25
29 1 62 1.203
30 83 1.2C5

TIME AT UNIT !N FREQUENCY CUM FR£Q
MONTHS

9 6 7 7.229
10 8 15 9.539
11 2 17 2.410

12 3 20 3614

13 1 21 1.205

17 4 25 4.919

21 3 28 3.614

22 4 32 4.819
23 1 3
26 9 7.22;

25 1 40 . 1.205
30 1 :.C

33 2 43 2. 410

34 3 46 3.6-
35 3 9.L

36 1 50 1 ZC5
41 1 51 1.2c=
43 1 521.0

1 53 1.205
45 2 55 2.'0

2 57 2.410

47 1 58 1.205
48 4 52 .9

56 1 63 1.206

60 2 6= 2.410

72 1 66 1.205

76 1 67 1.
84 2 69 2.-11
90 1 TO 1.205

1C0 13 83 5



EDUCATION! REQUENCY CUM FREQ FERCEST

HIGH SCHOOL 11.235
AS/AA 12 1.235
BS/BA 15 17 18.519
SOME PG 14 21 4.938

* ?S/MA 27 48 33.333
Ms 17 65 20.988

IPh.D. 16 81 19.753
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ACA)V-1 SJ i~rs

SAMPLE Dr-S^R:?T:OS

STATUS FR~qUE3CY CUM FREQ PEC~N

MILITARY - PCTS 21 21 3.9

~4-:AY- R0TATIX4: 33 59 54i43

DIVISION FR SCdU EI'CY CU 'J R

AZMI91N- 10 15.~949
AD Ev ~45 55 76.271l

I,.A.MSs~uS3 59

DrEvAARMEX~r ZREcU- NCY cuM IV......

PHYS. FZ~. 3
Ec04/MrGT 5
Comp . sd'. 2 243

MATH 5
HUMANrTs !-- 2- 13.Z-3
PHYS/QCEAN C: 10321.3
APPLIED SCi/Z.,G 6 3 13.043

NAUTICAL SCI/.A T 16

FREQUENCY 3:922

0-2 212

0-4 1134e
052 .6 3.922
C- 3 L 15.5

G3-11 2 463.922
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29 3 12 5.085
30 7 19 11.864
31 2 21 3.390
32 3 24 5.085
33 5 29 8.475
34 4 33 6.780

.35 2 35 3.390
36 1 36 1.695
37 1 37 1.695
38 2 39 3.390
40 1 40 1.695
42 2 42 3.390
43 1 43 1.695
44 3 46 5.085
45 2 48 3.390
46 2 50 3.390
47 4 54 6.780
50 1 55 1.695
52 2 57 3.390
54 1 58 1.695

TIME IN SERVICE FREQUE3CY CUM FREQ PERCENT
IN YEARS

1 1 1 1.887
2 1 2 1.887
4 1 3 1.887
5 1 ,4 1.887
5 5 9 9.434
7 4 13 7.547
8 5 18 9.434
9 2 20 3.774
10 3 23 5.660
11 5 28 9.434
12 10 38 18.868
13 1 39 1 .887
14 1 40 1.887
15 2 42 3.774
18 1 43 1.887
21 1 44 1.887
22 1 45 1.887
23 2 47 3.774
24 1 48 1.887
25 1 49 1.887
26 1 50 1.887
27 1 51 1.887
30 1 52 1.857
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16 1 2
18 3 55.263
19 3 8 5.263
20 4 12 7.01W
22 1 13 1.754

*23 1 14 1.754
*24 2 16 3.509

25 2 13 3.5-:9
26 1 19 1 .7-
30 4 23 7.C, 3
31 2 25 3.509
32 3 23 5.263
33 1 29 1.754
36 1 31 1.754

2R 2
43 3 3

24 2 35 3.53

5 ,1 36

6 1 10 1.75:
66 1 41 1.754
30 1 42 1.7%
96 43
>1CO 14 57 3

aucAT:ON FREQUENCY C UM FR-

AS/A". 11 • -ESVB/:A 1 0 1 1 1V

P:5 - 6
m 13 29 22.4-
MS.* 13 42 22.414

16 58 27.5E5



AGE IN YEARS FREQUENCY CUM FREQ PERCENT

26 1 1 2.273
27 3 4 6.818
28 7 11 15.909
29 5 16 11.364
30 2 18 4.545
31 1 19 2.273
32 5 24 11.364

33 4 28 9.091
34 3 31 6.818
35 1 32 2.273
37 3 35 6.818
39 1 36 2.273

42 1 37 2.273
44 2 39 4.545

45 1 40 2.273
46 1 41 2.273
47 1 42 2.273
51 2 44 4.545

TIME IN SERVICE FREQUENCY CUM FREQ PERCENT
IN YEARS

1 2 2 4.651
3 1 3 2.326
4 1 4' 2.326

5 3 7 6.977
6 6 13 13.953
7 3 16 6.977

8 4 20 9.302
9 2 22 4.651
10 4 26 9.302

11 6 32 13.953
12 2 34 4.651
14 .1 35 2.326
15 1 36 2.326
18 1 37 2.326
21 1 38 2.326
23 2 40 4.651
24 1 41 2.326
26 1 42 2.326

30 1 43 2.326

TIME AT UNIT FREQUENCY CUM FREQ ?ERCEN.
IN ,MO0NThS

a1 1 2.273
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Section 3: .3-.esaIts

The results cf this researc "-ilI be ren:ai in "hre e aec :.,
The first is a discussion and presencati:.- -f t.e fro:a = r-he f!s:
(pre) sur-ey administration (Sa:tion 3-1). This disms-sicn vill
address three important elaeents of ch.a study: :he cadz:'s
expectatio.-s and attitudes about themselves and their coming
assign=ents; the expectations and attitudes of field CO's concerning
the about-to-report ensign; and the expectations and a:ri:udes of
Academy. staff about the graduating ensigns.

The second area is an analysis of the second (post)
administration compared with the first (Section 3-2). This will
result in a quantified look at the disparity between expectations and
performance as seen by field Co's.

The third area presenIs the correlations between perfor-ance
ratings (fitness reports and the perfor--ance scales of the post
survey) and the expectations-perception disparity (Section 3-3).

The data were analyzed using an BM 3300 at the Applied Vhysics
Lab, Johns Hopkins University and the DEC-2O a: the GSB, Stanford
University: Statistical Analysis System (SAS 79); varicus descri=:i':e
and inferential statistical programs, in particular least-squares
regression, matched pair t-tests of signr.ficance, and or.ho-onal':
rotated factor analysis.

3.1 First Ad=inistration:

A brief summary of the data from the first admInIstra:ion was
presented at the Fall 1980 =eeting of the ?PTAC to :he Cc= fee,
Superintendent, Coma-ndant of Cadets, Dean, and me=bars of their
staffs.

3.1.1 Organizational Health Section:

Table 3-1 lists the mean responses for all three iroups. On a
five point scale, the cadets felt that the organization structure
(3.14) was the healthiest aspect of the Coast Guard (i.e. ";o one pa-:
of this organization has too much power"). -o groups, cadets and
Staff, felt that the way in which conflict is managed was the weakest
(i.e."Coflict is accepted and used productively"). The Staff felt
that organizational coamunication (3.40) was the healthiest (i.e.
can always talk freely with my superior"). CO's also Indicate tna:
communication is healthy (3.55). However, Co's feel that the way in
which our human resources are managed (2.58) is the weakest aspect
measured (i.e. 'This organization uses the qualifications of its
members").

There were significant, (p<0.01) differences between ca-et's an:
the scaff's responses on three scales. :he s:aff Indlca:ec :.a:
commrnlcatlons, particlpation, and creativi:v .ere a:. nes!:nen ti-.
did the cadets. The CO's dIffered from the cadets on four scales, :.e
same three as :he Staff and the conflict =anagement scale. C_'s an.
Acadey staff differed silnif ian:ly on or-y one scale, czrnflict
manage.ent, CO's feelI1g cha: I: was managed more productIvely :han
did the Academy Staff.



Table 3-1

Mean Responses to Organizational Health Survey
First Administraticn

AN / SD

Scale name Staff Cadet Field

Productivity 2.84/0.8 2.86/0.6 2.70/0.7
Leadership 2.82/0.8 2.82/0.6 3 15/0.8
Org. Structure 3.04/0.8 3.14/0.7 2.99/0.9
Communications 3.40/0/8 * 2.75/0.7 * 3.55/0.7
Conflict Mgt. 2.38/0.8 2.29/0.6 * 3.14/0.8
Human Res. Mgt. 2.60/0.8 2.42/0.7 2.38/0.9
Participation 3.07/0.8 * 2.56/0.6 * 3.40/0.6
Creativity 2.87/0.8 * 2.55/0.8 * 3.43/0.8

• Significant (p<0.01) difference between groups on this dimension,
(i.e. Staff mean of 3.40 was significantly higher than the cadet mean
of 2.75 on the Communications scale. Field 3.14 was significantly
higher than cadet 2.29 on the Conflict Management Scale).

3.1.2 Attitudes and Expectations

As indicated in the introduction, the cadet was asked to respond
to the items as he or she felt about each item.at the time of
administration. In other words, the cadet was asked to agree or
disagree (five point scale) with a statement like "Do you feel a sense
of fulfillment in knowing that the Coast Guard serves the public?"
(commitment to missions scale) or "Power is based more on your
position than your personality" (Mach scale). On the other hand, COs
and Staff were asked to respond as they felt a newly reporting ensign
should respond. Based on interviews, this captures the feelings of,
COs and the Staff about how they want or hope an ensign would respond.
As mentioned, disappointment, an W-tion,stems from the difference
between what one hopes will occur and what does occur. Asking COs how
the ensign will respond, or to predict the i.-"gn's response based on
expectations-- ationally mitigated by experience) does not capture the
degree of disappointment (or surprise in the event that the ensign was
"better than I hoped").

The responses for all three groups are listed in Table 3-2. The
following discussion will first examine individual group responses and
then the differences between groups.



3.1.2.1

the Caz t Gu;ard; having high se'f--c dac an a.-.i~ n

toward tec-work. They have pride In t e Coas: uard, f3.el-Z: t.he
members of their reference group are also oriented :_wara :ea=wor.,
and tha: it is important for a leader to have pcwer. he: also feel
that their pcwer base is not necessarily a func:.Ion of ;osi- cn,. b-:
must account for consideration for subordinates as well. Thev
indicate that acceptance of authority should not be followed bli..dl,
trust other people, and do not feel victimized or resentful of their
academy experience.

With respect to general expectations, the cadet feels assured of
promotion to Lieutenant, that he or she will make the Coast Guard a
career, expects to spend between 51 and 60 hours a week on :he job and
will spend a high proportion of time in routine tasks. They feel that
their perfor-ance wrill significantly impact the workload of their
peers. They do not know exactly what jobs they want, feel that :he,
will have little con:rol over their jobs, that they will na';e litt'
opportunity to display creativity, and that they will do litt .le long
range planning.

Com=anding Officers want an ensign who has a high sense of
res-onsibility, is committed to the missions of the Coast Guard, is
self confident, has a strong team orientation, and is co=±::ed to t---
Coast Guard as an organization. They want the ensign tc be results
oriented, have high trust, and an understanding of the need for
personal power. The ensign should be highly committed to a career in
the Coast Guard, should feel that he or she will have to work hard for
promotion, will have to work at full capacity and will have amole
opportunity to implement original ideas. 'owever, COs indica:e tha:
the ensign should not expect to do much long range planning or pu:
forth creative effort. They also think that che ensign should e:pec:
to have to deal with considerable red tape. The ensigr-s should also
not expect much control over their jobs.

Staff responses were very siilar to those of field C.s. The
ozly differences were that the Staff indicated tha: e.-sins s n:ul :
expect to be involved in lifesaving.

I 3.1.2.2

Comparing the responses of the three groups shows only -i-.or
substantive differences bet-een the field Cos and Sta.ff. COs
indicated that the cadet should have higher levels of resent=ent and
feelings of victimization, and a greater propensity to or;inate new
ideas. Cos leaned more towards results on an erforz-results
con:inuiu= than did the Acade= 7 Staff (i.e. "or.in; frar -.re
important than getting resu.l:s"). However, al:.niugh :-ese 4:4..

were starIszically slgnificant, the scales were -ct at elther :.e ..-s
or low end of a rank ordering and did not substancive:.- --,ac: a
atched rank ordering of these construc:s.

However, there were differences between :he responses :f t.e
cadets and those of the Staff and COs. :n eneral, the St.f .and ::s
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hored-for respon.es were considerably higher (or lower for inverse
scales) than the cadets. The differences appear not so much as a
different ranking (those corstructs hoped to be high were rated as
high by cadets) but as a matter of degree. As indicated in Table 3-2,
there were statistically significant differences on 13 of the 17
attitude scales and 8 of the 23 Seneral expectation items. To
summarize by example, COs and the Staff are desirous of a greater
degree of commitment, responsibility, pride, etc., than the cadets
report. COs and Staff want the cadet to feel that he or she (the
cadet) will have more opportunities to be original and creative than
are reported by the cadets. COs also desire a stronger response on
the "we'll have to work hard for promotion" item than the cadets gave.

COs and Staff are relatively sure of the cadet's eventual promotion to
Commander (x-3.949 and 3.848 respectively). Cadets are less sure
(x-3.469). CO's hope for a much higher career/continuance rating
(x-5.220, corresponding to slightly higher than "I will probably stay
in the Coast Guard for 20 years, but no longer") than indicated by the
cadets (x-4.021, slightly above "I will probably stay in the Coast
Guard beyond my initial obligation, but not for 20 years").



Tzble 2-2

Me an .s:on-es t3 A:.:4i:a Scai- -:
G;.eral Z:;ec:a:i :-e=s

SCATL ";AU z STAYF CALE & -
PR-DICT:C0O;S ZSC';SE.

Commitment to the CG 3.964 * 3.222 4.103
Commitment to 1issions 4.313 4.067 4.351
Self Esteem 3.803 * 3.558 3.856
Individuality 3.591 3.448 3.787
Acceptance of Authority 3.210 * 2.832 3.0C6
Team-Self Orientation 4.012 3.842 * -. 03
Team-Other Orientation 3.917 * 3.559 " 4.141
Trust 2.266 * 2.613 * 2.269
Resentment 1.821 * 2.195 * 1.267
Victimization 1.980 * 2.670 * 1.5C8
Responsibility 4.571 * 4.290 * 4.621
Orderliness 3.734 * 3.394 * 3.989
Effort-Resul.s Orienta:ion 2.730 * 3.119 * 2.35:
Pride in the Coast Guard 3.917 * 3.633 * .9
Self Confidence 4.060 3.923 * -.2
Power Values 3.159 * 3.559 * 3.45
Mach 2.921 * 2.735 2.92"

Know the Jobs I Wan: 3.085 2.78 3. 1.
Desire Certain Jobs 3.869 3.768 -.
Desire to Avoid Certain Jobs -3.357 3.616 3.Z71
Will Have Control Over Jobs 2.402 2.323 2.39j
Hard Work for Pra=ocion 4.131 * 3.677 * .237
Work At Full Capacity 4.000 3.687 4.317
Peers Work at Full Capacity 3.439 " 2.960 * 3.627
Lots of Red Tape 3.321 * 3.717 * 2.963
Opportunity to Oriiinate 3.6L3 * 3.071 * ..,8
?erformance Impacts Workload 3.940 3.828 4.159

Of Peers
Chances of Lifesaving 3.037 2.909 3.475
Routine Tasks 3.747 3.919 2.81-
Fighting Fires 1.078 * .4j4 * 1.966
Long Range ?lanni.g 1.578 1.747 i.,9:
Own Creative Efforts 1.976 1.818 1.864
Hours on the Job 3.627 * 3.969 3.898
Nuaber of Subordinates 3.235 3.177 3.305
Promotion to LT 4.228 4.13, -1.373
Promnotion to CR 3.8 *. 3.1i ;
Off Dut:" Education 1.650 3.5"
Postiraduate !dUcation. ;.313 3.3 3
:vn Co=&=d 3177 3.- i.2 ,.
Continuance 5.215 * .-. *
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3.1.3 Forced Choice Section

Table 3-3 lists the rank orderings by a-l three groups. These
constructs were ordered by "importance in the new ensign" by all three
groups. CO's ard staff responses were identical, interviews
indicating the rationale for selection being that personal qualities

*were the least likely to be changed, and thus the ensign must have
them (force, initiative, judgement, integrity). However,-ntervewing

*the cadets indicated that their rational was one of concern. They
ranked "Ability to deal with people" as high because it is the
construct they are least confident about.

Table 3-3

Rank Ordering of Forced Choice Personal Constructs

STAFF CADET FIELD

Personal Qualities Ability to deal with people Personal Qualities

Ability to deal with Personal Qualities Ability to deal with
people people

Willingness to learn Willingness to learn Willingness to learn

Professional Expertise Professional Expertise Professional Expertise

3.1.4 Job Expectations

3.1.4.1 Within groups.

Table 3-4" lists those tasks from the task listing which were
selected by cadets as most likely to be a part of their jobs. It is
clear that cadets feel that they will be supervisors, since eight of
the 20 deal with supervision (maintain roles, function in a
supervisory position, deal with enlisted personnel, perform enlisted
performance appraisal, setting and checking against standards, etc.).
A second cluster deals with communicating orally and in writing, using
correct format, structure, and grammar. Making decisions is
indicated, as are a few technical areas such as conducting inport
drills, using R/T procedures, and conducting pre-mast investigations.
This, then, is how the cadets see their. jobs at their first units

53



ait~er the aCn--e=;'.
Table 3-3 lists :osa jobs ch;san -, ca-des as es: 1.k-'

-art of their iob. 6n :a.s of casks, they a-e su.- only that -- .
• '.th the press, using a sword an! =archin wil r. : ba par: of :-eir
sobs. They predict that they will ncc -e In ".'ea.o-s dear:en.: .',
ASWO, GM.', TIRST LT) and most likely not in operations (:FS, C7CC,
OC. AO). That leaves all the cadets e::pec:ing to ..-a naviga:or,
communications officer, or in engineering. Of course, they =ay aiso
be expecting not to be a division officer.

