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Executive Summary

Executive Summary

The Coast Guard undertook the Workforce Cultural Audit in 1995. This audit spawned a
number of developmental needs assessments (e.g. Junior Officer Needs Assessment,
Senior Enlisted Needs Assessment, etc.). The Civilian Needs Assessment focused on
professional development and |eadership competencies necessary for successful civilian
career transitions. The structure and purpose is similar to other workforce assessments
conducted elsewhere in the public and private sectors. Like other Coast Guard
assessments, the Civilian Needs Assessment focused on competencies needed to perform
work.

The Civilian Needs Assessment (CIVNA) Team has completed over a year of research,
data collection, and analysis. The results of this effort are recommendations intended to
improve the professional competency and development of the Coast Guard civilian

wor kforce.

The process included:

- ldentifying optimal competencies (defined as knowledge, skill, attitudes, and
abilities) that civilian employees (core-workers (non-supervisors), supervisors, and
managers) must have in order to meet Coast Guard expectations.

Surveying the workforces to measure the degree to which civilian employees actually
hold those competencies.
Identifying gaps between the “optimal” and “actual” competencies.
Identifying the root causes of the measured gaps by categorizing them as
lack of knowledge, skill or information;
environment (e.g. resources, culture, policies, practices, or procedures,
organization); or
motivation, incentive, and attitude.
Recommending interventions through problem-solving and the use of benchmarks.

The CIVNA Team reviewed a comprehensive list of Coast Guard documents, studies, and
publications to identify optimal competencies expected of civilian employees.

Comprehension of the following terms is critical for a complete understanding of the

CIVNA process.

- Competency — an underlying characteristic of an employee that results in effective
and/or superior performance (i.e., they are predictive of performance);
Knowledge — information accumulated in a particular area of expertise (e.g.,
accounting, human resources management, engineering, etc.);

Skill — the demonstration of expertise (e.g., the ability to make effective
presentations, or to negotiate successfully);

Attitude — a self-concept, one must choose to use knowledge and skills to perform a
task;

Ability — when an employee is knowledgeable and skilled in a particular area of
expertise, chooses to exercise that knowledge and skill, and then is able to perform
well.
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Executive Summary

The relationships between knowledge, skill, attitude, and ability are depicted below
(Figure es-1). Knowledge is the foundation on which skill, attitude, and ability are based.
Without practiced skill and the choice to apply it, the ability cannot exist. The ability to
perform atask is the highest level of competency and is dependent upon the foundation
of knowledge, skill, and attitude.

Ability

Attitude

ill

Knowledge

Figurees-1. Schematic diagramming the relationships between knowledge, skill, attitude and,

fnally, ability.

The CIVNA Team then surveyed the workfor ce to measur e the difference between
identified optimal competencies and actual competencies held by Coast Guard civilian

employees.

The survey tool was sent to all civilians in the Coast Guard and completed and returned
by approximately 20% of them. Results of this survey yielded primarily knowledge-
based gaps in competencies. The identified gaps are ranked for the three workforce
segments studied in this assessment (Table es-1).

Tablees-1. Gaps between optimal and actual com

petencies compar ed between wor kfor ce segments.

Core Worker

Super visor

M anager

Combined

Mentoring Programs
(formal and informal)

Mentoring Programs
(formal and informal)

Mentoring Programs
(formal and informal)

Mentoring Programs
(formal and informal)

Acquire a Mentor

AcquireaMentor, Mentor
Others, Mentoring
Techniques

Acquire a Mentor

Acquire aMentor

Individual Development
Plan Procedures

Individual Development
Plan Procedures

Individual Development
Plan Procedures

Individual Development
Plan Procedures

Coast Guard Persona and
Family Support Programs

Coast Guard Persona and
Family-Support Programs

Coast Guard Persona and
Family-Support Programs

Coast Guard Personal and
Family-Support Programs

Professional Development
Resources, Career Path

Professional Development
Resources

Professional Development
Resources, Plan Career

Professional Development
Resources, Career Path

Opportunities Opportunities
Military Personnel Military Personnel
Management System Management System
Coast Guard Knowledge, Coast Guard Knowledge Coast Guard Knowledge,
DOT Structure DOT Structure

Loca Union Contract Loca Union Contract, Fair

and Unfair Labor Practices

Coaching Techniques,

Conflict Resolution

Techniques
Coast Guard Budget Legidative Proposa Coast Guard Budget
Process Process Process
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Executive Summary