Table 3-6 lists those tasks at which cadets feel they will be
most skilled. Clearly, cadets feel skilled at navigation (seven of
ten skills). They also feel fairly proficient at log-keeping, actin
as a subordinate, and executing the sword manual of arms (!?). Table
3-7 lists those tasks at which cadets feel they will be least skille .
All weapons related jobs are indicated (VEEPS, AS'-'O, GUN), as are
commissary and XAPA officer. Maintaining a budget and planning and
conducting technical training are also jobs for which cadets feel
unqualified.

A quick glance at Table (in section )shows that those jobs for
which cadets feel unskilled are also those that a:r seen as benr
unlportant to the unit. Nine of the bottom 13 tasks are ls:.d in
both groups (columns 3 and C of pre-data). However, only two of :-e
tasks at which cadets feel skilled are listed as being inportan: to
the unit. (Dealing with other junior officers, and using ccrrecc
grammar, punctuation and spelling).

Looking at all three sections (Will you be doing it? : -d
will you be? Is it important to the unit?) together, of the 71 :asks
listed as most likely to be a part of the cadet's mew job, there is
considerabTeoverlap with those tasks felt to be iporcant to the
unit. However, only two of these 20 tasks were felt to Se areas o!
skill on the part of the Cadet; functioning in a subordinate capaci: F
and using correct grammar, spelling, and punctuation. Table 3-8
displays this relationship. Table 3-9 shows that there is
considerable overlap in those tasks selected as least likely to be
part of the job, self perceived skill, and i=.ortance to unit (0 of
the 20 overlap). For example, at task 41 (Acc as ASWO) cadets feel
that ASWO will not be part of their Job; they feel that they would o:

* be skilled at it; and that it is not important to their. nit.

Table 3-10 lists those tasks indicated by COs as -cst likely to
be part of the ensign's (cadet) Job. Four major clusters are evifen-::
super ision, navigation and DWO, comuication, and some technical
skills (RIT procedures, logkoeping, pre-cast investigations, duty as
inport OOD conducting emergency drills, and using the Unde-rway
Checklist).

Table 2-1! lists the tasks selec-ec by :Os as leas: ice-. :-..
par: of t he ensign's job. S;ecifiz assti-.- . are '
Officer, NAYA Officer, ASVO, OC'.ANO, and Safet:y Officer. The ensign
is also not ex;ec.ed to deal with outside contractors or :he puollc,
eIter by speaking or dealing wi:h the press. The. wil also n: be



expected to march or carry a sword.

Table 3-12 lists these tasks at which the ensign will be ncst
skilled. Included are the DWO and navigation skills, service
etiquette, communicating orally and using correct grammar and
structure, acting in a subordinate capacity, and dealing with other
JOs. Table 3-13 lists the tasks at which COs feel the ensign will be
least skilled. Included are conducting technical training, career
counseling and reenlistment interviews for subordinates. The ensign
is also seen as being unskilled at dealing with with outside
contractors, using NBC warfare equipment, and are unqualified as ASWO,
OCEANO, Supply and NAFA Officer, and Boarding Officer.

Table 3-14 lists those tasks considered by COs as being important
to their unit's operation. The tasks listed are very similar to those
indicated as likely to be part of the ensign's job. Supervision,
communications, DWO and navigation, and inport OOD skills. Table 3-15
lists those tasks considered as being least important to their unit's
operation. Included are NAFA, ASWO and OCEANO, coordinating fund
raising, using NBC warfare equipment, speaking to the public or
dealing with contractors, and marching and using a sword.

Table 3-16 lists the tasks which the Academy staff felt would be
most likely to be a part of the cadet's first job. Again, the major
clusters are communicating (oral, written, logs, RT procedures, etc)
and navigating skills. They also feel that the cadet will be dealing
directly with enlisteds.

Table 3-17 lists those tasks indicated as being least likely a
part of the cadet's job. Certain job titles are listed (OPS, NAV,
4orale Officer) as are public speaking, dealing with media and outside
contractors.. CG history, use of a sword, and marching are also not
envisioned as part of the cadet's new job.

Table 3-18 lists those tasks at which the Staff feels the cadet
will be most skilled upon arrival at their first unit. These clusters
are navigation and service etiquette/marching/sword wielding.

Those tasks at which cadets are predicted to be least skilled are
listed in Table 3-19. The two major clusters are determining resource
requirements/administering funds and training/performance
appraisal/career development. Duties involving ship/air ops and NBC
warfare are also listed.

Tables 3-20 and 3-21 list those tasks felt by the staff as being
most and least important to the unit respectively. Most important
were communicating (oral and written), DWO duties such as navigation,
and maintaining roles and dealing with enlisted personnel. Least
important were dealing with the press and public, marching/sword
carrying, and many collateral duties such as CFC coordinator, CG
Mutual Assistance and Voting Officer.



Tabe 3-4

20 Tasks Xfcst "recuen:lv Selec:e-
By Cadets As :rest _ike:- To B-2
A ?ar: of Tk-.air Job, (:..2

TASK Xut -.R TASK

28 - Communicate orally.
30 - Use correct granm=r, s-elling,

punctuation.
21 - Function in a supervisory capacity.
24 - Deal directly with enlIsted person.eal.
27 - Communicate in writing.
29 - Draft letters using correct forar.
31 - Prepare enlisted perfor-ance

evaluations.
22 - Deal directly with senior officers.
20 - Function in a subordinate capadit':.
9 - Make decisions.

15 - Conduct performance appraisal inter-
views with the members of vour
division/department.

8 - Determine if the work accon;lished
meets established standards.

1- - Recogn"ze and maintain the pro.er
roles and relationships among thea
members of your division.

12 - Decide on a course of action based
on policies, records, an. reports.

7 - Set standards of perfo-mance for :he
members of your divisIon/depar--e.-t.

102 - Conduct in-port emergency drills.
73 - Use correct radiotelephone procedures.
19 - Delegate responsibility and au:hor!:v

to the members of your division/
department in order to make the bes:
use of your own tine.

103 - Use knowledge of ships ta-:ical data.
83 - Conduct a pra-mast investigation.
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Table 3-5

10 Tasks Listed By Cadets As
Least Likely To Be A Part

Of Their Job (Descending, x<1.650)

TASK N.UMBER TASK

52 - Act as gunnery officer.
37 - Deal with press or representatives

or other media in explaining Coast
rGuard missions or operations.

53 - Act as first lieutenant.
57 - Act as weapons officer.
40 - Act as combat-information-center

officer.
51 - Act as Operatio'ns Officer.
77 - Execute the sword manual of arms.
56 - Act as oceanographic officer.
76 - Form a group into a marching element.
41 - Act as antisubmarine warfare officer.

Table 3-6

10 Tasks At Which Cadets Feel
They Will Be Most Skilled.

(x>2.82)

TASK N-UMBER TASK

68 - Determine position by visual bearings,
ranges%

65 - " Use charts and navigational instruments
or equipment to fix geographic
positions.

70 - Use manuvering boards.
20 - Function in a subordinate capacity.
69 - Determine geograhic position by

celes trial navigation.
77 - Execute the sword manual of arms.
71 - Use correct piloting skills.
95 - Determine height of tide and current

velocity.
67 - Use electronic navigation systems

(i.e. radar, loran, omega, etc.).
78 - Maintain logs.
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Taa.e 3-7

10 Tasks A.-. "otich ates F---
That They W1ill Be Leas: Skilled

(x< .50)

4 - Investigate the currant level of
trainin a:d needs for training in

your di-'ision/departme nt.
26 - Deal directly with outside contrac-

tors.

44 - Act as commissary officer.

47 - Act as NAZA officer.
56 - Act as. oceanographic officer.
34 - Determine funding requiraents and

administer funds for division
department.

52 - Act as gunery officer.
2 - Develop a technical training program.

41 - Act as antisubcarine warfare cficcr.
57 - Act as weapons officer.
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Table 3-3

20 Tasks Miost Frequently Selected
By Ensigns As Hiost Likely To

Be A Part Of Their Jobs (A>2.800)

TASK MEAN

A B C

28 - 2.961 2.490 2.9-0 2
30 - 2.961 2.490 2.860 2
21 - 2.961 2.588 1 2.860 2
24 - 2.941 1.863 2.960 2
27 - 2.941 2.373 2.800 2
29 - 2.922 2.176 2.760
31 - 2.922 1.686 2.900 2
22 - 2.902 2.392 2.863 2
20 - 2.902 2.725 1 2.725
9 - 2.902 2.196 2.980 2

13 - 2.882 2.098 2.843 2
8 - 2.882 2.235 2.922 2

-I14 - 2A.63 2.255 2.922 2
12 - 2.83 .196 2.843 2
7 - 2.843 2.100 2.902 2

102 - 2.863 2.137 2.745
73 - 2.840 2.280 2.740
19 - 2.804 1.961 2.843 2'

103 - 2.804 2.137 2.706
83 - 2.800 2.080 2.540

1overlapped with top "B" skill predictions by ensign.
2 overlapped with top 20 "C" important that this task be a part

of their jobs.



_ v .ss -. A: L een: L --
T 3e A Par,= 0: T::!. ir :

(AC< 1.*970)

A BC

41 - 1.176 1.333 1 1.580 2

76 - 1.300 2.480 1.460 2
56- 1.412 1.412 1 1.725 2
77 - 1.440 2.680 ,.6no 2
51- 1.451 1.471 1 1.75 2
40 - 1.471 1.824 1.940 2
57 - . ."71 1.314 1 1.725 2
53 - 1.549 1.549 1 1.765 2
37 - 1.647 1.843 2.04,0
52 - 1.647 1.373 1 1.82' 2
36 - 1.686 1.902 2.060
58 - 1.706 1.490 1 1.843 2
90 - 1.7Z0 1.560 1.92) 2
"7 - 1.725 1.431 1 1.745 2
45- 1.784 1.471 1 1.840 2
38 - 1.343 2.093 2.020

79 - 1.860 2.340 2.00
26 - 1.922 1.431 2.2C0

25 - 1.96.1 1.941 2.340
42 - 1.961 1.686 2. .12,
46 - 1.961 2.216 2.160

overlapped with bottom 20 "B" skill predictions by ens-_ .-.s.
2 overlapped with bottom 20 "C" importance c u..it.
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Table 3-10

Tasks Listed By COs As Most Likely
To Be Part Of The Ensign's Job

(x>2.92)

TASK NUMBER TASK

8 - Determine if the work accomplished
meets established standards.

23 - Deal directly with junior officers.
24 - Deal directly with enlisted personnel.
27 - Communicate in writing.
28 - Communicate orally.
65 - Use charts and navigational instruments

or equipment to fix geographic positions.
66 - Use knowledge of bouys, lights, and

other navigational aids.

68 - Determine position by visual bearings,
ranges.

70 - Use manuvering boards.
71 - Use correct piloting skills.
83 - Conduct a pre-mast investigation.
93 - Perform duties as inport OOD.
94 - Use the Getting-Underway-Checklist.

10Z - Conduct in-port emergency drills.
14 - Recognize and maintain the proper

roles and relationships among the
members of your division/department.

20 - Function in a subordinate capacity.
54 - Act as deck watch officer.
73 - Use correct radiotelephone procedures.
78 - Maintain logs.
95 - Determine height 6f tide and current

velo ci ty.

61



" : Table 3-12

Tasks Lisr d" C~s ".s .a :

.0 2 .art Cf The .-.6 -.' S~(.(<1 .6,C)

TASK ,.7142 TASK

45 - Ac:t as supply officer.
47 - Act as .'AE officer.
42 - Act as safety office:.

37 - Deal urith press or representacives or
ocher media in explaining Coas: G-uard
missions or operations.

26 - Deal directly with outside con:rac:ors.
41 - Act as antisubmarine warfare office:.
76 - Form a group into a =arching ele-en:.
36 - Speak at public functions on behalf of

the Coast Guard.
56 - Act as oceanographic officer.
77 Execute the s-ord manual of a s.

Table 3-12
Tasks At Which COs Feel The
Ensign Will Be Most Skilled

(x-2.50)

TASK Y. ER TASK

95 - Determine height of t.Ide and curren:
velocity.

70 - Usa manuvering boards.
63 - Use charts and navigational insr=en:s

or equipment to fix geographic positisns.
66 - Use knowledge of bouys, lights, and o:zer

navigationa. aids.
67 - Use electronic naviga:Ion sys-_s (,i.e.

radar, loran, omega, ecc.).
68 - Determine position by visual bea:i±.;s,

ranges.
80 - Use or display your knowledge of servize

etiquette.
86 - Use kncwledge of che .--les of t.he

nautical road.
&0 - Fuuction in a subordinate capacity.
23 - Comunicate orally.
30- Use correct gram=ar, spelling,

p.-nctuat lon.
1 - Use corres: . '.."

76 o-- a zrIu n:- a ...
77- E'xecute cthe sword =an-ua' j.: 3L--...

73 - Use :2rrac: radiczelap no.e pr:er.

23 - Dealdi-te:.-, wn 7nicr oW.it:ers.



Table 3-13

Tasks at Which COs Feel the
Ensigns Will be Least Skilled

(x1.50)

18 - Conduct career development and reenlist-
ment interviews.

49 - Act as wardroom mess treasurer.

3 - Conduct technical training for members.
56 - Act as oceanographic officer.
59 - Act as. boarding officer.
26 - Deal directly with outside contractors.
41 - Act as antisubmarine warfare officer.
45 - Act as supply officer.
47 - Act as NAFA officer.
90 - Use NBC warfare monitoring equipment.

Table 3-14

Tasks Listed By COs As Being
Most Important For Unit Operation

(x-3.00)

8 - Determine if the work accomplished meets
established standards.

9 - Make decisions.
L2 - Decide on a course of action based on

policies, records, and reports.
21 - Function in a supervisory capacity.
27 - Communicate in writing.
28 - Communicate orally.

30 - Use correct grammar, spelling,
punctuations.

54 - Act as deck watch officer.
66 - Use knowledge of bouys, lights, and

other navigational aids.
68 - Determine position by visual bearings,

ranges.
70 - Use manuvering boards.
71 - Use correct piloting skills.
86 - Use knowledge of the rules of the

nautical road.
93 - Perform duties as inport OOD.
94 - Use the Getting-Underway-Checklist.
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Tass- s a d By As .ai.:
Least I=;:r.an: To iun!: ar-:i.-

(x<2. 10)

47 - Ac: as NATA officer.
60 - Ac: as coordinator for Conbined Federai

Campaign.

90 - Use NBC warf are =onitoring equiment.
41 - Act as antisubmarine warfare officer.
56 - Act as oceanographic officer.

36 - Speak at public functios on behalf
of 'the Coast Guard.

76 - Form a group into a =archnin.eg en:.
26 - Deal directly with outside cor.traccors.
77 - Execute the sword manual of -. s.

Table 3-16

Tasks Listed 3v Staff As
M1ost Likely To ie ?art 0.
The Ersig's Job (x>2.80)

TASK N'ZIB3ER TASK

20 Function in a subor-inate capaci:-.
214 Deal directly wi:h e%.-lised pers:=e.
28 Con-unicate orally.
66 Use knowledge of bouys, lights, and

other navigatIonal aids.
67 Use electronic navigation systems (I.e.

radar, loran, omega, etc.).
93 Perform duties as inpor: OD.
30 Use correct gar-zar, se.elling, .$ 27 communicate in writing.
78 Maintain logs.
86 - Use knowledge of the rules o! the

nautical road.
65 - Use charts and navigational inst:u=e:s

or equipment to fix geographic positions.
54 - Act as deck wach officer.
73 - Use correct radiotelephone procedures.



Table 3-17

Tasks Listed By Staff As
Least Likely To Be Part

Of The Ensign's Job (x<2.00 descending)

TASK NUM BER TASK

92 - Perform duties involved in coordinated
ship/air operations.

48 - Act as morale officer.
46 - Act as navigator.
25 - Deal directly with the general public.
2 - Develop a technical training plan.

51 - Act as Operations Officer.
79 - Use your knowledge of Coast Guard history.
90 - Use NBC warfare monitoring equipment.
76 - Form a group into a marching element.
37 - Deal with press or representatives or

other media in explaining Coast Guard
missions or operations.

36 - Speak at public functions on behalf of
th Coast Guard.

26 - Deal directly with outside contractors.
77 - Execute the sword manual of arms.

Table 3-18

Tasks At Which Staff Feels
The Ensign Will Be Most Skilled

(x>2.30)

TASK NUMBER TASK

77 - Execute the sword manual of arms.
76 - Form a group into a marching element.
20 - Function in a subordinate capacity.
65 - Use charts and navigational instruments

or equipment to fix geographic positions.
68 - Determine position by visual bearings,

ranges.
80 - Use or display your 'Knowledge of Coast

Guard history.
86 - Use knowledge of the rules of the

nautical road.
66 - Use knowledge of bouys, lights, and

other navigational aids.
70 - Use manuvering boards.
6- Determine geographic position by

celestial navigation.
95 - Determine height of tide and current

velocity.
101 - Inspect liberty parties.
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Ta Z -:9

Tasks At i-hich S:a.
Zeels The Ensign Wil. B3

.east S'ue- (x<1.5^ descending,

TAS(- Z tI RXE? TA.SK

92 - Perform duties involved in coordinated-

ship/air operations.
90 - Use NBC warfare monitoring equipment.
33 - Determine requirenents for material

resources for divisio,/deparcuen:.

I - Investigate a curren: l.-ele. oE rai._:_i
and needs for training in your division/
department.

2 - Develop a technical training plan.
31 - Prepare enlis:ed performance evaluations.
45 - Act as supply off!*cer.
47 - Act as N&'A officer.
34 - Determine funding requ-remer.s and

administer funds for *;±sio.ea::C e:.
18 - Conduct career develorern: and r.eli".-.nt

int erviews.
26 - Deal directly with outside c:nzzaz:ors.

Table 3-20

Tasks Listed 3y Staff As
3eing Host important .ror
Unit Operation (x>2. 90)

TASKe *.t..3ER TASK

24 - Deal direc:ly with enlisted ;erso.n.
20 - Function in a subordlnaze ca.aa::.
27 - Conmunicace in writing.
28 - Coanunicate orally.
14 - Recognize and naintain the proper roles

and relationships among the e:sa='.e-
your division/depar:nen:.

30 - Use correct grammar, spelling,

punctuation.
66 - Us& knowledge of bouys, lights, a-

other navigational aids.
67 - Use electronic na'1:iz-son s'ste-s

(i.e. radar, lo:an, :-,e - .
92 - ?error cu:tas a-- -: : >D.
5.' - Ac: as deck watc, of-:sr.

• h I



Table 3-21

Tasks Listed By Staff As Being Least
Important For Unit Operation (x<2.00 descending'

TASK NUMBER TASK

60 - Act as coordinator for Coobined Federal
Campaign.

61 - Coordinate the CG Mutual Assistance Fund.
76 - Form a group into a marching element.
2 - Develop a technical training plan.

36 - Speak at public functions on behalf of the
Coast Guard.

37 - Deal with press or representatives or
* other media in explaining Coast Guard

missions or operations.
47 - Act as NAFA officer.
62 - Act as Voting Officer.
77 - Execute the sword manual of arms.
26 - Deal directly with outside contractors.
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Table 3-22

Tasks Listed 3y Ensignsi As Being Part Of The~r Job

(A2.80)

TASAC INBER A1

24 - Deal directly -.th enlisted personne!
28 - Comunicate orally.

109 - Reprimand subordinates, either in =iting
or in person.

30 - Use correct grammar, spelling, p;uc:uatio-n.
20 - Function in a subordinate capacity.
21 - Func:ion in a supe.-isory-- capacIty.
9 - Make decisions.

-R - RecognIze and =aIntain the proper roles -

relationships a=ong :he =e=bers of 11::-
davision/depart-ent.

102 - Conduct in-port e-rrency drills.
22 - Deal directly -with senior officers.
27 - Com unlcate in wricing.
83 - Conduct a pre-mast i.vestiiaticn.
10 - Decide on a course of action based .r

own observations of a sit.uation.
Ii - Decide on a course of action based cn -he

inputs of others.
19 - Delegate responsibili:y and auchori:': :o the

members of your division/depart-en: .r1er
to make the best use of your t -e.

107 - Prepare reports of investigatior.
29 - Draft letters using corr ct f a.-.
12 - Decide on a course of acticn based on

policies, records, and reports.
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Table 3-23

Tasks Listed By Ensigns As
Not Being Part Of Their Job

(1.51)

TASK NU.BER TASK

41 - Act as antisubmarine warfare officer.
45 - Act as supply officer.
61 - Coordinate the CG Mutual Assistance Fund.

functions.
76 - Form a group into a marching element.
77 - Execute the sword manual of arms.
63 - Coordinate official social ceremonial

functions.
58 - Act as deck department head.
56 - Act as oceanographic officer.
36 - Speak at public functions on behalf of

the Coast Guard.
40 - Act as combat-information-center officer.
51 - Act as Operations Officer.
47 - Act as NAFA officer.
18 - Conduct career development and reenlistment

interviews.
37 - Deal with press or representatives or other

media in explaining Coast Guard missions or
operations.

44 - Act as commissary officer.
57 - Act as weapons officer.
72 - Compute search and rescue information (i.e.

datum, search pattern type, search area size,
etc.).

53 - Act as first Lieutenant.
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Table 3-2"

Tasks Listed 3y COs As

Being Part Of The Ensign's Job
(Xw3.oo)

TASIK NLU%3ER TASK

14 Recognize and maintain t: p.- ;rpe: ro-es a-=
relationshlips among the a-bers of your

division/department.
20 - Function in a subordinate capaci*ty.
21 - Function in a supervisory capacity.
28 - Comnicate orally.

30 - Use correct Sra-nar, spell.ng, p rc :atio..
31 - Prepare enlisted perforance evalua:ions.

33 - Determine reouiremen:s for -.a:ar.al eio;:.zs
for division/departzent.

54 - Act as deck4 watch officer.
63 - Use charts and navgaticna2 instrumen:s or

equipment to fi± geo .aphic positions.
6 - prepare train ing ma:eria3.
7 - Set standards of perfornenze for :ne ng--.-

of your division/department.
8 - Determine if the work acconplis-ed =--:s

established standards.
70 - Use manuvering boards.
71 - Use correct piloting skIlls.
73 - Use correct radiotelephone procedures.
83 - Conduct a pre-mast investigation.
86 - Use knowledge of the rules of the -au::al

road.
93 - Perfor= duties as in.o-. 00.
94 - Use the Gettin$-Uadervay-Checklist.
106 - Prepare official correspondence.



Table 3-25

Tasks Listed By COs As Not
Being Part Of The Ensign's job

TASK NUMBER TASK

89 - Perform duties as repair party officer.

90 - Use NBC warfare monitoring equipment.
58 - Act as deck department head.
51 - Act as Operations Officer.

104 - Take a disabled vessel in tow.
76 - Form a group into a marching element.
56 - Act as oceanographic officer.
53 - Act as first lieutenant.
37 - Deal with press or representatives or other

media in explaing Coast Guard missions or
operations.

41 - Act as antisubmarine warfare officer.
36 - Speak at public functions on behalf of the

Coast Guard.
45 - Act as supply officer.
77 - Execute the sword manual of arms.

Table 3-26

Tasks At Which Ensign
Report Being Most Skilled

(B>2.50)

TASK NUMBER TASK

65 - Use charts and navigational instruments or
equipment to fix geographic positions.

20 - Function in a subordinate capacity.
68 - Determine position by visual bearings,

ranges.
67 - Use electronic navigaion systems, (i.e.

radar, loran, omega, etc.).
66 - Use knowledge of bouys, lights, and other

navigaitonal aids.
70 - Use manuvering boards.
94 - Use the Getting-Underway-Checklist.
93 - Perform duties as inport OOD.
86 - Use knowledge of the rules of the nautical

road.
83 - Conduct a pre-mast investigation.
78 - Maintain logs.
71 - Use correct piloting skills.

30 - Use correct grammar, spelling, pun.tuat2'cn.
101 - Inspect liberty parties.
100 - Supervise and conduct on-the-job training

for quarterdeck watchstanders.
95 - Determine height of tide and current velocity.
82 - Conduct an informal investigation in accordance

with the MC.
73 - Use correct radiotelephone procedures.
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:able 3-27

*.Tasks 7: _ ch -r:--
l~ezort 3ain; Least 5Sk±t__'"i-

t ,(3<: .9,2

TASK .-!B- TASK

42 - Ac: as safety officer.

44 - Act as com=issary officer..
47 - Act as ';AFA officer.

51 - Act as operations Of ficer.
. 52 - Act as gunnery officer.

58 - Act as deck depar:-ent head.
90 - Use BC warfare =o.I~toring equip,-ne:.
99 - Serve as boat-Officer.
i8 - Conduct career develop=ent and ree.ls:=en:

intervievs.
53 - Act as firs: lieutenant.
56 - Act as oceanographic officer.
57 - Act as weapons officer.
61 - Coordinate the CG Mutual Assistance Fund.
63 - Coordinate official social care-onla

functions.
45 - Act as supply officer.
41 - Act as antisubarine c::er.

Table 3-28

Tasks Listed By COs At
IWhich Ensigns Are

Most Skilled (X>2.50)

TASK NIM.I-R TASK

68 - Deterine position by visual bearinrs,
ranges.

67 - Use electronic navigatIon systems (i.e.
radar, loran, omega, etc.).

65 - Use charts and navigatior.al instraments c:
equipment to fix geographic pos:ions.

94 - Use the Get:ing-Unde-ay-Checklis:.
93 - Perform duties as import OOD.
70 - Use manuvering b ards.
66 - Use ;nowledge of bouys, lights, and other

navigaitonal aids.
23 - Deal directly -ibth jutior officers.
.36 - :se kncws'edge of :he r'ue :f t-e n-. .

:-cal.

- i--spec: libe::y par:Ies.
96 - Pre;are -ea:-er :bierva:.-. !.tgsnee:.
83 - Conduct a pre-mast investiatior.
20 - Fusc:ian in a subordinate capacI:::.

7



Table 3-29

Tasks Listed By COs At
Which Ensigns Are

Least Skilled (X<1.5O)

TASK NU1iBER TASK

3 - Conduct technical training plan.
57 - Act as weapons officer.
49 - Act as wardroom mess treasurer.
92 - Perform duties involved in coordinated

ship/air operations.
90 - Use NBC warfare monitoring equipment.
53 - Act as first lieutenant.
32 - Act as gunnery officer.
18 - Conduct career development and reenlistment

interviews.
2 - Develop a technical training.plan.

45 - Act as supply officer.
41 - Act as antisubmarine warfare officer.
56 - Act as oceanographic officer.
58 - Act as deck department head.

Table 3-30

Tables Listed By Ensigns As
Being Most important To Unit

Operation X)2.75)

TASK NUMBER TASK

7 - Set standards of performance for the members
of your division/department.

8 - Determine if the work accomplished meets
established standards.

9 - Make decisions.
65 - Use charts and navigational instruments or

equipment to fix geographic positions.
66 - Use knowledge of bouys, lights, and other

navigational aids.
67 - Use electronic navigation systems (i.e.

radar, loran, omega, etc.).
71 - Use correct piloting skills.
86 - Use knowledge of the rules of the nautical

road.
87 - Use damage control equipment.
93 - Perform duties as inport OOD.

102 - Conduct in-port emergency drills.
21 - Function in a supervisory capacity.
22 - Deal directly -ith senior officers.
27 - Communicate in writing.
33 - Determine requirements for material

resources for division/department.
34 - Determine funding requirements and

administer funds for division/department.
68 - Determine position by visual bearings,

ranges.
94 - Use the Getting-Unde.-ay-Checklis.

73



Table 3-31

Tasks Listed 2y Ensign As
Being Least Important To
Unit Operation (x<2.C0)

TASK N Y.BER TASK

38 - Arrange or conduct tours of Ccas: Guar-
facilities and opera:ional utnits.

80 - Use or display your knowlede of ser~i:e
etiquette.

.101 - Inspect liberty parties.
60 - Act as coordinator for Co=bined Federal

Campaign.
61 - Coordinate the CG Mutual Assistante Fznd.
62 - Act as Vocing Officer.
47 - Ac: as NAFA officer.
49 - Act as wardroom cess treasurer.
74 - Use various forms of co=-unlca:ions

flaghoist, light) to send and receive
messages did Information.

90 - Use NIBC warrare monitoring equi;e-:.
98 - Dete-,Ine strain on a line.
63 - Coordinate official social cerao-ial

functions.
56 - Ac: as oceanogra~h±c officer.
79 - Use your knowledge of Coas: Gua:. his:o:.
41 - Act as antisubmarine warfare o ficte.
76 - Form a group into a =arching ee=e.n:.
27 - Ccmmunicate in wri:ing.

/



Table 3-32

Tasks Listed By COs As
Being Most Important For
Unit Operation (x>2.90)

TASK NUMBER TASK

54 - Act as deck watch officer.
65 - Use charts and navigational instruments or

equipment to fix geographic positions.
67 - Use electronic navigation systems (i.e.

radar, loran, omega, etc.).
68 - Determine position by visual bearings,

ranges.
71 - Use correct piloting skills.
86 - Use knowledge of the rules of the nautical

road.
93 - Perform duties as inport OOD.
94 - Use the Getting-Underway-Checklist.

110 - Determine if subordinates are qualified for
promotion.

102 - Conduct in-port emergency drills.
78 - Maintain logs.
66 - Use knowledge of bouys, lights, and other

navigational aids.
24 - Deal directly with enlisted personnel.
10 - Decide on a course of action based on your

own observations of a situation.
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Table 3-33

Tasks Listed Bv COs As
Being Least imortant To
Unit Operation (X<1.80)

TAS NUMBER TASK

92 - Perform duties involved in coordinated
ship/air operations.

90 - Use 1'N C warfare monItorini eq -;=ei:.
69 - Determine geographic position by celestial

navigation.
37 - Deal with press or representatives or other

media in explaining Coast Guard =mssions or
operations.

40 - Act as combat-i.formation-center fie.
57 - Act as weapons office:.
60 - Act as coordinator for Co-'-ned Fder

Campaign.
61 - Coordinate the CC Mutual Assisance .
62 - Act as Voting Officer.
76 - Form a group into a =arching ele-enz.
26 - Deal directly ith outside contrac::rs.
36 - Speak at public func:ions on behal of -:e

Coast Guard.
4 - Act as antisu*marine warfare of::_.e -.
49 - Act as wardroom -ess treasurer.
56 - Ac: as oceanographic officer.
77 - Execute the sword manual of arns.



3.1.'.2 Between Groups

The purpose of this section is to analyze the differences between
the three groups sampled. For example, what differences exist between
the groups on specific task expectations? Do CO's and cadets see the
ensign's first job in the same.way? If not, what are the differences?
Is there a major disparity between CO and cadet perceptions of the
ensign's skill at certain important tasks?

Tasks most likely to be part of the ensign's job: (refer to
Tables 3-4, 3-10, and 3-16)

As indicated in section 3.1.4.1, cadets predict that their job
will be supervisory in nature (8 or 20 tasks). COs, however, disagre
with this, indicating that the ensign's supervisory tasks (3 or 20)

ill probably not include setting standards of performance,
performance appraisal, and the delegation of authority. On the other
hand, COs indicate that tasks involving navigaiton, piloting, and
rules of the road will be a major part of the ensign's job (6 or 20
tasks). These tasks are conspicuous in their absence from the cadet's
list. Cadet's also feel that they will have some decision-making
responsibilities. COs do not see this as an important part of the
ensign's job.

Interestingly, the perceptions of the Academy Staff are much
closer to COs than to cadets. They also place a high emphasis on
navigation tasks while not listing supervisory tasks. All three
groups indicate that writing and oral communication tasks will be part
of the ensiga's job. Staff and COs also indicate that R/T and
logkeeping tasks will be part of the ensign's job while the cadet does
not.

Tasks least likely to be part of the ensign's job: (refer to
tables 3-5, 3-11, and 3-17)

There is considerable agreement among the three groups on the
tasks least likely to be part of the ensign's job. Dealing with the
public, marching and sword wielding, and some specific duty titles
(ASWO, OCEANO) are so indicated. The only major differences are that
the cadets rule themselves out of any Weapons/Deck department jobs
(ASWO, GUNNERY, 1st LT, WEPS) and CIC officer. Co's and the Staff do
not agree with this perception.

Tasks at which ensign's will display the most skill: (refer to
Tables 3-6, 3-12, and 3-18)

Once again, there is considerable agreement among the three
groups. All three lists are heavily weighted coward the tasks in
navigation, piloting, and rules of the road. The cadets do not feel
that they are skilled at com unicating, nor do the Academy Staff.
However, COs predict chat cte ensign will be skilled. All three
groups feel that the ensigns will be able to form a iroup into a
marching element and execute the sword manual of arms. COs and 3raff
indicate that the ensign will display skill in service etiquette.
Cadets feel that they will be skilled at logkeeping. COs and Staff do
not share that prediction.
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,zs cs az. w-iz a s iTns w d-' :- c~e la ni sk±.: I rf:M'-.Ia 'j-7, 3-13 , a..nd3 1.)

-ra, C:. results are .ess cleir. kll chrae grou;s -a-re t'a:
e3ign l have little skill at tasks r.lated t finan: e .A,
funding., de.er-in-Ing resource ra-uire-ant.s, supply office-, =-s'
treasurer, etc.) and technical training for subordinates. :here are a
number of specific Jobs for which there is no agreemen: ('-?S, GUN,
ASWO etc. listed by the ensigma; Boarding Officer listed by the CO; arnd
Ship/Air operations listed by the staff). Interestingly, the COs and
Staff Indicate that the ensign will have little skill at perfor=ance
appraisal and career development interviews.

importance of Task to Unit:

All three groups agreed that navigation, co m_-icatton, and
supervision were the areas most important to unit operation. They
also agreed that a cluster of collateral duties (CFC Coordinator, CG
Mutual Assistance, Voting Officer, etc.) were least important to unit
operation, as were marching and executing the sword =anual of a-s.

3.1.4.3

Looking at these data from a different perspective, %;hat is the
disparity of the three constructs (task part of lob, s.ill level, a
importance to unit) within groups?

Of the 20 tasks listed by the cadets as most likely to be par: of
their job, 14 were chosen as being 1=portan cto the unit's opera:ion
(Table 3-8). However, only two of those tasks were listed as bein.q
areas in which the cadets felt they were or wold be skilled. rhus,
there is some perception by cadets tha: they are no being ade'ua-e7
prepared for their firs: assignment. This will be further ana!.vzed In
the pre-post comparison. There is a =ch higher incidence, however,
of overlap in those tasks which were selected by cadets as least
likely to be part of their job. On nine of twenty tasks, cade:s fel:
skilled at something they perceived would not be a part of :heir 4ob.

COs feel that there is a somewhat greater overlap. Nine of
twenty casks that the COs selected as likely to be part of Che
ensign's 4ob were also indicated as areas of high skill expectations.
Most of these tasks were related to position fixing (navigation,
piloting, etc.).

The Staff indicated an overlap in job content and skill le:el of
the ensign in only four of thirteen tasks, all related to naviga:Ion.
The oat section of the report will develop these issues in greater
detail.