The Coast Guard civilian community isaverage! Although the Coast Guard itself is
unique, the general trends and conditions of the civilian workforce are little different
from the civil service system as awhole. Civilians recorded a“C” level score (3.0 on a
scale of 1.0 to 5.0) for only a few competencies. Given the relatively high mean scores
we found by analyzing the survey results (no glaring gaps between expectations
[optimals] and actua conditions), the CIVNA Team concluded that the Coast Guard’s
civilian workforceis generally as competent asthe Coast Guard has stated it expects
it to be. However, if the Coast Guard truly intends to become the “employer of choice,”
aworkforce of “average” competency is not sufficient. In fact, improvement is critical to
attracting, developing, and maintaining a competent civilian workforce in an increasingly
competitive marketplace.

Nearly al of the gaps were knowledge-related, meaning Coast Guard employees had
either not seen the information or it had not been presented to them. Without basic
knowledge skills, attitudes and abilities will not be devel oped.

In an attempt to identify some of the root causes of the measured gaps, focus groups were
conducted nationwide at the heaviest concentrations of civilian employees to identify the
root causes of the measured gaps.

Root causes fell into one of three major categories: Lack of knowledge, skill or
information; Environmental (lack of resources, cultural issues, etc.); or Motivation,
Incentive or Attitude. Analysisof over 3,000 focus group comments indicates that, for
the workforce at large, the root causes of the knowledge gaps are primarily
environmental, particularly due to alack of resources and the constraints of policies,
procedures and practices.

Finally, the CIVNA Team made recommendations to close developmental and training
gaps.

The interventions included a strong recommendation to take advantage of Computer
Based Training (CBT). Additional training and developmental recommendations fell into
two broad categories: |eadership and personal development. Recommendation are fully
described in the report and briefly detailed below:

Training/L earning: Train more people with fewer resources — rely less on nonresident
training. Consistent with Executive Order 13111 and the Coast Guard strategic plan, take
advantage of on-line learning opportunities.

L eader ship
- Mentoring — inform, implement, and lead a Coast Guard-wide mentoring effort.
Coaching and Conflict Resolution — train Coast Guard supervisors in coaching
and conflict resolution techniques.
Performance Management — link awards and performance appraisals to
established performance milestones.

Personal Development
Individual Development Plan (IDP) — create an IDP instruction, instruct all
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Executive Summary

employeesin its use, and require IDPs as part of every training application.
Personal and Family Support Program — ensure that all civilians are aware of CG
services, survey workforce to determine whether they are working and amend as
necessary.

Career management — while acknowledging that every civilian is responsible for
his/her own career, provide career devel opment services (self-assessment tools,
career strategy development models, basic on-line training, etc.); use “push
technology” to distribute information about promotional and career opportunities.
Organizational Knowledge — consider development of a year-long civilian
orientation program using CBT to ensure that all Coast Guard civilians receive
basic orientation.

In addition to the measured gaps, the following anecdotal gap was repeatedly voiced by
focus groups:

“ Shelfware” — From the 1% CIVNA Team meeting to the last, and from all the Focus
Groups, Coast Guard civilians expressed cynicism that this report, like many others, will
become just another volume in the library of indecision. This assessment is like many
others conducted in the public and private sectors. Implementation is the issue, not
further study. Thereis sufficient information available to support a proactive decision to
change the way we train and develop people without gathering more data before we
decide to act.

The impending retirement (and replacement) of “baby-boomers’ and the change-enabling
revolution in information technology are fundamentally impacting the nature of our
economy and of civil service. Recognizing these trends, other governmental
organizations also have assessed the nature and needs of their workforces. In 1990 the
Secretary of Labor commissioned the Secretary’s Commission on Achieving Necessary
Skills (SCANYS) resulting in a 1992 report entitled “LEARNING A LIVING: A
Blueprint for High Performance (A SCANS REPORT FOR AMERICA 2000).” The SCANS
report addressed workforce competencies for the national economy, both the private and
public sectors. In similar but more narrowly focused efforts, DOT published a
Workforce Planning Guide last April (1999) and EPA recently (May 1999) published the
report of their Workforce Assessment Project. Both address organizational
competencies. The EPA report identifies gaps, and the DOT report included a model for
use by other modal administrations to identify and measure necessary workforce
competencies. Although differences exist in the way competencies are organized and
defined between these reports, the similarities between EPA, DOT, SCANS, and the
Civilian Needs Assessment findings are striking.