3.2 Second Adninistration:

This section will compare the responses to the first (pre) and
second (post) administrations of the survey. The data will be
presented first within each group, then across groups. The clearest
way to present this data will be to discuss the significant
differences between each group's responses on the first and second
administrations. In other words, now that the ensign has been at his
or her unit for some time, what perceptions or attitudes have changed?
Or, now that COs have had the opportunity to observe the ensign's
actual performance, what perceptions and attitudes have changed? The
differences were determined by matching an individual's pre and post
responses and comparing the differences to zero (SAS t-test of
significance for matched pairs).

3.2.1 Organizational Health Section:

In the ensign's responses, there were differences (p<0.05) on
three of the eight scales. On all three, the post data indicated that
the ensign's saw the Coast Guard as healthier after being at their
first unit for eight months. Communication (t-4.11, p<O.001),
Conflict Management (t-4.45, p<0.O01) and Participation (t-5.21,
p<0.O01) were seen as healthier at the first unit than at the Academy.
There were no significant differences on the.other five scales.

Field COs reported no significant (p<O.05) differences on any of
the scales, as would be predicted. The arrival of a new ensign could
hardly be expected to make the Coast Guard a more or less healthy
organization.

Academy Staff report no differences, the expected result.

3.2.2 Attitudes and Expectations

Ensigns report differences (p<0.05) on four of the seventeen
attitude scales. Commitment to missions decreased considerably
(-0.706, t--4.25, p<O.0001). Team-Self orientation ("When people
cooperate they usually produce more") increased (t-2.31, p<0.03) as
did Self Confidence (t-2.17, p<0.0 4). The ensign's sense of being
Victimized ("I am being treated unfairly") decreased (t--3.50,
p<0.001). There were no significant differences on the other attitude
scales.

In the single item attitude and expectation questions, 51 through
72, there were significant differences on 6 of the 22 questions. The
ensign reported more control over jobs assigned (Q54) than predicted
(t-2.34, p<0.03), but also indicated that they would not have to work
as hard for promotion as expected (t--2.86, p<0.01), were not working
at full capacity (t--2.42, p<0.0 2 ), and that their shipmates were also
not working at full capacity (t--2.30, p<0.03). These three questions
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ccmbine to Indicate an o':erall se.sa cf a"de...l::=t.. a
tha standpcn: o1 ther ;rior e:::ecta:±ons. The e.-sicns"a' i niC-
tha: cheir own ;erfo:'-anc, good or bad, di4- no: --d - "
of their peers as much as had been e:.cxced (:-.7, ;<0,C.
After bein; at their first unit for soe h :h e.sizns a-so :e-
tha th..r chances for promotion to CZ". ,;ere less than ha:
originally felt (t.-2-61, <0.2).

On question 73, a statement of career Intent, the ensign's
response was more than half a point lower than the pre response. The
pre score of 4.176 equates co" slightly above "I will probably sta' in
the Coast Guard beyond my initial obligation, but not for 20 years."
The post score of 3.673 is halfway between that description and "Even
if I could resign today I would complete my initial obligation." The
difference is sianificant (t 2.86, p<0.007). 'o other differences
were significant.

The field responses to this section can be put in the pers;ec.ive
of the difference between what the CO wanted the ensign to say and ho-"
he or she feels the ensign will respond now, after seeing the ensign's
performance for eight months (hope or expectation vs. observation).
Specifically, on the scaled ites, Cos feel that the ensig.s are less
committed to missions (t--2.58, p<0.03); display less i.di.-.dualIty
(c--2.65, P<0.03); more trust (t-2.51, p<0.03); more resentment
(:-2.85, p<0.02); a higher sense of being victimized (t-3.32, p<f. ,;
a lower sense of responsibility (t--4.40, p<0.O01); are nor. error:
than results orien:ed (t-2.1, p<0.04); and have less ;ride in tne
Coast Guard (--2.32, p<0.04) .han they had hoped. These dlfferences
on 8 of 17 scales are significant, indIcating considerable diffa.e.:es
between the hopes and observations of the COs about the ensigns.

There were significant differences in the responses of Cos on .
of the 22 single item expectation ques:ions. The COs fe:t ths:
ensigns report more personal control over their jobs (ct3.95,
p<0.O02), a correct prediction. They also correctly predi:ed a
decrease in the ensign's perception of his or her necessity :o ;or-
hard for promotion (t--3.39, p<0.006), and that his or her
performance, good or bad, has impacted the workload of peers ( - . ,
p<0.02). COs also feel that ensigns will have less desire for
particular jobs (t--3.96, p<0.002) and less chance of having their o .
command (t--2.50, p<0.03). There were no other sijnificant (p<0.05)
differences on these items.

Looking at the Academy Staff's responses, there were no
significant (p<0.05) differences on any of the scaled attI:u-de
questions, as would be expected since nothing had occurred to change
the Staff's perceptions. On the single items, there were differences
on only two. The Staff predicts that after the ensign has been aboard
for awhile, they will indicate that they have to work harder for
promotion (t-2.03, p<0.05), just opapsite the ac:ua: rescnses e .
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the ensigns and field CO's. The staff also felt that the ensign's
would spend more time in routine tasks than they (the ensigns) had
predicted (t-2.61, p<0.02). There were no other significant
differences in the Staff's responses.

3.2.3 Forced Choice Section:

There were some changes in the rank ordering of the four
constructs offered. The question to the ensign is "now that you have
been aboard for awhile, which of these four constructs has been most
important to you?" Ability to deal with people was still ranked
first, but willingness to learn moved up from third to second.
Personal qualities moved down, and professional expertise was still
listed last.

The Staff was asked "which of these.., is most important to
you?", in both the pre and post. There was one change, ability to
deal with people moving up to first and personal qualities moving down
to second. Professional expertise was, once again, ranked at least
important.

Field COs were asked in the pre "Which of these..is the mast
important quality in the ensign to you?" and in the post "At
which...has he or she displayed the most competence?" In essence, the
difference between what the CO wanted and what he or she got. In the
pre, the order was personal qualities, ability to deal with people,

* willingness to learn, and professional expertise. In the post, the
order changed to willingness to learn, personal qualities,
professional expertise, and the ability to deal with people. Although
this ordering cannot be assessed in a statistical sense, the
differences seem fairly clear.

3.2.4 Job Expectations:

Again, for the sake of clarity, this section will be broken up
into a pre-post analysis within each of the three groups, and then a
narrative description of the differences across groups.

The number of scales and questions involved in this section makes
it extremely difficult to present the results in a clear manner. The
researchers have chosen the following strategy hoping to generate as
little confusion as possible.

3.2.4.1 Within Groups Job Content:

The first question we wanted to answer had to do with actual job
content from the ensign's perspective. This can be seen from Table
3-22, a listing of the jobs which ensigns indicated they were doing.
These can. be clustered to include many communication skills (written,
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oral, .- , v',:.:io-, for-a:, draf: lette-s, r=.por:s, e:c);
su;er-io o.- skills. suoc as dele : z.., t.*.,
roles, et; and declsicn =akin- based on ='n". -f .-.' -:- or
infor-a:ion.- No navgk:i. were li"t"""

Those things listed as not par: of heir jobs in Zeneral (as
listed in Table 3-13) were c-ustered into relations with t*he press an
public; conducting career davelopant anrd reenlistment intervie'.:s; an-
a long list of specific job titles, including all weapons/deck
department jobs, all supply relatled jobs, etc. Marching and the sword
manual of arms are also not part of the ensign's job.

There is very little difference between expec:ed and actual job
content at the bottom (These things will not be part of =y job; these

things are not part of my job") but some di: erence at the top. The
ensigns predicted a much more supervisory role and fewer ccn.unica:ion
responsibilities than they report. They also feel that they have =ore
decision-making authority than predicted. Other than those areas, the
cadet seems to be able to predict the job of ensign, fairly w"ell.

The actual job content from the COs perspective is sozewhat
different (Table 3-24). The CO sees the ensign perfornaning -any Deck
Watch Officer and position fixing/navlgazion tasks. This cluster
makes up over half of the ensign's Job (as far as the Co is
concerned). Other clusters are oral and written co==icatioa, atting
as a sup-,ervisor, performIng performance appraisal for subordinates,
acting as import OOD, conducting pre-mas: investigations, and
determining the material resource needs for their division.

Cos listed a number of specific sobs as not belonzing to -ne
realm of the ensign: No depart=ent head posi:Icns, 0ceanogra.:
officer, ASW officer, supply, and First Lieutenant. The als
indicated (Table 3-25) that ensigns did not speak pubilcl:: or iea.
with the press, perform in repair parties, use NBC =onizorlng
equipment, take a vessel in tow, or use a sword or march.

The Academy Staff perceptions of the ensign's job dId not change;
see Tables 3-16 and 3-17.

3.2.4.2 Within Groups Skill Level:

The ensigns were also queried about their self-perceived skIll at
various tasks. Ensigns feel themselves to be highest skilled (:able
3-26) at navigation, piloting, and other D;O position-fixing tas's.
They also feel skilled at writing, for-mal and informal in'est±ia:ions,
iport COD (including training Q.OWs, and inspecting liberty parties)
and "acting in a subordinate capacit7".

The ensigns report having little skill at various szecIlfiz .o.-s
(Table 3-27): Supply, all z-E-C weapons, -epare-_ent s ,'a
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etc), boating officer. They also report little skill at using NBC
nonitoring equipment, at coordinating fund raising or official social
functions, and at conducting careers development and reenlistment
interviews.

Com=anding Officers were asked to report their perceptions of the
* ensign's actual performance (the first administration asked for their

performance predictions)! They report the highest ensign performance
(Table 3-23) at DWO duties (navigation, piloting, rules of the road,
etc), making weather observations, inport OOD, dealing with other JOe,
conducting pre-mast investigations, and functioning in a subordinate
capacity.

COs feel that the areas of the ensign's lowest performance (Table
3-29) include specific jobs (Weps dept, ASWO, Deck, GUN, Supply,
OCEANO, etc), ship/air operations, both conducting and planning
technical training, and career development and reenlistment
interviews.

The Academy staff post responses were not different from their
pre responses (Tables 3-18 and 3-19).

3.2.4.3 Within Groups, task importance to unit operation:

In this scale, the ensigns were asked how important a specific
task was to the operation of their unit (vs. the pre "How important is
it to you that this task be part of your job). The ensigns indicate
(Table -- 30) that the DWO navigation task cluster; communicating
orally; inport OOD and emergency drills; the use of damage control
equipment; dealing with Senior Officers; and decision making are
important to the unit's operation. They also indicated that a
management cluster, consisting of determining funding and resouce
requirements, setting standards, determining if work meets standards,
and supervising others was most important.

The ensigns report.at (Table 3-31) many specific jobs are "least
important" to unit operation: NAFA Officer, wardroom mess treasurer,
OCEANO, and CIC Officer. They also list: arranging and conductingtours, speaking at public functions, coordinating official social

functions, service etiquette in general, knowledge of Coast Guard
history, coordinating fund raising, marching, sword manual-of-arms,
inspecting liberty parties, and the use of flaghoist and flashing
light.

Commanding Officers indicated that the following were most
important to unit operation (Table 3-32): the DWO/navigation cluster;
inport OOD and emergency drills; log-keeping; and a new cluster
consisting of dealing with enlisted personnel and determining if
subordinates are qualified for promotion. Making decisions based on
personal observations were also listed as important to unit operation.
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COs ls:ed as lea3: i=.ortan: (Table 3-13): d eia i : :hw L -
press, contrac:ors, and oublic speaking; shtp'a: o...a ... use cf

aC W-,fare monitoriag ecui;pen:; szec4fi1 j.: :.e suh - C- C
cfficer, czar;, ';ZS an- AS;WC; collateral '.:ies suc.- as fund r= isin
coordinator, votin officer, and =ess :trasurer; =ar:hni.z and :e
sword nanua!-of-ars; ad surpr4sinl-.,!, celes:ial n.':igazto.

Academy Staff, once again, responded as :hey did on the firs:
administration (see Tables 3-20 and 3-21).

3.2.4.4 Setween Groups Differences.

(Due to the similarity of the Acadey Sta.ff first and second
administration responses, only the differences between the ensigns a=d
Commanding Officers will be addressed in this sec:ioa.)

Job Content: The major difference between ensign an4 CO
responses had to do with those things pertaining to OO/nav!gatior
tasks. COs listed these as an important part of their job. Ensigns
did not. Instead, ensigns felt that their supervisory duties were
much more complex than did COs. Both listed written and oral
coauncations as being part of the ensign's Job. At the bcet.i of
the list, both the COs and ensigns indicated that 'EPS jobs and
dealing with the press and public vere not part of the ensl±-n's -ob.
Ensigns also listed conduczing career develop=ent and reenl.s::en:
interviews: COs did not.

Skill level: Ensigns and Cos report that ensigns are skilled a::
DWO/INAV, conducting investigatIons, inporz O0D duties, and ac:i.' .as
subordinate capacity. However, the ensigns feel that they are hz.:.
skilled at writing; COs do not indicate this. Both groups feel :ha:
the ensigns have little skill at Supply and weaons related .s and
conducting career development and reenlistment Interviews. CCs
indicate that the ensigns have little skill at lam-ning and conduc:l±n
technical traini-g and at tasks involved in coordinated shlp/am.
operations. EnsIgns indicate little skill at coordinating fund

raising, Cos do not.

Task importance: These listings were strikingly simtlar be:een
COs and ensigns. Both listed the DWO/NAV cluster, inpor: O0D ar.d
emergency drills, and supervising (dealing wih, enlisted personnel) as
being important to unit operation: Ensigns also indicated oral
com unicacion, determining resource needs, set:ing and checkin;
standards, and decision making. COs added determining if suib:r-i.-a:es
meet qualifications for advancement.

The "least important" listing was even more parallel. The only
differences are that ensigns discount the importance of coordinating
official social functions and service e:iquet e in general. C)s
Irdicate that celes:ial navigation Is n:: i=;or:a.nt :o
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3.2.4.3

Due 'to the complex nature of this analysis (the number of
variables, within/between group views, pre-post views) the following
matrix is prGvided for those readers wishing to make various
comparisons. Comparing tables will indicate similarities and
differences for each combination.

Pre Post

high low high low

Ens gn Content 3-4, 3-5 3-22, 3-23
Skill 3-6, 3-7 3-26, 3-27

. Importance - - 3-30, 3-31

COs Content 3-10, 3-11 3-24, 3-25
Skill 3-12, 3-13 3-28, 3-29
Importance 3-14, 3-15 3-32, 3-33

Staff Content 3-16, 3-17 - -

Skill 3-18, 3-19 -

Importance 3-20, 3-21 -

1s



Se:tien 3. Compa.o-en :th ?erf.=aznce a:

L this section, the inf;r--ation di sssed ;e-: a ..!-- : e
analy ed ao=g with £n -r-ation gathered frc: the act-ual fitness
reports of -he officers in the sanle. Firsr, fri.ess recort data
from the sa=le -ill be sumnrized (3.3.i). -hen the i.f or.aion -.";±"
be presented so that the predictors of perfornance can be ascer:ined
from among the many variables of the survey:s ad=/nis:ered to :he
cadets/er'signs. This section will test Hypothesis 1 (3.3.2).
Unfortunately, due to the fact that Field COs delegated t'hei
responses on the second survey, there were only 14 matched pairs, thus
Hypothesis 2 was not testable.

3.3.1 Fitness Report Summary

Fitness report data -were ga:hered only from those offIcers
responding to both the pre and post surveys. This resulted in an N of
34. An attempt wals made to gather information from the firs: t-'wo
fitness reports on each officer, but because of the :i=!m; of the
report cycle and the fact that many newly commissioned officers spend
much of their first few months TAD at various schools, most first
reports were submitted for continuity only, or had ore "not observed"
evaluations than actual performance data. Thus, the su--.ary data
presented in Table 3-34 is for the ensign's second report for tha
period ending 30 'March 1981. The Information presen:ed on a coly :
an actual report form represents the mans (marked by an X) for ea:.-
category measured. The dots indicate the minimum and maximu.m score
for each section (whe:, applicable). Although the spread appears
great, t-e standard deviation are on the order of less -han one ocx,
so the data are normally distributed about the ;oints indi:ated. Bc:':
attitude, comparison, and all personal qualities are 'kewed : t -r: -he
high end of the scale. The mini-um fitness report index (su-- of
overall perforzance, attitude, comparison, and overall qua:-ias) ":as
4 and the maximum 33. Mean FI was 26.

3.3.2 Survey Variables PredictIng Perfor-ance

Since FRI is a rather global quantity, the analyses :o follow
were performed individually on each of the four major areas of :he
fitness report: Overall Performance, Attitude, Cc=-arisn, and
Overall Evaluation of Personal Qualities. The question researched is
"What combination of the variables discussed earlier in this repor:
(job empectations, organizational health, attitude and znera'
expectations) best predict the distribution of fitness report =---s-'"

Only the analysis for Overall Perform.ance will be presented I.- 3
report, although analyses for the other three marks are available.
Although no direct causal relationship will be posited, the
correlations nay be supported in existing literature and =av also
support existing research. The method used to deter-mine this
relationship was a series of stewise regressions cn each .f :1-
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dependent variables.

3.3.2.1 Overall Performance

The best predictors of overall performan-ce are displayed in Table
3-35. In summary, no demographic variable (geographic location, sex,
marital status, class standing, whether assigned to deck or
engineering, etc) accounted for more than three precent of the
variance in the distribution of marks for overall performance.

Of the attitude scales, there was a direct relationship between
the Ensign's perception of his or her own self esteem (post) and
overall performance. The higher self-esteem, the higher the
performance. There was an inverse relationship between resentment and
performance (higher sense of resentment correlating with lower
performance); between orderliness and performance (the more orderly by
nature, the lower the performance); and between commitment to the
Coast Guard and performance (the core committed to the Coast Guard,
the lower the performance).

Of the Organizational Health scales, two correlated significantly
with overall performance ratings. The higher the Ensign's response
(post) on the leadership scale ("Our senior ianagers are a good
example to our junior managers") the higher overall performance. On
the other hand, the higher the Cadt's (pre) response on the
productivity scale ("Miy supervisor will often discuss my productivity
with me") the lower their performance.

Of the individual attitude and expectation questions (5 1-73 of
Part 3 of the survey), two variables from the post survey were useful
in predicting performance: Ensigns who feel that they have the
opportunity to originate new ideas and practices in their jobs show
higher overall performance; and those Ensigns who feel that they do
not have the opportunity to pursue their education off-duty show
higher overall performance. Three other variables entered the
regression, but as the difference between pre and post responses.
Performance marks were higher for those Ensigns who accurately
predicted their workload. In-other words, if individuals predicted
(pre) that they would have a job requiring that they work at full
capacity and subsequently (post) reported that this was the case,
their performance was higher. At the same time, individuals who
predicted that they would not have to work at full capacity and
reported that this was' so je-formed at higher levels. Those for whom
reality (post) and predictions (pre) were mismatched (high-low or
low-high) indicated lover performance. Perception of chances for
promotion to lieutenant was related to performance marks in the same
way; the greater the difference between pre and post, the lower the
performance.

The best predictions of performance were variables created by
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date--' .ni. : he dif---ereces be twe -h the actual. cc-.n a
t.he Cad 's ;:redic:ion cf t*he con:en: f:h .;,. Fr ea: . ".:-
(i.e. Act as boa:dl.. oficer), the C- e:'s -e."e t kd to p.e. .
they would be d.ing I. and after thoey had been o. the o, ".e cr
not hat particular tas:". was actualI.: a pa: of :,1,ei: lob. Te
differences can be anal'7:ed tc detar=ine those cas. for !7 Which -
exists and those :ask:s for which reality and e:ceccati-ons a-e
mismatched. Correct predictions have no neasura !e i-pac, on
performance but of the variables for where there was a significant
mismatch, the ten most disparate variables accounted for 96 percent of
the variance in overall performance rating dis:ributions. These
differences can be classified into tasks which the Cadet did expect to
be doing but isn't (expectations undermec) and those which the Cadet
did not expect to be doing but are (expectations over--e:).

Job Content Expectations undermet:

Cadets who predicted that they would be: drafting letters,
* conducting career and reelist=ent interv.iews, dealing with security er

communications, making weather observations and "acting in a
subordinate capacity; who subsequently report that these tasks are not
part of their jobs are marked higher in overall perforance than
others.

Job Content Expectations over-et:

Cadets who predicted that they would not be: actini as a
boarding officer, acting as a sponsor for newly revortin; personnel,
using damage control equipenc, using their ;owledze of :he L...Y.,
or acting as AS'O; who subsequent!y report that these tasks are par:
of their jobs are marked higher in overall perfor-ance than others.
Again, Table 3-35 displays these data.

Another created variable was also useful in predicting
performance ratings. This is the difference between the Cadet's
prediction of skill (I will be good at it) and the Ensign's self
reported skill level at that task (I an good at it) after being on :*,e
job. Again, these can be divided into cwo sets: those tasks for
which the Cadet's predicted skill level was high but subsequently

* reported that they weren't as good as they thought they would be:
those taks for which actual reported skill level (unrealistilcaiv hizh

*efficacy expectatiors) was higher than predicted (unrealistIcally .ow
ef flcacy expectations).

Unrealistically high EE: Cadets who predicted chat :he-. would 'e
ood at: conducting inport drills, dealing with the public, deal ng

with Senior officers, acting as supply officer, and making decisions
based on the input of others; who subsequently report that they do
poorly at these tasks are marked higher in ;erforzance than others
(neither ensicns nor field C:s listed these tasks as _-en an
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i=portant part of the Ensign's job).

Unrealistically low EE:

I Cadets who predicted that they would be poor at: Developing a
* t technical training plan for their division, pre-mast investigations,
A duties involved in ship-air operations, and arranging tours of CG

facilities; who subsequently reported that they were skilled at these
tasks were marked higher in performance than others.
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Best :C

variable N'a:* 
Cuigb 36:.9~

(post) Resentel -0.34 37.9

(Pro) Productivity 
-0.36 

5.

(post-Pro) $kill at,

WOQI:%a technical -0.28 67.5

train±?4 plan
(Potp?) 5Sl.a tCe

involved in shiLP-air operations~ -0.25 7.

(POst-pre-) Job Co8'nt 
80.1

act as boar4Lu ofjce

(PostPr) job Content; 04 87.5

draft letters
(post) O2prtunt1y ZO
originate no,? ideas a-d402
practices 

... 79.

(post) Chances to Pursue -0-.0
of~f-duty educatiOn
(post-pre) Job requires

4that IwOrk &t ful capacit?. -0.09



Section 3.4

The tables in this section tabulate 
the results of & third survey

conducted in Septenbet 1981 as compared to the previous

ad.inistraticns. Mean Fitness Report data are also presented in 
a

manner similar to that of the previous section.

Table 3-35 Organizational Health

Table 3-37 Attitude Scales

Table 3-38 Attitudes & Expectations

Table 3-39 Rank ordering forced

choice section.

Table 3-40 Fitness Report data, Second

and third report

The implications of these data 
are discussed in the Summary section.
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Table 3-36

Cc=.-pascn CY r-ani:aticnal Ieal:h Sca-e

Respo.s~s over :i± (by a&.in~s::a:o.)

Variable Name 1 2 3

Productivity 2.88 3.01 3.10
Leadership 2.84 3.07 3.15
Organizational Structure 3.25 3.15 3.05
Cocmunications 2.86 3.31 3.37
Conflict Management 2.29 3.7 c 7.7j
Human Resource .anagemenc 2.44 2.54 ;. I-j
Partic pation 2.40 2.98 2.93
Creativity 2.56 2.82 2.80

Means on a scale of I- scrongly disagree (chat this is heal:hy in c-e

Ccast Guard) to 5- strongly agree (that this is hea!.:hy .in the C~ast
Guard). A score of less than 3 indicates some disagreement that that
part cular feature is healthy.
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Table 3-37

Comparison of Attitude Scale Responses
over time (by administration)

* ADMIN

Variable Name 2 3.

Commitment to the Coast Guard 3.35 3.02 3.00
Commitment to missions 4.10 3.39 3.50
Self-esteem 3.54 3.62 3.72

* Individuality 3.43 3.53 3.72
Acceptance of authority 2.90 2.88 2.63
Team self-orientation 3.75 3.99 4.03
Team others-orientation 3.52 3.51 3.57
Trust 2.62 3.69 2.93Resentment 2.23 2.29 2.4 8
Victimization 2.65 2.34 2.52
Responsibility 4.28 4.35 4.22
Orderliness 3.45 3.28 3.40
Effort-results orientation 3.08 3.15 2.97
Pride in the Coast Guard 3.54 3.41 3.38
Self-confidence 3.81 3.99 3.85
Power Values 3.51 3.43 3.58
Mach scale 2.67 2.67 2.83

Means on a scale of I a strongly agree to 5 = strongly disagree. On
the. Efforts-results scale I - results orientation, .5 - effort
orientation.
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Co par-sor - of A:tit udes and -. aions
Respo'.ses ove rie tize -- s-a- ,

VarLable Aa=e '

Kncv the jobs I want 2.70 2.84 3.35
Desire certain jobs 3.71 3.73 4.05
Desire to avoid certain jobs 3.63 3.86 3.85
Wave control over jobs I get 2.35 2.78 2.30
Work hard for promotion 3.87 3.18 3.40
";ork at full capacity 3.61 3.12 3.00
Peers work at full capacity 2.84 2.51 2.45
Lots of red tape 3.77 3.75 3.90
Opportunity to originate 3.12 3.41 3.45

A Performance workload 3.96 3.35 3.75
Chances of lifesaving 3.12 2.78 3.45
Job will have rouclne casks 3.86 3.86 3.60
Fighting fires 1.59 1.69 2.40
Long range planning 1.78 1.71 1.60
Job involves own creative efforts 1.78 1.67 1.85
Hours on the job 3.88 3.65 3.95
Number of subordinates 3.28 3.12 3. o
Chances of promotion to LT 4.08 3.96 3.90
Chances of promocion to CDR 3.47 3.20 3.i5
Chances for off-duty education 3.26 3.2l 3.4Q
Chances for PG school 3.35 3..,6 3.Z5
Chances for own commard 3.02 2.90 2.35
Career intent 4.18 3.i7 3.6i

See section 1 and Appendix A for scale explanations.

,



Table 3-39

Comparison of Rank Ordering Section
by time (by administration)

RA"NK ORDER BY ADHIN

Variable (quality) 2 3

Professional ability 4 4 3

Ability to deal with people 1 1 1

Personal qualities 2 3 4

Willingness to learn 3 2 2
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FR Area SECOND THUD

- Overall Perf6z-ance 4.174 7.350

Attitude 6.786 7.600

Co=pa.ison 6.857 6.800

[ Overall Personal Qualities 6.893 7.350

1 14
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UNITED STATES COAST GJARD
LMDP SURVEY 80200 SERIES

PMTAC

This survey has been desioned to gather
information about your expectations anA
attitudes concerning the Coast Guard anc3
your first assignment. Your ComnandinG
Officers are responding to a similar
survey. Your responses are important in
comparing expectations and points of
view. Please respond to each item as
accurately as you can.

-
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2. ma rrim-:
3. S ei:a:ate

S. Ycu: Class stand-2ma: (3

1. Ton 0
2. 14

4. C,-a
5.Bc:t.c 2zi

9. At yzu: !rst assi nert, yo~ur -jo %i.- ae:

2. £rqfrneennr;

.Vec! =-,t to -- ici'.'u -. 11 he ass.zne: Z

4 iWl~
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8Cther A..r



The duty areas -isted n hils section have been -elacted as
heinrg representative of the types of task-s a ne.,'. cc-c-ssicnc
officer night 1e expected to -erforn. ;-:e reca to %now Incw likely
you feel that you will ba -Arforr.-r.g these tasks, ,w -ro-fici-e.
you expect yurself to be when you get to your first assiarz-ent,
and how important it is to you that these tasks be a part of your
job.

SCALE FOR COLLi A

How likely is it that you will be perfmnn.irn this task?

1. unlikely

2. may perform

3. likely

QCALE F C LU B

How skilled do you expect to be at this task upon arrival at your

first assigrnent?

1. unskilled

2. so a,.hat skilled

3. very skilled

SCALE FCR COLUM C

is It important to you that this task be a major part of your
AJob?

1. important that it no". be

2. don't care

3. imortant that it be



:w sk-:-.>: t:'.' !:.a at - ___________

lie:~ ~~ t--SE 4...nrE.3

1r;terviews.--

19.; Vellecale ras*.o.s3ib'1ity ard aut-1-rity ot (4-
r. ers oZ you~r diviscn/dq~art'nent in creer to
rz '-,e t~e -1-0-t use of '.Ytur a~ ticre.

Z. .cticn in a s"-cdinate czac±ty. -

2.. ~ tc inl a suj-I rVi--r7 ca-racity,.- - -(7-2

22.. :Pal directiv with ser.±o: C:cr .

22. -real .drect-.y -wih Jtzicr c~ficers. 06S-73)



' :s it i:ortA-.t t !-- e part of their job?

"'cw skl-,.ill they ha at this when the:
et to their first assi -rz .ernts?

How likely is it that they will ::e ".rforir,.
this task? *

A .

47. Act as NAFA officer. (lZ-12)

48. Act as r.tale cfficer. (13-15)

49. Act as wardrom mss treasurer. -- - (16-18)

5). Act as assistant to the Executive Officer. (19-21)

53. Act as Czeraiors Officer. (22-24)

52. Act'as gunnery officer. (25-27)

53. Act as first lieutenant (2-30)

54. Act as deck tch officer. (31-33)

55. Act as educational serVices offi.cer. (-4-36)

56. Act as oceanosraphic officer. (37-39)

57. Act as wea;ors officer. (4C-42)

5o. Act as deck deparent head. (43-45)

59. Act as bcardirn officer. (46-48)

60. Act as coordinator for Coctined Fede-al Cam.aign. (49-51)

61. Coordinate the CG Mutual Assistance Fund. (5Z-54)

62. Act as Voting Officer. (55-57)

63. Coordinate offical social/cer.monial functicns. (58-60)

54. Perform duties as sponsor for newly reporting (6i-63)
pe rsor.ne!.

65. Use charts and navigational in.struments or (14--6S)
equipmnt tz fix geographic .csitions.

66. Use anowledge of bouyx, lights, and other (67-5-9)
navigational aids.

67. Use electronic navigatlon systm-s (i.e. radar, -Z)

loran, =*-,a, etc.).
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9-2. Zeta±ie 1he.*. of tide an! =z.r:er.t !2o::

9'3. Pre~m:e wather observatic-i lo sheec. -- '

S7. Ceter~!re a.-c~r tardL-s !=OC.atiocr..- - - 2-

A ~9. Zaterm.±rne strair on a line. 2T

99. Seve as ~ctCficer.

C--viz and cd:c--- 'i:5: - - -' -

* cuar:e::eck wat-cst-ders.

~: *:~.sec2-/m ;a::ies.

l~2. C~i.~!n-rr er.*r:.-er.:y .r.- - -

. sek: cwled-,e o- hi's ta!ctical davi -

1N4. * aea disab-ed. vessel in --w. 2



* J

UNITED ST:rATES C AST GUAM'

•LDP SUV'EY zE221 (P.,.AC)

.' This section of the survey concerns t.ss es r-.ar:inn

* organizational effectiveness. Please rescr1 as you feel

the Coast Guard exists today.

Z.N .TIHS SECTION,! IoE ARE. iTE."E"ST-TO Y' v D ., ll ve, .. : H

CAST GJ\?fl AS A Te'rAL RX'! ZATW .

Please circle the number that reflects your hcnest onion.
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212. Thb"s or-,anizatior uSeS the ~*'1f~t~. 2 4 5 (
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1. Is the Coast Guard the best of a!l 1 2 3 4 5 (5)
cr:,anizatio^ns for ,.ich you could work?

2. Are you glad that you chose the Coast Guard 2 3 4 5 (51
over other organizatiors that you may have Ieen
corsid erir47

3. Co you feel a great sense of pride in knwin 1 2 3 4 5 (7)
that you .m:k' for a organization that has
humanitarian rissiors?

4. To you !eel a serse of satisfaction in 2 3 4 5l
eoing to an organization that saves lives?

5. o you feel a sense of fulfill.ment in enowiqi 1 2 3 4 5 (1)
that the Ccast Guard serves the public?
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misf~itunes in crder to cialn t.:e syj-.athy an.d ,_

of .~. a attthem~e xar

23.. likel grol mak fen~s cau-se frierds are 123 4* 5

24. 1 feel like 1 w. ettin; a r~wreal 1 2 i2 S 2

25. 'Vhon .r lookc 'uz=! over *vtat has 1 2 3 4 S ~
~z~~to ma 1 !eel cheatc-d.

255. Z an. very likely t- hzod a gru&eg. 12 3 4 B

27. : have teen 7:=Ished w.ithout cauise. 1 21 3 4 5

. Zerp:le alIwayz seem to c.er t -e tzea:*s. 12 .3 4 5(

Z- .have to ta-'mc r-lars fr p eenle 4 5
knew ies= th'an 1 dz.

t:7. :t is, emeutyof eacth -es*...:Oi t1c 2 .11 ~ 4
tc the very !.-ost c! h.-is a :yv.

3.Even if : were on my mwi th --- cne to 22 5
Vu.-* r:se mm' 1 w;cu'd Stil. woe hard.

32 i.~ :rk *ca sacrif..ces in crdejr to nee: 2 .1.-

an atli- cion to scra.cr~e -Who is cotzrminq on me.

* 33. :always like to kee: my thi-=s neat and in C
c cod 0 :dor.

14. like to have a pJace for everyt.-.i), an--a2
eer-yt-hin; in its place-.

33. : refer I-z be dressed care!,-,.l" rathIer 2 *--

t'. ar ca sually.

33. Z thim~ effort is c-_-andable, even If.-2 4 B
it dcasn't leaci to th st eecieresults.

37. As nas youcck bury'yu willdo i 2 4
jkrv~ n thisra.

-- Sft* n-cre 1-------..A



C,

I

-, C; :t7

ca:aci ty.

58. Tee ill1 e a lot of "re- taE:e" associated4 1 2 3 4 5 (52)i
vel th m~y 'job.""

5 !; ~lhave .,e o, tu~ty to o. iaen 2 3. 5 (3
,u~~uraus or :;rac--.ces in ny Job.

6o,. ty job rerformance, good or hae., %.ill 1 Z. 3 4 5 114)
sicnificantly impa the % unt of iwork that athers
a roun.d r wilI have to do.

i.~ I o 0

2. 21 to ....

4. 51 to 81JI
S. 31 to izo%

ac t are ,ur chances of beei,, involved in1 2 3 4 5 (5)
lifesavirr, on your first asseinmeni?

)2. Ih.at -trcntaee of you ;mr.i wll b s2ent 2 3 4 5 (55)
involved in routine task-s?

63. 'Ii at -*rcentn.e of your "wtr.i- will be ! 2 3 4 5 (57)
"fightirg fires"? b

64. 1'.yat broentage of your .ork will!:e s;,nt 1 Z 3 4 5 ( 4)

in lonj range pl!anninr.?

55. -I.hat perentae of your work will invove 1 2 3 4. (!9
your mm creative efforts?

......3L I~ S AL O S " T I III to .. ... ,.. .... . .. ... .. ..I ...



173. Circle t!:ei rr nxt'to t:!e statemenrt t*"at !best reflects yc:c-rn

j 1. 1w~u~d esF:r tz-dev I cculci (7

ci~u~d,1 wcu sI: as =cr a

Qb.ieated sa~vice .1s ccrplete..