Our future workplace is likely to be much more diverse and collaborative and less
homogeneous and hierarchical. For much of the past, the workforce has been hired on
the basis of one’s ability to meet specific job requirements. The future workforce will be
employed and developed on the basis of competencies.

Competencies needed for future success will include:
Communicating to a variety of audiences in multiple formats;
Thinking creatively and analytically, proactively stretching the “envelope”’ of custom
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Executive Summary

and convention;

Continually learning and encouraging others' professiona development;
Accepting responsibility and accountability for effectively managing resources
(money, people, technology);

Selecting and using appropriate information technologies effectively for
measurement, process improvement, and analysis,;

Collaborating with and leading a diverse workforce;

Building and using teams;

L eading, managing, and adapting quickly to change.

Finally, the findings and recommendations embodied in this report should surprise no
one. There are no delay fuses; nor are there high explosives. In many ways, this report
resembles other Coast Guard reports about its workforces. It also contains findings and
recommendations similar to those of other Federal Agencies about their workforce.
Private companies have spent private dollars finding similar results. We've been here
before! Let’'s act!

From the diverse workforce that is the Coast Guard civilian community, people
repeatedly expressed cynicism laced with resignation at a Coast Guard practice that might
best be described as “Ready, Aim ... Ready, Aim ... Ready, Aim.” The CIVNA
Team'’s hope is that we don’t continue to duplicate the findings of others, but instead take
proactive measures to improve our current condition and charge forward to meet our
future needs. The Coast Guard's Strategic Goals state our intent. The needs are clear.
The recommendations of this workgroup provide a good place to start!
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What is the Civilian Workfor ce Needs Assessment?

What isthe Civilian Wor kfor ce Needs Assessment (CIVNA)?

The Civilian Needs Assessment is one of several Coast Guard workforce assessments
(e.g. Junior Officer Needs Assessment, Senior Enlisted Needs Assessment, etc.) that the
Coast Guard has undertaken since the Workforce Cultural Audit was completed in 1995.
The structure and purpose is similar to other workforce assessments conducted elsewhere
in the governmental and private sectors, in which the focus is on the competencies
necessary to perform work. The Civilian Needs Assessment focused on professional
development and |eadership competencies (knowledge, skills, attitudes, and abilities
(KSAAYS)) necessary for successful civilian career transitions.

Thefollowing terms are critical for a complete understanding of the CIVNA process:
Competency — an underlying characteristic of an employee that results in effective
and/or superior performance (i.e. they are predictive of performance);
Knowledge — information accumulated in a particular area of expertise (e.g.,
accounting, human resources management, engineering, etc.);

Skill —the demonstration of expertise (e.g., the ability to make effective

presentations, or to negotiate successfully);

Attitude — a self-concept, one must choose to use knowledge and skills to perform a
task;

Ability —when an employee is knowledgeable and skilled in a particular area of

expertise, chooses to exercise that knowledge and skill, and then is able to perform
well.

The relationships between knowledge, skill, attitude and ability are depicted below.

Knowledge is the foundation on which skill, attitude and ability are based. Without
practiced skill and the choice to apply it, the ability can’t exist.

Ability

Attitude

Skill

Knowledge

Figure 1. Schematic diagramming the relationships between knowledge, skill, attitude, and ability.

The Civilian Needs Assessment Charter (Appendix 1) directed an analysis of General
Schedule (GS) employees with a focus on general competencies needed by all civilian
employees (separate from job-specific competencies) for optimal performance at each of
three key transition points:

1 6/28/2000



What is the Civilian Workfor ce Needs Assessment?

When a civilian employee initially begins working for the Coast Guard, irrespective
of grade levd;

When an employee becomes a supervisor with responsibility for others;

When a supervisor transitions to manager.

The Charter specifically directed the Team to accomplish the following tasks:

Conduct a thorough examination of the knowledge, skills, attitudes, and abilities
expected of civilians at each transition point;

Conduct research of other organizations as benchmarks;

Determine the gaps that exist between the “optimal” civilian profile (KSAAS) and
actual competencies of Coast Guard civilian employees,

Make recommendations for interventions to close the identified gaps.

The assessment results are recommendations to close gaps between optimal
competencies (i.e., KSAAs that the organization desires) and actual measured
competencies. The god isto improve GS employee's professiona development and
leadership abilities.
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Why was the Civilian Needs Assessment Conducted?