3. Tver. ZfIcc res±;n.I tzdv 46 wc~ c:n.et

4. 1 il '4±1rohah1y stay in th~e CCast Guard tayVr4

years, hut no~ !=r.er.

i . :wil1. prcta!hlv stay 1crre: th-.a 21" '.ea:s ~~
than~ retire at my~ ccmv'eniecs

-.w~il ;rctab~y stay; lc--er- than 2'W7:s r.
as 10-3 as 1can. therea-. :r.



1. I would. rAther have

!. e al:JIltv~ to deal withl !:eole.

2.. 1 would rathier have

1. Frofessional' exT-ertise.
2. ;csitive personal q~ualities.

3. 1 would rat'her have

-. ~o~esio~alexrertise.
2.a williry'ness to learn.

4. 1 would rath.er hiave

1. .the ahility to c.",ecil with raaL-le.
2. rpositilve personal cuallti6as.

5. would rather have

1. the ability to deal with peokple.
2. a willingness to learn.

6. 1 wct.-lc rather 'have

1. ;csitive rersonal qualiti-4es.-
2. a willirness to learn.



*1

*-: .i



UNITED STATES CCAST GUA.

L)P SURVEY 60250 SERIES

PHTAC

This survey has been designed to gather
informacion about your impressions of the Ccase
Guard and your first assign=ent now that you have
been aboard for several months. Your responses
and the responses of many of your classmates are
being obtained at the same time. In addition,
commanding officers (including your own) areresponding to a similar survey. The combined

responses will be used to develop as clear a
picture as possible of the strengths and
weaknesses of the professional and =ilitarv
training program which you received at the
Academy. For the information to be meaningfu ! to
the Academy, YOUR response is essential. Please
complete the attached survey within '0 working
days and return it in the envelope provided. in
doing so, you can be assured that your response
will be held in strict confidence.



1. 5 i.s , .nae .-.-:--i

2. ::arrie3 . Sepa:.a: e

4. Divorcei.
5. Othe:

8. Your class standimi:

1. TO? 20.
2. 21-40:
3. 41-60.
4. 61-80".
5. Bo:to= 20Z

9. At -,cur first assignment, you- job is (9)

1. Deck-' , 2. Eugimee.-ng

10. Type of unic to which you is assigned:

0 W EC

2 WAG3
3 ,L3
4 ;.*L

6 IvLI
7 Other Af!oac
8 Other Ashore



The duty areas listed in this section have been selected as
being representative of the types of tasks a new4ly comcissicred
officer might be performing. We need to know whether you have
been performing these tasks; how proficient you feel chat you
are, and how important you feel these tasks are to the operation
of your unit.

For each task, please answer the three questions as shown in
the scale explanations below.

NOTE: You may find it helpful to remove this page and refer to
.1i it as you ccmplete this section.

SCALE FOR COLMCI A

Do you perform this task?

I. no
2. don't know
3. yes

SCALE FOR COLUNI 3

How skilled do you feel that you are at this task?

1.. unskilled
2. somewhat skilled
3. very skilled

SCALE FOR COLMV C

Is this task important to the operation of your unit?

1. not at all
2. somewhat important
3. extremely important

We recognize that the task list is not exhaustive. If you
feel that the survey has omitted any tasks which are important
parts of your job, a write-in page is provided at the end of the
section.



Ts 4i: -4port2nt to v,3u: unit's ceteratio?_____________

--: skilled are 7.,. a: thi tsk?________________

iS. Contd.xc: career develo;.=ent &-! reez!4s:=enr

19. Delegate responsibility and authority to the(6-)
members of your divisionldapartment in order to
make the best use ofl your own time.

10. Function i= a subordiza:e capacitj.

21. Function in a supervisory caPaCity. (70-7:)

22. Deal di:rect:y with sericr officers. (73-75)

243. Deal directly vith junior c.'ficers. *(76-73)



Is it important to your unit's operation?

Fey skilled are ycu at this task?

:4ave you been performing this task?__

A B C

47. Act'as 1AFA officer. (10-12)

48. Act as morale officer. (13-15)

49. Act as wardroom mess treasurer. C1-13)

50. Act as assistant to the Executi-ve Officer. (19-21)

51. Act as Operations Officer. (..-.4)

32. Act as gunnery officer. (25-27)

53. Act as first lieutenant. (28-30)

54. Act-as deck watch officer. (31-33)

55. Act as educational services officer. (34-36)

56. Act as oceanographic officer. (37-39)

57. Act as weapons officer. (40-42)

58. Act as deck depar:zent head. (43-45)

59. Act as boarding officer. (46-48)

60. Act as coordinator for Combined Federal Campaign. (49-51)

61. Coordinate the CG Mutual Assistance Fund. (52-54)

6'. Act as Voting Officer. (5557)

63. Coordinate offical social ceremonial functions. (58-60)

64. Perform duties as sponsor for newly reporting (6!-63)
personnel.

65. Use charts and navigational instruments or (54-66)
equipment to fix geographic positions.

66. Use knowledge of bouys, lights, and other (67-69)
navigational aids.

67. Use electronic navigation systems (i.e. radar,
loran, omega, etc.).

Vh



's __ ;.-z-- __ F~-" 'i:'s o~t.--i=

3 i le.c &:e a: :-.5 -=k__________________

A - '

91. Use ki.n"oLedis o! firs: aid. (,-)

92. Perform duies involved in coordinated (13-15)

shi;/air petra-icrs.

93. ?erform duties as i:;or: 000. C(OD-1)

94. Use the Geinj-.ne-ay-C.ecklis:. (1-2-)

95. Deer-ine heiht o! cide ad curren: ieleci:. ( -. )

96. Prepare weather observation logsheet. (25-27)

97. Detae:= e a-chor e."ding in.orna:cn. - - - (28-30)

98. Deta'=ime s::a.'" on a line. (31-33)

99. Ser-ve as boa:-Of-i£e.

'CC. Sups.,s e aad conduct cn-the-jzb tru=iing !:r (37-39)
quartardeck vatchstanders.

101. lzsiet Liber.y parties. ----- -

102. Conduact in-port *merXenc7 drills.

103. Cse k owLedse of ships cac:.cal data.

104. Take a disabled vessel in tow. -.-

105,. Set perfor=ance SoaLs vith supermacr. -" "

106. Prepare o.fficiaL correspondence. " )

107. ?repare reports o f ines:-;a'i.¢. - . . ftS..')

106. Ccunsel subo dinaces "ih respec: ca ...---
uno-voar related 2atters.

109. Reprimud subordinates, either in -=iting - -.-

or in person.

1:0. Ze: .-:e i.f sUc r'd :a:.s ar ---. '-.

IuaLi d fo: ;:::ont.n..



UNITED STATES COAST GUARD

LDP SURVEY 80271 (PXTAC)

This section of the survey will gather infoa ation about

your opinions of the effectiveness of the Coast Guard.

Please respond as you feel the Coast Guard exists today.

IN THIS SECTION WE ARE INTERESTED IN YOUR OPINIONS OF THE

COAST GUARD AS A TOTAL ORGANIZATION.

You may have responded to a similar survey in the spring.

it is important that you disregard your pre:-ous responses.

We are interested in capturing information based on the

knowledge and experiences that you have at this time.

Please circle the number that most reflects your opinion.f1

I!.

!4



,- , -- .. ..

ca : crac-e;nti

17. M7 superior oft:e discu3se3 1 2 3 4 5 )
pr ductivi~y wi:h ne.

18. Vanagers here usually da a good job 1 2 3 : S (:Z)
in motivatins their suodnates.

19. Th-s orlan-:ation see=s o have t' e 61: . 5 -
=Umber of cana grs.

.0. Meecfi.s .ae held when needed. 1 2 3 3 (-)

21. Subordinates Zay disagree with c-eir 1 2 3 4 5 (-3)
manager withou, being penali:ed.

22. 17his orpan--atior uses the quaifications1 2 3
oC I:s =4e-e..

Z3. A cosciemious a:ce.,t is =ad& to consider : 2 -
everyo.ne's views before a decision is :zade.

24 . Crsa:i'e :1i-king an i-.,:i." .s 1 2 3 -
encouraged here.



TO WHAT EXTEWT...

1. Is the Coast Guard the best of all 1 2 3 4 5(5
organizations for which you could work?

2. Are you glad that you chose the Coast Guard 1 2 3 4 5 )
over other organizations that you may have Seen
consideriag?

3. Do you feel a great sense of pride in knowing 1 2 3 4 5 (7) l
that you work for a organization that has
humanitarian missions?

4. Do you feel a sen se of satisfaction in 1 2 3 4 5 (8)
belonging to an organization that saves lives? •

5. Do you feel a sense of fulfillment in knowing 1 2 ..4 5 (9)
that t:he Coast Guard serves the public?



2.I hink a Sze&: =nyv :a'--e a;xera-r-- :h-
=isor..zs in orda: to ;2-n the s'mpath and he I
of Ctners.

23. Most People Make f!i.ends because friends 1 2 3 4 3 (27)
are likely to be useful to the=.

24. Z feel like Z an Setting a raw deal. 1 Z 3 4 5 (3)

25. 'onen I I.cok back ovar .ha: has - 2 3 - - (:9)
happened to =e I feel cheated.

26. I &= very likel7 to hold a Zr-dge. 1 2 3 & 5 (30)

27. Z have been punished without cause.' 1 2 3 4 3 (31)

28. Other pecple always seem to -et the breaks. 1 - 3 4 3 ()

.9. L have to take crders fro= ;ecpLe wi-c 1- 3(
know less :han I do.

30. 1: is the du:, of each ;erson to do his 1 2 3 6 5"
Job :o the very best of his abil'ty.

31. Even if I were on =y own, with to one to 3 5 (35)
supervise me, 1 would still work hard.

32. ake personal sacrifices in order to =aet 1 3 4 5 (36)
an obligacion to someone who is counting on me.

33. 1 always like to keep my thin gs mea: and in 1 3 5 5 (37)
good order.

34. 1 like co have a place for everythin., and . 2 3 - (
ever-thing iz Its place.

35. t prefer to be dressed carefully rather 1 2 3 4 5 (29)
than casual7.

36. 1 think effort is ccm=andabl e, even if 1 2 3 5 L-3)
i: doesn't lead to. the cost effective resul:s.

37. As long as you look busy you will do 1 2 3 4 3 (41)
alrighc in this organi:acion.

35. ',rkin hard is f.ar =:re r:an: :ha.
.esults.



rn

57. My shiP=1tes are working at their full 1 2 3 4 5 (61)
capacity.

58. There is a lot of "red tape" associated 1 2 3 4 5 (62)
with my job.

59. 1 have the opportunity co originate new 1 2 3 4 5 (53)
procedures or practices in my job.

60. My job performance, good or bad, 1 2 3 4 5 (64)
significantly impacts the amount of work that others
around me have to do.

USE T14LE FOLLOWINIG SCALE TO ANSWER QUESTIONS 61 to 65.

1. 0 to 20%
2. 21 to 40%
3. 41 to 60%
4. 61 to 80OZ
5. 81 to IOOZ

61. What are your chances of being involved'in- 1 2 3 4 5 (65)
lifesaving on your first aasignMmnt?

62. What percentage of you work is spen 1 2 3 4 5 (66)
involved in rout fr tasks?

63. 'hat percentage of your work requires 1 2 3 4 5 -(67)

p dighting fires"?

60. Wyat percentage of your work is spent1 2 3 4 5 (64)

in long range planning?

65. inhat perenage of your work involves 1 2 3 5 (69)

your ovn creative efforts?



73. Circle the mu"be: next to the stcteen: tha: bes: re.-"ec:s .- 17r;.:
feelings abcu, your in:aa:i.ons to tenin -: the Coast Cua.-:

1. 1 vould resui* today if I could. (77)

2. If I could, I would resign as soon as it
is convenient !or ca, but prcbably bof.-re
obligated service is cc--:le:ed.

3. Even iO I cculd resign today 1 wculd co-=;&te
=7 initial obligation?

4. 1 vil probably stay in the Coas: Guard beyond
y initial obligation, but not for 20 years.

5. vill probably stay-n the Coas: Guari for ^0
years, but no Lcnger.

6. I vil probabl7 sta7 loger t.-,a- 20 Fears and
the= retire a: =7 convenience.

7. 1 will probably stay 1.o.e: than 20 7ears an:
as long as I can thereafter.



-77•

CIRCLES THE STT T(FIC.M ?AK AIR) YCU EZ-L TO r_ E EN*,

:!OST U!PORTANT IN YOUR PRESENT JOB.

I. My job most requires... (5)

1. professional expertise.l

2. the ability to deal with people.

2. My job most requires.... (6)

1. professional expertise.

2. positive personal qualities.

3. My job most requires... (7)

1. professional expertise.

2. a willingness to learn.

4. My job most requires... (8)

1. the ability to deal with people.
2. positive personal qualities.

5. My job most requires... (9)

1. the ability to deal with people.

2. a willingness to learn.

6. My job most requires... (10)

1. positive personal qualities.
2. a willingness to learn.





i UNITED STATES COA3T GUIATD
L'-P SURVZY 802C2 (.':7A)

PRV7.CY AC. STATZ.-E:T

Aut-nrity: 14 USC -33
Purpose: Assess.ent of Governmental Agencies, Progras and Policies.

Disclosure is voluntary, and the data generated will be
held in confidence. It will in no way be connected with
any individual or offered for any use outside the princile
use noted above.

1. SS: (1-9)

2. Rahk: 0-_(iZ)

3. Time in service in years: (11-12)

4. Montl.s in present assign-ent: (three digits) (13-15)

S. Age in years: (16-17)

6. Ty :e of Unit: (circle one) (15)

0. 'TiEC
1. 1.QVEC
2. 't.ACS
3. 'LB
4. NLM
5. WPB
6. WLI
7. Other Afloat-
8. Other Ashore

7. Status indicator: (6 digits) (i9-2 )

8. Experience indicator: (8 digits) (25-32)

9. Highest level of education: (33)

1. Completed ,H.S. (G.E.D.)
2. Some college
3. Associate's D:egree
4. Bachelor's Degree
S. Some graduate shccoo
S. Master's Deqree
7. .eyond m:aster's .e,3ree
8. Doc orate



-1%,-3 ACT:.AT-.' :

• )f Coverer . F e

f.. .s voluntary, and the data generated will be
:-idence. It will in no way te cwr..ec "-i-h
a I or offered F:r ani. use outside th. ir i .

-- -" . 1 -.

*'. ' -"  • ears: (!1 2)
me r --e

"" ". "..;" " :si.-r-.. t: (t.ree d i s) __ _-I . '

-. le one)

0,. W.EC
1. '.'MEC
2. ;-AGE
3. r.,La
4.. ".,Lm5. ;.P S

6. left
7. Other Afloat
S. Other Asvre

" ." di is) _ _-__.-"

! ":-. , : (3 digits) __ _-_ _

* ", ation.:":

1. Comleted H.S. (C.Z.Z.)

2. Sove college
3. Associate's :egret
4. Bachelor's Ceqree
5. Se.m C.raduate Czzcll

-o"a~r's :-aT. ,=ev:.--- a.s:e:s : :.

7. :ocn-l i



UNITED STATES COAST GUARD

L1DP SURVEY 80212 (P.TAC)

This section of the survey is designed to capture

expectations about the performance of new Academy Ensigns.

What types of tasks will they be performing? How proficient

do you expect them to be? Hod important is it to YCU that

these tasks be a rajor part of the Ensign's job?

You may be asked to complete this survey on more than one

occasion. Please respond to each Item as accurately as

possible based on the expectation or knowledge of the new

Ensign that you have N(W.



Is it Lqcrtan-- this te ;ar: of their Jct?

F ow s:.kl d wiA 'the-, be a: :..'.is *Wr tl-ey
get to their irst asstr!n.en:s?

F:ow likely is it that the- wi±U !e ;e:.or7.i-
this task? A C

1. Investigate t..e cu:rent level of training (IZ-12)
and needs for training in their division/depart-.ent.

2. Develop a technical training plan. (13-15)

3. Conduct t chnical trainirg for ceters. . (16-12)

4. Conduct adinistrative trair.i.ng for (19-21)
=:hebers of their work group.

5. Conduct supervisoL" tra!n:n- for i.e-ers. (22-24)
of their work group.

6. Prepare training materials. (25-27)

7. Set standards of performance for the .nerers (2!-.2,
of deir division/ .ear--'.ent.

8. Dete=.Ane if the , rk acccnplished meets ( 1-33)
established standards.

9. Make decisions. (34--2'-)

1. Mecide on a course of action based on their (37-2)
own observations of a situation.

11. Ddcide on a course of action based on the (4"-42)
inputs of others.

12. Decide on a course of action based on (43-45

policies, records, and reports.

13. Set goals and review progress "with merters (4 5-4S
of their division/deFart..-ent.

14. Recognize and maintain the -rper roles and
relationships azri.3 the -ecters of their
division/dear=ent.

15. Condu= perfoimance apraisal interviwe _2-=4)
wit.h the mners of t.heir division/deparment.

16. A5sI:n sp.Ci!ic du-.es or !- t. -e - "
mn-4-rs of their divislen/deijart.ent. - -

!7. Zeal witn perfo--ar.ce -ro!.s..---

I. - -.



Is it iirortant this te rz"t of their Job?

Hw skilled will they be at this when they
get to their first assigcnents?

iow likely is it that they will be per-orin n -,
this taRsk?