Why was the Civilian Needs Assessment Conducted?

This Civilian Needs Assessment, as well as the other Coast Guard workforce
assessments, satisfies an Action Item derived from the results of the 1995 Wor kforce
Cultural Audit (WCA). The WCA intended “to identify barriers — both real and
perceived — to achieving career success in the Coast Guard and then to break down those
barriers. Anaysis of the WCA data identified barriersin 4 broad areas: Career Obstacles,
Diversity Management, Communications, and Leadership. The second |eadership Action
Item, L2, Improve Professional Development for All Team Coast Guard Personnel, isto
“Use Human Performance Technology (HPT) method to conduct needs assessments for
all workforces to ensure professional development avenues are available and valid for all
personnel.”

Diversity issues underpin the Coast Guard workfor ce needs assessments. The
demographic nature of the U.S. workforce will shift significantly during the next decade.
Demographic changes in the U.S. economy also will likely effect the federal workforce
and the Coast Guard workforce. Baby boomers, the relatively large population of
workers born between 1946 and 1964, will begin to reach minimum federal retirement
age of 55 next year (2001). The retirement of the baby boomers will open a number of
positions to a new generation of employees who do not have their individual or collective
experience.

1||II||[

1999 2000 2001 2002 2003 2004 2006

GRNEHSH

number of employees lost

?ﬁ.ﬂ'@

year

Figure 2. Projected attrition of USCG procurement employees from 1998 to 2005 (DOT Workfor ce
Planning Guide).

Figure 2 (above) shows the upward trend in projected attrition for Coast Guard
procurement specialists from 1998 to 2005. The graphic shape is similar to attrition
forecasts for other agencies and for other professional specialties. As baby boomers
begin to leave government service, the workforce that replaces them will be much less
homogeneous than the workforce of the past 30 years. WWomen and minorities will
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Why was the Civilian Needs Assessment Conducted?

increase their number and their representation in managerial and supervisory roles. The
December 10, 1999 edition of The Kiplinger Washington Letter noted:

“Changing workforce demographics will pose major challenges for
employers. An aging workforce. An influx of minorities. More women
moving up.”

“Number of workers near retirement will grow by 56% over next 10 years,
while the number of workers between ages 25 and 44 will decline by
4.5%.

“Take note of greater religious, cultural diversity on the job. Number of
minorities working will grow rapidly in the coming decade, resulting in a
workforce that’s 13% Hispanic, 12% black and 6% Asian.”

Not only are older federal employees expected to retire soon in record numbers but fewer
young people are seeking a career in Federal Service. It is becoming more difficult to
recruit qualified applicants.

Another factor affecting the Coast Guard workforce is a governmental transition from
an industrial-age, rules-based bureaucracy to a knowledge-based, customer- and
results-oriented service economy. An increasing percentage of Coast Guard employees
are lifetime “knowledge workers,” people who use their knowledge and their access to
knowledge to facilitate decisionrmaking and improve the quality and capabilities of the
Coast Guard services. Continuing developments in information technology have created
and strengthened the role of the knowledge worker and focused human resource
development on competencies to perform work, rather than past experience that may or
may not remain relevant. Information Technology enables routine measurement of
customer and employee satisfaction and the business results (financial outcomes, cycle
time, etc.) of our activities. IT can facilitate decision-making and empower employees at
all levels to consistently measure and continually improve performance. Both the public
and private sectors are using competencies as away to refocus organizations on what is
really important and what it takes for their workforces to be successful. Competency
models serve as vehicles for change. Competencies are used:

As a strategy to strengthen the links between organizational culture, results, and
individual performance by emphasizing competencies that are needed across
occupational specialties,

As atool to help describe work and what is required from employees in a broader,
more comprehensive way;

To dign individual and team performance with organization, vision, strategies, and
the external environment.

Other recently conducted wor kfor ce needs assessments show competency gaps
similar to those identified by the CIVNA Team. In May 1990, the U.S. Secretary of
Labor created the Secretary’s Commission on Achieving Necessary Skills (SCANS) to
examine the demands of the new American workplace with an eye to identifying
developmental and skills gaps between what the future required and the current state of
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the working population. The SCANS report, “Learning aLiving,” was issued in 1992
and identified five (5) basic competencies and a three-part foundation of skills and
personal qualities that all employees in the new workplace will need. Figure 3 depicts
these competencies. More complete definitions of SCANS competencies and foundation
skills can be found in Appendix 4.

WORKPLACE KNOW-HOW
The know-how identified by SCANS is made up of five competencies and a three-part

WORKPLACE COMPETENCIES: --- Effective workers can productively use:
- Resources --- They know how to allocate time, money, materials, space, and staff.

negotiate, and work well with people from culturally diverse backgrounds.
Infor mation--- They can acquire and evaluate data, organize and maintain files,
interpret and communicate, and use computers to process information.

foundation of skills and personal qualities that are needed for solid job performance. These are:

I nterpersonal skills --- They can work on teams, teach others, serve customers, lead,

Systems --- They understand social, organizational, and technological systems; they can
monitor and correct performance; and they can design or improve systems.

Technology --- They can select equipment and tools, apply technology to specific tasks,
and maintain and troubleshoot equipment.

FOUNDATION SKILLS: --- Competent workers in the high-performance workplace need:

Basic Skills --- reading, writing, arithmetic and mathematics, speaking, and listening.
Thinking Skills --- the ability to learn, to reason, to think creatively, to make decisions,

and to solve problems.
Personal Qualities--- individual responsibility, self-esteem and self-management,
sociability, and integrity.

Figure 3. SCANSreport competency matrix.

In April 1999, after the Civilian Needs Assessment Team began its work, the Department
of Trangportation published a report, “Workforce Planning Guide (WPG).” Appendix 111
to the WPG is the Federal Highway Administrations (FHWA) Professional Skills
Competency Framework. The framework was developed to analyze professional skills
requirements across FHWA, identify available resources, and devise efficient and
innovative approaches for obtaining training services. The Workforce Planning Guide
was not published and not known to the Civilian Needs Assessment Team until after
competencies had aready been identified and the CG civilian workforce surveyed. Many
of the required competencies identified by the FHWA are parallél to those identified by
the CIVNA Team.

CIVNA Teamidentified competencies and those from FHWA, SCANS, and EPA are
summarized in Appendix 6 of this report.
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The Civilian Needs Assessment Process

Preliminary Steps

The first step in the process was selection of CIVNA Team members. More than 100
Coast Guard civilian employees volunteered to serve on the Civilian Needs Assessment
Team. They were very qualified and had their supervisors approval to take on additional
responsibilities of unknown duration and complexity. Because the applicant pool was of
high quality, selection was made primarily to create ateam with broad representation.
Factors used included length of service, gender, geography, and general schedule pay
grade. Twelve members were selected with the characteristics outlined in Tablel.

Table 1. Demographic information of the twelve member CIVNATeam.

General Schedule Range GS-7to GS-15

Gender 7 women, 5 men

National Origin 11 Caucasian, 1 African American

Geography 6 from HQ, 4 East Coast, 1 Gulf Coast, 1 West Coast

Length of Service Junior member with 1 year service to along-time
employee who was retirement-eligible

Employment Status 10 civilians, 2 military

Two Performance Technology Consultants were assigned to the CIVNA Team: Paul
Robbins from Training Center Petaluma acted as lead consultant with support from Cathy
Tobias (G-WTT). Additionally, a contract project facilitator was engaged to take and
distribute minutes, process data, and provide administrative continuity.

Once the CIVNA Team was selected, a series of introductory and team building
exer cises were undertaken. Each team member took the K eirsey-Bates Temperament
Sorter (similar to Meyers-Briggs) to determine his or her personality preferences.
Kathleen Wilson of the Leadership and Professional Development Division (COMDT
G-WTL) then gave a presentation on the different “types” or “temperaments’ of
individuals and how they affect one’s ability to work with others. The Team was
subdivided into smaller “sub-teams” comprised of people with complimentary, rather
than identical or opposing, temperaments to facilitate effective teamwork. The CIVNA
Team members introduced themselves, including their Kiersey-Bates Temperament
Profile, and described their current position, career aspirations, and any other personal
information that each felt would be useful to the other team members in building
productive working relationships. Finally, each CIVNA team member was asked to
identify his’/her expectationsfor the Civilian Needs Assessment.

Not everyone on the Team understood the charter’ s detailed meaning when the Team first
met, so the range of expectations fell both within and outside the chartered purpose of the
CIVNA. A list of expectations follows:

Improve work environment
Make the USCG employer of choice
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Reduce stress

Incorporate civilians into team Coast Guard. Civilians feel like a“2" Cousin.”