A 3 C

24. Deal directly with enlisted personnel. (le-12)

25. Deal directly with the general public. (13-15)

26. Deal directly with outside contractors. (16-18)

27. Comunicate in writing. (19-21)

28. Com-muni:ate orally. (22-24)

29. Draft letters using correct forrat. (25-27)

30. Use correct.grari'ar, spelling, punctuation. (29-30)

31. Prepare enlisted performance evaluations. (31-33)

32. Maintain division/department files using (34-36)
standard CG filing system.

33. Letermine requirements for material (37-39)
resources for division/department.

34. Determine funding requirements and (40-42)
administer funds for division/departrent.

35. make work assignments taking personnel (43-45)
and other resouces into ac:ount.,

36. Speak at public functions on behalf of the (46-48)
Coast Guard.

37. Deal with press or representatives or other (49-51)
media in explaining Coast Guard issions or operations.
38. Arrange or conduct tours of Coast Guard (52-54)
facilities and operational units.

39. Act as security and co-mmnications officer. (55-57)

40. Act as coiiat-information-center officer. (52-6z)

41. Act as antisubmarine warfare officer. (61-63)

42. Act as safety officer. (64-66)

43. Act as exchange officer. (57-6z)

44. Act as commissary officer. (7C-72)

45. Act as supply officer. (73-75)

46. Act as navigator. -- - (76-76)

*i



is it ijncrt-=: t!.s 1.4 mart cf t:-e±:r -ob

"-ca., -w -- ! they he a: tns"i :-£ the':"

-lika!:" is it ths: t y ;"l he W-f.n ;. --
A ---~k

63. tetarmne .sitior ' vis.ual hear:i.s, fen.es .

69. Dtemine qecgraph!c psition by celes:ial."-.-_5,
navigation.

72. Use manuvering boards.-- (16-18)

7.. Use correct pilotirg skills. (i -21)

72. Cmpute search and rescue Info=aticn (i.e. da:-., - -24
search pattern type, search area size, etc.).

73. Use correct radiotelephone procedures. (25-27)

74. Use various for=s of ciiunications (i.e. (2-)
fl--.hoist, light) to sen-d ar- receive messages ard
info .-a tion.

75. Use and -.aintain secure publicazicr-z. (--

76. Form a group Into a marching ele . (24-3)

77. Execute the sword rzanual of ar-s. (37-23:)

7S. aintain logs.

79. Use their k wledge of Coast Guard hisrj. --- (42-45)

8. Use of display their knmwledge of service (4--45}
etiquette.

81. Use their knowledge of the Unifor Code of

32. Conduct an informal investigaticn I.n accordance - ---

with the M04.

83. Conduct a r-ast investigat on. - -- (-

84. real with equal op=rtrnmity Issues. - - -

85. real with Individuals wi~h drug or
alcohol related pFroblems. - --

85. Use kncwled-e of the rules of the nautical rad. -

87. Use d au:e cor.t: l eq-u-,!n:.

812. LIS* -10owledge of -nli. s-ta.illir.' T-.:

9. Pero=i duties as re.-air party o-fficer. ---

go. use WNBC -arfare -anitorin; equi~rment-

" 'k-£



105. Please list any other skills that you feel are essential in the newdly
calmdssioned academy graduate.

106. Comnts



X YOU 'RZ~ CR ~s.R:~h7* ~L~:* -c -- '2 <

1. Productivi- standards are hi-hly stressad in 1 2 3 4 5 '5)
this o: ; aization.

2. Cur wenizr r-.-.,ers are a -cd ex3::iL e tI 5'
junior mar..agers.

3. No ore part of h. - organizati r has too muh 2 3 4 5 (7)
power.

4. I can always talk freely with my supericr. 1 2 3 4 5
S. Conflict is ac:eI:ted. in this organiz.ticn 1 2 3 4 5

and 's use ;roductively.

S. Cur h a. resources are wel used. 1 2 3 4 5

7. A lot cf Ideas cc=e up from the workers here. 4 5 4 (i

8. This crp at.ia.ion is always wil=r -. to :r'. i. - 3 4 5.,
scething new.

9. Results are the most Lpcrtant thing 1 2 3 4 5 G12
cormidere- i this oranization.

10. Suervisors are . :.sted here. 1 , 3 4 5 (141

11. There are the richt n-.mer of lev-els 1 2 : 4 "
of .arqe'a-.nt in t-is'organization.

12. 1 know how this orani:atIon oper3tes. 1 2 3 4 5

13. People who express disa~reemant c .nly 1 2 3 4
here are regarded as hei.q interested inr ving thirs.

14. We nat-h ememan to his job in this 1 2 3 4 5
o ranization.

15. %%! ow e'- freas-fr -ae -e =over. a "-c cc h'ea r±.'.



LUITM STATES COAST GUARD
L-ZDP SURVEY 80232 (PMTAC)

Previous questionnaires distrihuted to the field have
* I revealed that most criticis., of the Academy Jracuates

has been directed toward the graduate's attitude arid
rotivation. This section of the survey represents the

* -, first tire an attempt has been rade to collect, analyze
and evaluate the inpact of such traits -on the
performance and capabilities of Ac&d.imy graduates.

PLEASE A Z4,.,: -1E FOLW-%IC QUESTIONS AS YCU t --XLD -,7 4T
TIE AVE:AZE Ac-EY ENSIGN EP iM- FOR YOU TO ANIER
THEN..

X DO ' N-T , O SE.S, OMLY THE "AY YOU FEEL AN
£NSIG; S CULD RESPOND, IN YOUR EXPE.R!ENCE, 1'. ORDER TC
BE SUCCESSFUL IN THE COAST GUARD.



CC Yau AZFZ" CIR z_:S%'!z TNMr. FrLZ',C~ ~ .~ -

S. d con't ti rl =~ rth as a .;er-T.n, even 1 2 343

if 1 think~ ot~ers eo.

1'7. 1 Ido a -0:t do it 6211. 1 2 2 4

S. All inall, Ian inclined t-feel-that I ana 123 4
* trerand~ous s=c-ess,

*9. %hen the -ircun 1 an, in. ecs scr~ethihn' I th:ink 1 2 3 4 5 2
it s~l' 2stard u; !or what I thin.k is rl±gh.

1.Peonle rnotural*. turn to re to take thIe e. 12345

1 like tz be di!!eren": than -otir rmcele. 1 2T 3 4 35

.-cs t inportant virt~es a ;erszm should learn.

Patriotism an~d .loyalty are t~he first ar.t =st 4
* imortant require.nts of a vgood citie.

* 214. 'Mere is hardly anyr n oa hnaprc 2 3 4 )
who doesn't respect his or her parents.

1 25. Pec-i. enj4cv .okn and livir withl oth-er -2 3 43

15. 1-hen people coccerate wIth crie anot.-er =tncy 12243
usually produce more.

17. ?*cst readers listen to ethers and try tz 4 2 .

iet thel: or±i-os.

le. Chther rmarmrs of ny group hel; me find2 45 :
ways to imp4rove cy perflor??ance.

Li'. Ct1-.r c!~r of yrou; offer ne ideas 1 23 5
!cr 3olvin3;oe

%y. \g ro:u; j-.a3s =Seter and :=ord~n a
I.s effo-rt..u

21. The rason rcst -eccle are 'nonest Is --rat Z 3-
mhy aze afraid of 1:i eauctt.



C-7

o0.t

o

3 16' l r:L ahly "'u ' .at l.east o-ne Coast 4 (3
I-.rd!L..::,-a:Etck<e. or my} car, b~esides e ,

base sticker.

43.* I.experiernce a sense of pride when I see or 1 2 3 4 5 (44)
hear of the Coait C-uard in action.

41. 1 p ersonally feel proud when others are 1 2 3 4 5 (45)
talking atout t-he Coast Guard.

. car. a any n I set my mind to. 1 2 3 4 5

43. If I had to, .1 could do alr~ost anythig 1 2 345(47)

404. Although I may be afraid, I generally do 1 2 3 4 5 (43)
well1 in tight or stressful situations.

45. It is im-portant for a leader ta have po%,;r. 1 2 3 4 5()'

S4.5. Pou.er is imp=ort ant in i .aintaininq 1 2 3 4 5 (f
• discip~line.

47. Power is a necessary evil for god 2eadership-. 1 2 3 4 5 (52!,

4 '2. Pot.er is based_ = you position nre than an I Z 3 -4 5 (52)
your :e rsonality.

49. For a lear~er to have power, he must con~rrar 2 3 4 5 (514)
absolute r espec, t.

50. Leaders should rake their authorit'y plainly 1 2 3 4 5 (54)
known, even at the sacrifice of the affection of
their subordinates.

5!. 1 know exactly w.hat kind of jobs I want as an 1 2 3 4 5 (55)
officer in the Coast Guard.

52. 1 have a very strong desire for certain Jobs. 1 2 3 4 5 (51)

53. 1 have a very strong desire to avoid certain 1 2 3 4 5 (57)

• 54. 1 will ,have personal control over the Jobs 1 1 2 3 4 5 (5F)
will do at rmy first station.

S-. I will have to woe' hard in, order to hA i ^4 3: - 5 .)
--;roncted.

5;. fvy job w;ill re .ulre re to work at,..ull 1 2 3 4 € -?
cap'aci t'l-

dw



C:: exaoE= tz~- S: .

2. 31 ta C
3. 4to SO

4. 51 to 60
*1 . Pore thn

3. 4 to 7
4. 7 to15
S. -Xore t-an 1.5

2. LI tte charce
-. A !ifty-fi!lty ci-arce

. hAt ared honr

5Z. whIat are your chnces *or przc.ctio-. to C 2 3 4 5 C

69. Mit are your chances !or prorztien t 2 3 4 5 S3

r±esfor -ursuir., off ! uty educaticr.?
'hat are your diances of ever.:&!1.y teirr .

seectri for Pcst- 3radvate wducationa2. prof-rars?

'72. -Iat are yc &.r-e far w.avc your .. 23 *

Came~ne witin your first five years?
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This section of the survey will be used to determine your
opinion of the relative imrortance of four characteristic
di.mensions of the Acaeeny graduates.

:n each of the : nairs of stateents select the
characteristic dkiension which is *.CZT 1;.P,.'..T%::7 to t-'3u.
For each characteristic dimension consider tne followinr
traits:

Characteristic Dimension Traits

1. Professional expertise nowll. r and
skill, prim-ry &;:

collateral duties.
2. Ak5ilitj to deal with Leadership, huran

people relations,
cor.'unications s"ils,
rznaement effect ive-
ness

3. Personal qualities rorce, initiative,
judgement, integrit-y.

4. Willingness to learn Motivation, self
- developnent, accepts

new responsibilities.





LNITED STATES COAST GUAUD
LMDP SURVEY 80252 (P?.TAC)

PRIVACY ACT STATHEZNT

Authority: 14 USC 633
Purpose: Assessment of Goverunental Agencies, Programs and Policies.

Disclosure is voluntary, and the data generated will be
held in confidence. It will in no way be connected with
any individual or offered for any use outside the principle
use noted above.

1. SSN: (1-9)

2. Rank: 0- (10)

3. Time in service in years: (11-12)

4. Months in present assignment: (three digits) (13-15),

5. Age in years: (16-17)

6. Type of Unit: (circle one) (18)

0. WHEC
1. WMEC
2. WAGB
3. WLB
4. WLM
5. WPB
6. WLI
7. Other Afloat
8. Other Ashore

7. Status indicator: (6 digits) (19-24)

8. Experience indicator: (8 digits) (25-32)

9. Highest level of education: (33)

1. Completed H.S. (G.E.D.)
2. Some college
3. Associate's Degree
4. Bachelor's Degree

5. Some graduate school
6. Master's Degree

7. Beyond Master's Degree
a. Doctorate



This section of the suvey is designed to capture data rcu:

1 the performance of new Acadamy Ensi~ns. W hat types of tasks

have the-! been per!*=4ing? Eov proficient are thav? *:Ew

irnpo::ant art these tasks.eo the operaticn of your unit'

You may have completed this su.rvey before. It is izzorea-.:

that ?cu disregard any previous responses. Please respond

to each ite as accura:e!y as ;ossi le based o.

OtbOe-Vatiot3 o! and experience wit- the new Emsiin (Class 0.

1980) cha: you ha'e NOW.

4I



Is it important to yotrr unit's operation?

.cw skilled are they at this task?

Eave they been perfo-ing this task?

A B

I. Investigate the current level of training (10-12)
and needs for training in their division/depart=ent.

2. Develop a technical training plan. U13-15)

3. Conduct technical training for members. (16-18)

4. Conduct administrative training for (19-21)
members of their work group.

-5. Conduct supervisory training for members (22-24)
of their work group.•

6. Prepare training materials. (25-27)

7. Set standards of performance for the members (28-30)
of their division/department.

8. Determine if the work accomplished meets (31-33)
established standards.

9. Make decisions. (34-36)

10. Decide on a course of action based on their (37-39)

own observations of a situation.

11. Decide on a course of action based on the (40-42)
inputs of others.

12. Decide on a course of action based on (43-45)
policies, records, and reports.

13. Set goals and review progress with members (&6-48)
of their division/department.

14. Recognize and maintain the proper roles and (49-51)
relationships among the members of their
divis ion/department.

15. Conduct performance appraisal interviews (52-54)
with the members of their division/department.

16. Assign specific duties or jobs to the (55-57)
members of their division/department.

17. Deal with performance problems. (5s-60)



is it i_-or"an: :?:Z- uni:'s cpera:i:-_

ski::eA are a-:t, th-S t~______________

-,e ..he: he.-..=e.-fouir. this tas'?_ _ _ _

A -

4. Decl direc:tv with enlisced ;ersr.e!. /-,--..

25. Deal direcz!7 with the Zener.al public. (12-15)

26. Deal directly with outside contractors. (16-8)

27. C,.unicate in 'icing. -w- - (9-21)

28. Co=-nunicate orally. "=-4)

29. Draft letters using correct fornat. - - -(25-27)

30. Use correct jra=ar, spellin;, punc:uaticn. (28-33)

31. ?repare enlisted performance evaluations. (31-23)

32. Maintain division/depa:r=ent files vsing
standard CG fili_. sste=.

33. Detearine :eauire-encs for material ,,7-3)
resources for division/depar:=ent.

34. Dete.irne fundirg require-e.:s and ---
ad-inister funds for division/departmen:.

35. Make work assignments taking personnel (42-45)
and ocher resouces into account.

36. Speak at public f-mctions on behalf of the (4-48)
Coast Guard.

37. Deal with press or representatives or other ,-.-51)
=edia in explaining Coast Guard nissiots or o.erations.

36. Arrange or conduct tours of Coast Guard (.2- }
facilities and opirational uni-cs.

39. Act as securic7 and com-nunica:ions officer. (5.-57'

40. Act as cobac-infor--acion-ceater officer.

41. Act as antisubmarine warfare officer.

42. Act as safety officer. - -.-

.'3. Ac: as exchange officer. - ---

44. Act as c issary officer. -,---

45. Act as suPP17 officer. - - - ,.7-7!

46. Ac. as navigator. - - -



is it important to your unit's operation?

How skilled are they a this task?

Have they been perfcrming this task?_ _ _

A 3 C

68. Determine position by visual bearings, ranges. (10-12)

69. Determine geographic position by celestial (13-15)
navigation.

70. Use manuvering boards. (16-18)

71. Use correct piloting skills. (19-21)

72. Compute search and rescue information (i.e. datum, (22-24)
search pattern type, search area size, ecc.).

73. Use correct radiotelephone procedures. (25-27)

74. Use various forms of communications (i.e. (28-30)
flaghoist, light) to send and receive messages and
information.

75. Use and maintain secure pub-lications. (31-33)

76. Form a group into a marching element. (34-36)

77. Execute the sword manual of arms. (37-39)

78. Maintain logs. (40-42)

79. Use their knowledge of Coast Guard history. (43-45)

80. Use or.display their knowledge of service (46-48)
etiquette.

81. Use their knowledge of the Uniform Code of (49-51)
Military Justice.

8Z. Conduct an informal investigation im accordance (52-54)
with the MCM.

83. Conduct a pre-mast investigation. (35-57)

84. Deal with equal opportunity issues. (58-60)

85. Deal with individuals with drug or (61-63)
alcohol related problems.

86. Use knowledge of the rules of the nautical road. - (.-66)

87. Use damage control equipment. (.7-.)

88. Use knowledge of ship stability. (70-7:)

89. Perform duties as repair party officer. (73-73)

90. Use NBC warfare monitoring equipment. (76-75)



..- s a is: an; o:h'e~ sc'is-..-a,. a re .an z-: :a:-.:*-~ e3 s n

Additional Co-- nts
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DO YOU AGREE OR DISAGREE NITH THE FOLLOWING W C

*STATEMTS?. 00 go 0 0c

1. Productivity standards are highly stressed in 1 2 3 4 5 (5)
this organization.

2. Our senior managers are a good example to our 1 2 3 4 5 (6)
junior managers.

3. No one part of this organization has too much 1 2 3 4 5 (7)

power.

4. I can always talk freely with my superior. 1 2 3 4 5 (8)

5. Conflict is accepted in this organization 1 2 3 4 5 (9)
and is used productively.

6. Our human resources are well used. 1 2 3 4 5 (10)

7. A lot of ideas come up 4rom the workers here. 1 2 3 4 5 (11)

8. This organization is always willing to try 1 2 3 4 5 (12)
something new.

9. Results are the most important thing 1 2 3 4 5 (13)
considered in this organization.

10. Supervisors are trusted here. 1 2 3 4 5 (14)

11. There are the right number of Levels 1 2 3 4 5 (15)
of management in this organization.

12. 1 know how this organization operates. 1 2 3 4 5 (16)

13. People who express disagreement openly 1 2 3 4 5 (17)
here are regarded as being interested in
improving things.

14. We match the man to his job in this 1 2 3 4 5 (18)
organization.

15. My own ideas for change are given a 1 2 3 4 5 (19)
good hearing.



-. -T- -.. ---- '.---C A2

L.M? S'.RV-Y 80:S_ ' ::.-':

Previous questionnaires distributed to the field ha-e
revealed that most criticism of the Acade=y zraduates has
been directed tovard the r-aduate's attitude and =tiva:icn.
This section of the survey will collect inform-aticr abou:.
the izpact of such traits on the perfo -ace a d
capabilities of Acade=y graduates.