Help us better use knowledge skills, attitudes and abilities (KSAA’S)

Identify civilian needs

Improve retention/promotion of civilian employees

Improve promotion/devel opment opportunities for civilians

Improve up/down (2 way) communications between managers and subordinates
Develop equality between military and civilians

Decrease the schism between civiliangmilitary

Improve civilian development opportunities, including the transition from wage grade
to General Schedule. (WGSto GS)

Improve education opportunities

Improve performance feedback

Improve promotion opportunities (The CG seems to acquire from outside, rather than
developing from the inside)

Improve knowledge/sensitivity of supervisors for subordinates

Improve civilian morae

Establish human resource development plan for civilian workforce.

Improve/initiate mentoring process

RADM Tom Barrett (G-WT) addressed the Team at its second meeting to encourage
teamwork, answer questions about the charter, and discuss the future of the Coast
Guard’ s workforce assessments. He acknowledged the validity of the team members
expectations that fell outside the charter and recommended that the Team:

meet the chartered objectives,

provide “stroke-of-the-pen” solutions where possible, and

provide additional workable solutions when recommending interventions to close
measured gaps.

The CIVNA Team aso set ground-rules that governed the Team'’s progress, in large
part, throughout the year from the first meeting in January 1999 until the last in
December 1999. They included:

Consensus - Everyone must be able to “live with” the decisions and final
recommendations that are made,

Stay faithful to data,

Don't leap to solutions,

Everyoneis equal,

Keep strong feelings within the Team — don’'t vent outside,

Agree that reasonable people can differ on fundamental questions and that there is to
be no attribution,

Stay focused on vision and the “big picture.”
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The Civilian Needs Assessment Process

| dentification of Optimal Competencies

Assessment began with the identification of optimal competencies. As with other Coast
Guard workforce assessments, optimal competencies were culled from two kinds of
information sources:. (1) internal — Coast Guard policy, curricula, directives, etc., and (2)
externa — benchmarks from other agencies and organizations, from both the public and
private sectors.

The internal sources of “optimals’ identified the characteristics and qualifications the
Coast Guard had explicitly stated were important to its success. All of them were found
in Coast Guard documents published before the Team started its work; in other words,
they reflect previoudy identified needs and priorities, not necessarily current needs
or futurepriorities. The internal sources included the following:

Commandant Directives,

CG studies and workgroup reports (e.g., Leadership Work Group Phases | and Il,
Coast Guard 2020, Workforce Cultural Audit),

Civilian Personnel policy manuals and handbooks (A Supervisor’s Guide to Career
Development and Counseling for Civilian Employees, Supervisor's Desk Guide,
etc.), and

Curriculafor existing Coast Guard courses.

The Team could not expeditiously extract means of pulling the necessary competency
data out of Coast Guard background documents. Only by a the laborious process of
reading each page and noting every knowledge, skill, attitude, or ability (KSAA)
mentioned was the information collected. The Federal Highway Administration,
Environmental Protection Agency, and Department of Labor SCANS Report reported
similar efforts undertaken at their organizations. Fina information from the Coast Guard
documents was organized into competencies and each KSAA:

(1) was noted on a“yellow sticky” note as it was identified in the literature,

(2) the notes were then accumulated into categories (e.g.: core-worker, supervisor,
manager), and

(3) was organized by their affinity to one another (communication, mentoring, wellness,
etc.) until a complete list of competencies had been identified.

In some of the documents, a skill competency was listed without the requisite knowledge
competency. Because of the nature in which KSAA'’s build upon one another, in some
cases the Team inferred a competency. When required, a knowledge competency was
inferred from a skill, or an attitude was inferred from an ability. But inferences were
never extended beyond one level of the pyramid. This reduced any subjective assessment
of what might be important traits in a general schedule employee, restricting the
identified optimals to those that the Coast Guard has aready documented as important.
There was a high degree of replication. Knowledge, skills, attitudes, or abilities found in
a Coast Guard document were common across many documents.
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The Civilian Needs Assessment Process

Through this lengthy process of identifying and categorizing competencies, a set of
KSAAs were identified for each of the three critical transition phases — newly hired or
core workers, supervisors, and managers. Competencies identified as required by the
Coast Guard of core workers were termed “general competencies.” Supervisory
competencies build upon the general competencies and manageria built upon general and
Supervisory.

When no other means of differentiation was possible, GS-1 through GS-10 were
considered “core worker” positions, GS 11 through 13 were considered supervisor
positions, and GS 14 through 15 were considered managerial positions. From the
competencies culled from the literature for each transition phase, a list of optimal
competencies was created for the entire subject civilian workforce and served as the basis
for al further analysis (Appendix 2).

Other federal agencies were the primary sources of benchmarks. Benchmarks also came
from sources such as the 1999 Pocket Guide to Baldrige Award Criteria and Presidential
Quality Award (PQA) criteria. Information was culled from other organizations known to
have quality career development programs. Best practices were compiled and later cited
in the formulation of solutions and recommendations. Useful benchmarking information
came from the following agencies. Federal Highway Administration (FHWA);
Environmental Protection Agency (EPA); Office of Personnel Management (OPM); the
1999 Baldrige Award Criteria; and various private sector companies, among them
NYNEX, Boeing, Blue Crossy/Blue Shield.

M easurement of Actual Competencies

After the optimal competencies were identified, the next step in the Needs Assessment
process was to measure the current state of general schedule (GS) workforce
competencies. For this purpose, the Team surveyed the GS population.

A Preliminary (Test) Survey of the GS population was performed. Based upon the
KSAA's derived from the literature review, the CIVNA Team created a preliminary
survey. The objectives of the preliminary survey were to test the questions for a later,
Coast Guard-wide survey and to aid in development of focus group questions for
eventual root cause determination. The surveys were e-mailed to “new-hires’ (people
hired by the Coast Guard in FY 98 into core worker, supervisor, or manager positions),
supervisors of new-hires, and a subordinate of the new-hire, if applicable. Although each
survey targeted a specific employment level (core worker, supervisor, or manager), al
guestions corresponded to a competency on the Optimals List (Appendix 2). The surveys
were designed so that each knowledge, skill, attitude, and ability identified on the
Optimals List could be ranked on a frequency continuum (i.e., how often the employee
had the opportunity to demonstrate each competency). Results were analyzed to quantify
departures from the ideal state as well as differences in how employees and supervisors
view employee performance.

! Not all GS-11 through 13 or GS-14 through 15 positions have supervisory or managerial responsibilities,
in which case the incumbents were considered “ core-worker” for assessment purposes.
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A large-scale Coast Guar d-Wide Survey was generated as a result of the test survey.
Very few questions were modified from the preliminary survey, but the range of
employees surveyed was broadened. One of six types of surveys was mailed to the entire
civilian population (except those that had been surveyed in the preliminary phone
survey). The types of surveys were as follows:

Core worker assesses sdif;

Core worker assesses supervisor;

Supervisor assesses self;

Supervisor assesses core worker;

Manager (second level supervisor) assesses supervisor;
Manager assesses seif.

Table 2. Matrix describing the reporting regime utilized in the survey.

Employment L evel Reported on by

Subordinate Self Super visor
Core Worker Yes Yes
Supervisor Yes Yes Yes
Manager Yes

A cover letter accompanied each survey, explaining the type of survey to be completed
by the recipient. Partially due to the complexity of distributing surveysto 6 different
assessment groups, during the sorting process some survey questionnaires were
mistakenly sent to the wrong addressee. Initialy this led to confusion among survey
recipients as to whether they were evaluating themselves, their supervisor, or their
subordinate. A very voca minority expressed their frustration via an e-mail to the entire
civilian population. Not only did the “reply to all” responses begin to bog down the
Coast Guards e-mail servers, but survey recipients were exposed to negative views aired
in the broadly distributed e-mails prior to completion of their own surveys. The Team
was unable to measure the effect on the results of the distribution difficulties.

I dentifying Root Causes of the Measured Gaps

The discrepancies between the optimal and actual competencies held by civiliansin the
Coast Guard are termed “Gaps’. The root causes for these gaps were identified through
the use of Focus Groups in centers with high concentrations of Coast Guard civilian
personnel. CIVNA workgroup members were sent to the locations in Table 3.

Table 3. Location of focus groups held in Coast Guard civilian personnel centers.