You may have responded to a similar surve? .in the spring.
It is important that you disregard you: prev-ius reszonses.
We are interested in capturing informa:ion based cn the
Vlkovledge and experiences that you have ,CW.

PLEASE A.S,2 RE FOLLO' Q--ST':cS AS YCU FTEL -

ACADEMY LNS2; :T0 !'C.K:'.IG FOR Y:1. WILL .:S.- ::.

', r DO NOT WAM.T YOUR ANSWJERS, ONLY T---- VAY YOU . •
E.ISIGN WILL RZSCND.

t -



PLEASE RESO';D AS YOU 1E 7'HE NEWLY CCMIsSSC: D
ENSIGI WLL...

CIRCLE THE MOST ACCURLATE STATEZMXN-7.! OR RZSONSE...

DO YOU AGREE OR DISAGREE WITH TFE FOLLOVING o
* STAIF-l'NTS? n

6. 1 don't question my worth as a person, even 1 2 3 4 5 (10)
if I think others do.

7. When I do a job I do it well. 1 2 3 4 5 (11)

8. All in all, I am inclined to !eel that I an a 1 2 3 4 5 (12)
tremendous success.

9. When the group I am in does something I. think 1 2 3 4 5 (13)
it shouldn't, I stand up .for what I think is right.

10. People naturally turn to me to take the lead. 1 2 3 4 5 (14)

11. I like to be different than other people. 1 2 3 4 5 (15)

12. Obedience and respect for authority are the 1 2 .3 4 5 (16)
most important virtues a person should learn.

13. Patriotism and loyalty are the first and most 1 2 3 4 5 (17)
important requirements of a good citizen.

14. There is hardly anything lower than a person 1 2 3 4 5 (18)
who doesn't respect his or her parents.

15. People enjoy working and living with other 1 2 3 4 5 (19)

people.

16. When people cooperate with one another they 1 2 3 4 5 (20)
usually produce more.

17. Most leaders listen to others and try to 1 2 3 4 5 (21)
get their opinions.

18. Other members of my group help me find 1 2 3 4 5 (22)
ways Co improve my performance.

19. Other members of my group offer ma ideas 1 2 3 4 5 (23)
for solving problems.

20. My group plans together and coordinates 1 2 3 4 5 (24)
its efforts.
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J3. Working hard is !ir---v in:cr:a:- :.= 4 .
results.

39. 1 will probably pt at least one Ccast ! 3 4 5 (43)
Guard bu=er-szicker on my car, besides =y
base sticker.

40. 1 ezperience a sense of pride when I see or I 3 4 5 (44)
hear of the Coast Guard in ac:ion.

41. I personally feel proud when others are 1 2 4 5 (5)
talking about the Coast Guard.

42. I cam do aythin 1 set my mind to. " 2 3 4 ,

43. Zf I had to, I could do almost anything. 1 2 3 4 5 (47)

44. Although I may be afraid, 1 Senerally do i 2 3 4 5 (4-3)
-ell in tigh: or stressful situations.

45. 1: is i=or:an for a leader to have" power. - 4 -

46. Power is importa.t in naintaining 1 2 3 4 5 (.3)
discipline.

47. Power is a necessa.-7 evil for good leadership. 1 3 5 (51)

48. Power is based on your pos.nt.o =ore than on ! 2 3 4 5 (3)
you: personality.

49. For a leader to have power, he =ust comand 1 2 3 4 5 (5-;
absolute respect.

50. Leaders should make their authorit? plainly : 3 5 '4)
;ovn, even at the sacrifice of the affoction of
their subordinates.

51. 1 know exactly what kind of jobs I want as an 1 2 3 4
officr in the Coast Guard.

52. 1 have a ver7 strong desire !or certi. jobs.-

53. 1 have a very strong desire to avoid cerai 1 3 41 5 (7)
jobs.

54. I have ;ersenal Conttrol over e o.s : : 3 -

"ave done at : first station.

. _ ohs"



PL-ASE RESPOND AS YOU F-'L T-z NZ;LY COM'7.SS.C'D
ENSIGN WILL...

66. How many hours do you spend on the 1 2 3 4 5 (70)
job in an average week?

1. less than 30

2. 31 to 40
3. 41 to 50
4. 51 to 60
5. More than 60

67. How many people are working.for you? 1 2 3 4 5 (71)

1. 0
2. 1 to 3
3. 4 to 7
4. 7 to 15
5. Mfore than 15

USE THE FOLLOWING SCALE TO ANSWER QUESTIONS 68 to 72.

1. No chance at all
2. Little chance
3. A. fifty-fifty chance
4. A good chance
5. A sure thing

68. What are your chances for promotion to LT? 1 2 3 4 5 (72)

69. What are your chances for promotion to CDR, 1 2 3 4 5 (73)

70. What are your chances for having adequate 1 2 3 4 5 (74)
opportunities for pursuing off duty education?

71. What are your chances of eventually being 1 2 3 4 5 (75)
selected for Post-Graduate educational programs.?

72. What are your chancu for htving your own 1 2 3 4 5 (76)
Comand within your first five years n

F
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This section of :he su-';ey will be used :o dae:e=i-e "!cur
opinion of the relative perfor-ance o:" the ev Er.sii- along
four characteristic diensions.

In each of the 6 pairs of statements select the
characteristic di£-ension which you feel to be s::rzer i.
the new E.sign. For each characteristic COV.ic co.sidra
the folloving traits:

Characteristic Dimension Traits

1. Professional expertise Knovledge and
skill, pri~ary and
collateral duties.

2. Ability to deal with Leadership, hu~an
people rela:ions,

c=unica:ions sk-i. s,
=arage=e-.: e=!:ec:.ve-
ness

3. Personal quali:ies Force, "n:!;iaive,
j ud~eze-=, i-=e:t=:

4. Willingness to lea: Moivation, self
developzent, accepts
new responsibilities.

You may have responded to a siilar sur'ey -:Me s.Oirg.
it is iznortant that you disregard your prrvicus res.emses.
We are interested in capturing infor-a:icn based en the

' ~knovledge and experiences that you have .



W:TH RZSPECT TO THE AC.-DEhY G.ADUATS 'WZiO E.S RZPORTD TO YOUR UNT:
SINCE M.AY aO:

Please race the individual (no names, please) along the following four
dimensions:
Professional Expertise 1 2 3 4 5 6 7 8 9 (11)

Ability to deal with people 1 2 3 4 5 6 7 8 9 (12)

Personal qualities 1 2 3 4 5 6 7 8 9 (13)

Willingness to learn 1 2 3 4 5 6 7 8 9 (14)

- Where 11 totally unsatisfactory

5a average

9 outstanding

Please insert the last four digits of the Social Security number of the Ensign

on whom you have reported.

(15-15)
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UNITED STATES COAST GUARD
LMDP SURVEY 80250 SERIES

PMTAC

In the Spring of 1980, you may have been asked tc
respond to a survey in conlunction with the
graduating class of 1980 ind ther (at the tlne)
prospective Commanding Officers. This is a follow
up survey in the ongoing study by the PMTAC,
designed to gather further nfori-ation about the
expectations and attitudes of the ensigns who
graduated. Once again, members of the Academy
staff, the graduates of the class of 1980, and
their Commanding Officers are being asked to
respond to this survey. Please note the 'nstruc-
tlon- at the beginning of each section and respond
to each item as accurately as you can.

When you have completed the survey, return it to
the Leadership Studies Group ?n the envelope
provided.

Thank you for your support in this study.



. i--a a: ;rase.: ".-i---.: _.-__,___,__

. If :ili~r", Ifs:= :5s iz!.ica:c-  5._'6_'__-

10, I'f =ilita.-y', e. pe-:iece i.d;,:a:or (3 disits; _-_-_)

11. Hishest level of education: (37)
I:'i1. Completed U.S., (G.S.D.)

1 2. Some college
3. Associate's Degree

j4. Bachelor's Ze;aee
5. Some graduate school
6. Xaster's Degree
7. Beyond Mas.a-'s Degree
8. Doctorate

12. If! you have done college course work, what was you: a"o: (33-43)

* I



The duty areas listed in this section have been selected as
being representative of the types of tasks a newl:y co=issioned
officer might be expected to perform. We need to know how likely
you feel that the new Ensign will be performing these tasks, how
proficient you expect him or her to be when he or she gets :o
their first assignment, and how important it is to you that these
tasks be a part of the Ensign's job.

SCALE FOR COLU1I- A

How likely is it .that the Ensign will be performing this task?

1. unlikely

.2. may perform

3. likely

SCALE FOR COLU>LI B

How skilled do you expect the Ensign to be at this task upon
arrival at his or her first assignment?

1. unskilled

2. somewhat skilled

3. very skilled

SCALE FOR COLUMN C

is it importanc to you that this task be a major part of the
Ensign's job?

1. important that it not be

2. don't care

3. important that it be

*.OTE**
You may find it helpful to remove this page and refe- r to
it as you complete this section.

* - -

' d . .



is it ; b:: .e a par-t C! " C.*.____, __

silled "ie.1 t be a. :s theirs : aI

I WU~~. the;' be Ch_________
! i

•~~le co--.u-'= care:,,-e-eo-.. and .-ee..lis~:-, ..  5"-;

i:terview-s.

19. Delegate responsibility and •uthority to the (--

memberso r oukopartment in order to
=•A1e the best use of their own tive.

20. Funetion a subordinate capacity. (6,-t)

, 121. -unction in a su.e-visory capacicy. (70-72)

22. Deal directly with senior of!ficers. (73-75)

23. Deal directly with ju-nior officers.--(7-)

I



is it important this be a part of their job?

iow skilled will they be at their first assignment?_ _ _

Wi11 they be performing this task?

A B C

47. Act: as NAFA officer. (i0-12)

48. Act as morale officer. (13-15)

49. Act as wardroom mess treasurer. (16-18)

50. Act as assistant to the Executive Officer. (19-21)

51. Act as Operations Officer. (22-24)

52. Act as gunnery officer. (25-27)

53. Act as first lieutenant (28-30)

54. Act as deck watch officer. (31-33)

55. Act as educational services officer. (34-36)

56. Act as. oceanographic officer. (37-39)

57. Act as weapons officer. (40-42)

V 58. Act as deck department head. (43-45)

59. Act as boarding officer. (46-48)

60. Act as coordinator for Combined Federal Campaign. (49-51)

61. Coordinate the CG Mutual Assistance Fund. (52-54)

62. Act as Voting Officer. (55-57)

63. Coordinate offical social ceremonial functions. (58-60)

64. Perform duties as sponsor for newly reporting (61-63)
personnel.

65. Use charts and navigational instruments or (64-66)
equipment to fix geographic.positions.

66. Use knowledge of bouys, lights, and other (67-69)
navigational aids.

67. Use electronic navisation systems (i.e. radar, (70-72)
loran, omega, etc.).

-1



Ais i: crza : th".3 be a ;art of ti: ct.._-?

Eow skilled will :*-..- be a: their i-r3: assi$'..n: ,,___

Sbe -

91. rse kzz;'eze o" .4irs: a!.-

92. Perfo= du:ies involved 4-n ccor.ina:e-

ship/air cpe:a.ion3.

1 93. Perfo.n duties as inport OOD. -- - - (16-18)

94. Use thie GotigUdra-hekic 1-1

93. Dete-i-e height of tide and current :sloci:y.

96. Prepa:e veather observation lcgshee:. -2-(:-27)

97. Deteia anchor tard;i-z information. (:8-30)

98. Deteraine strain cn a line. (31-33)

"! 99. Ser"ve as boac-O- fi-e -.  (34-36)

100. Superv-se and conduct cn-the-iob :eini:E for (37-319)

quar:erdeck we::hstz.daer. - -

101. ins;ect liber:y parties. (4-4)

102. Couduc in-port ee-rzen- drills. (43-45)

103. Use k:owledge of ships tactical data. (46-48)

104. Take a disabled vessel iz tow. (49-31)



01'TITED STATES COAST GCUAfl

I tLNDP SLRV-Y 80273 (?=AC)

IiThis section off the survey concerns issues regarding

organizational effectiveness. Please respond as you feel

Jthe Coait Guard exists today.

COAST GUARD AS A TOTAL ORGANIZATION.

Please circle the number that reflects your honest opiaion.

Ii



16. 1 can *.e Creative LZ th.is :rnz:c.- -

17. Xy su;e r of:an di.sa s n 4
producti'i-? wih ne.

A .18. Xarna32rs here usuilly do a load jcb i 2 3 4 5 (:
in motivating their subordinates.

19. This organization seems to have the right 1 2 3 4 5 (23)

nmciber of =anagers.

20. Meetings are hed when needed. 1 2 3 4 5 (24)

21. Subordinates =&-! disagree with their 1 2 3 4 5
manager without bein penalined.

22. This organiza:ian uses the, qualifica:ic=s 1 2 3 4 5 (26)
of its members.

23. A conscientious ac:empc is zade co consider 1 3 7
evarZone's views before a decision is =ade.

24. Creative :*-in- and innovation is 1 3 - 5 (3)
encouraged.heae.

.1
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organizations for which you could work?

2. Are you glad that you chose the Coast Guard 1 2 3 4 5 (6)
over other organizations that you may have beenIiconosiderig?
3. Do you feel a great sense of pride in knowing 1 2 3 4 5 (7)
that you work for a organization that has'
humanitarian Mi3Ons? i

4. Do you feel a sense of satisfaction in 1 2 3 4 5 (a)
belonging to an organization that saves lives?

5. Do you feel a sense of fulfillment in knowing 1 2 3 4 5 (9)
Ithat the Coast Guard serbes the publi.?

orrohrogniain htyo!a aebe

consiering

3. D o el agetsneo piei uvng 12345(*
thtyuwr fraognzainta a

'II

:1
Io



*-. hi.k I g-ta: ;.. aeo-.le a;;& ; e a:a:-a 3 2
=isor:tunes - -: r d h. s-. -.- :h-' .- el;
of others.

Z3. Most people =zke fri.,Ids 4-Sie itds r
are likely to be useful to then.

24. ' feel like Z am $ett-i; a raw deal. 1 2 3 4 5 (25)

25. W'hen I look back ove r -ha: has 1 4 4 5 (:9)
happened to me Z feel cheated.

26. 1 am ve.-v likely to hold a rudge. 1 2 2 4 5 C2

27. 1 have been punished withouz cause. 1 2 3 - 5 %3i)

28. Other pecple always see= to get the braaks. 1 2 3 4 5 (3:)

29. 1 have to teake orders frcm people who 1 2 3 L .
know loss thaU 1 do.

30. 1: is :he dut7 Of each person to do his I . 3 . r
,-b to the very best of his abilit7...

31. Even if I were on m n , with to *-.e to : 3 3
supere.ise Ce. z would s.i l work hard.

32. 1 zake personal sacrifices in or-er to -eat 1 3 4 5 (2)
an obligation to someone who is counting on =e.

33. I alvays like to keep my things nea: and in 1 Z 3 4 5 (Z7)
good order.

34. :. like to have a place for everything, and . . 3 4 5 ,2.,
everthinzg in its place.

35. 1 prefer to be dressed care!f417 raher 1 : 4 .
than casually.

36. 1 think effot is comendable, even i. l
it doesn't lead to the most effective results.

37. As lon ua ymu look busy you ill do 1 z 3 r

alright in this or$anization.

38. Working hard is far more iporCanC than 1 23 4 -

results.

OI



57. My s1,ipmates will be working at their full 1 2 3 4 5 (61)
capacity.

58. There will be a lot of "red tape" associated 1 2 3 4 5 (62)
with my job.

59. 1 will have the opportunity to originate new 1 2 3 4 5 (63)
procedures or practices in my job.

60. My job performance, good or bad, will 1 2 3 4 5 (64)

significantly impact the amount of work that others

around me will have to do.

USE THE FOLLOWING- SCALE TO AMSWER QUESTIONS 61 to 65.

1. 0 to 20%
2. 21 to 40%
3. -41 to 60%
4. 61 to 80%
5. 81 to 100%

61. What are your chances of being involved in 1 2 3 4 5 (65)
lifesaving on your first assignment?

62. What percentage of you work will be spent 1 2 3 4 5 (66)
involved in routine tasks?

63. What percentage of your work will be 1 2 3 4 5 (67)
"fighting tires"?

64. What percentage of your work will be spent 1 2 3 4 5 (68)

in long range planning?

65. What percentage of your work will involve 1 2 3 4 5 (59)
your own creative'efforts?



woul reigz 04!7 i!Z culd(77)

2.If I could, I would resign as soon as it
is convenient for me, bt probablv before =y
obligated ser-ilce is completed.

3. Even if 1 could resi;gn tzdayr 1 would c=c late
*1 my initial obliati-cn?

4. 1 will probably star- in the Coast Guard beyond
-y initial obliga:±oz, but net for 20 years.

.4 i5. 1 will probably stay in the Coast Guard for 20
years, but no longer.

6. I will probably sta7 longer :haa 0 years and
then retire at my convenience.

7, 1 will probably stay longer than 20 years ann
as long as : can thereafter.



CIRCLE TE ST.ATENT YOU FEEL TO BE MOST IMPORTANT IN EACH

IFAIR.

1. 1 would prefer the Academy graduate to have

1. professional expertise.
-* 2. the ability to deal with people.

2. 1 would prefer the Academy graduate to have

1. professional expertise.
2. positive personal qualities.

3. I would prefer the Academy graduate to have

1. professional expertise.
2. a willingness to learn.

4. 1 would prefer the Academy graduate to have

1. the ability to deal with people.
2. positive personal qualities.

5. I would prefer the Academy graduate to have
1. the ability to deal with people.

2. a willingness to learn.

6. 1 would prefer the Academy graduate to have

1. positive personal qualities.
2. a willingness to learn.