L ocation Number of Focus Groups Held
Coreworker Super visor M anager
CG Academy 1 1 1
AR&SC 1 1 0
MLCPAC 2 1 1
Tracen Petaluma 1 1 1
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The Civilian Needs Assessment Process

L ocation Number of Focus Groups Held
Coreworker Super visor M anager

District 1 1 1 1
Finance Center 2 1 1
Coast Guard HQ 3 1 1
MLCANT 1 1 1
D8 —Miami 3 2 1
NOLA 2 1 1
NPFC/NMC 3 2 1
I SC Portsmouth 1 1 1
ELC/YARD 3 2 1
NVDC 1 1 1

' One set of NPFC data listed supervisor trends and boss of supervisor trends together

The total population of the areas visited accounts for approximately 60% of the Coast
Guard civilian workforce. Team members were sent to each location, holding focus
groups over the course of several days. Focus groups consisted of core workers,
supervisors or managers, none of the groups were “mixed.” Each focus group facilitator
lead the discussion with six standard questions developed from the preliminary survey
results. The CIVNA Team members recorded al themes, thoughts, and quotes related to
possible causes for gaps in civilian competencies. The Focus Group Questions are shown
in Table 4. One set of questions was used for core workers, and one set of question was
used for both the supervisor and manager focus groups. The third column lists questions
asked only to managers in follow-up focus group sessions subsequent to analysis of the
Coast Guard-wide survey results.

Table 4. Questions presented to focus groupsin centers of Coast Guard civilian personnel.

Core Workers

SupervisorManager s

Managers

Descriptor:

Career Planning
Supervisorsand Coreworkers
felt that thereisa significant
need for development in
individual career planning
including mentoring.

A. Program/Project
Management

Identify and Manage Resource
Requirements

Manage Multiple Projects

Intheinitial survey of CG
civilian employees and their

Inidentifying and managing
resources requirements, the

Of the 166 competencieslisted
on the Civilian Needs

supervisors both agreed in initial survey showed both Assessment Survey for
Question #1 one areathere wasaneed for | subordinates and second level Managers, two of thethree
Lead in statement: emphasisto be placed on supervisors evaluated first level | lowest responses with respect o
individual career planning supervisors lower than first proficiency, were “knowledge
and mentoring. level supervisorsrated of union contract” and “
themselves. knowledge of fair and unfair
|abor practices.”
What do you feel are From your perspective, what To what do you attribute the
Leadi estion: contributing factorscausinga | accountsfor the differencesin cause of thelack of proficiency
In question: lack of individual career opinion? around |abor issues?
planning and mentoring?
Communication Skills B. Program/Project
People need to communicate | Management
. N better Used technology capabilities
Question #2 | Descriptor: Writing effectively (especially
Orally information technology)
Electronicaly
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Table 4. Questions presented to focus groupsin centers of Coast Guard civilian personnel

(continued).
Communication is crucia to Supervisors scored themselves | The analysis of the responses
an organization’ s ability to low on using technology from managers also revedled a
transfer/share information. capabilities effectively concern for personal issues.
The survey shows a gap (especially information According to the survey
between desired technol ogy) results, 46.2% of managers
communications skills and rarely or only sometimes
Question #2 ! . employees ahilities. choose to maintain a healthy
(continued Lead in statement: lifestyle. 41%rarely or only
from sometimes demonstrate
previous knowledge of the elements of a
page) hedlthy lifestyle. 44.7 % rarely
or only sometimes demonstrate
knowledge of how to cope with
stress.
Why do werate ourselveslow | What do you think are causes What do you think are the
Lead in question: on communication skills? of not using technol ogy causes of such choices and lack
effectively? of knowledge?
Decision Making Performance M anagement
Fear of Risk Analyze and correct employee
Descriptor: Managing Risk performance problems
Sound Decisions Manage employee performance
The survey showed CG Subordinates and second level Managers are sometimesin a
employees are reluctant to supervisors rated first level position to recommend changes
take risksand may not know | supervisorslow on analyzing to legidlation or regulation.
Question #3 Lead in statement: how to managerisk or to and correcting performance Y et, “knowledge of the
’ make sound decisions. problems, and managing legisiative proposal process’
employee performance. First scored relatively low on the
level supervisorsrated survey.
themselveshigher.
Why does it appear that we What are the possible causes To what do you attribute the
. . arereluctant to takerisksand | for the difference of opinion? cause of thelack of knowledge
Lead in question: have difficulty making sound around the legislative proposal
decisions? process?
Group Dynamics Supervisor-Employee
Processing Feedback Relationship
P Team Building Adapt leadership
Descriptor: Techniques approachesin varying
Followership situations
The survey showed that CG Subordinates and second level
group dynamics fall short of supervisors rated first level
Question #4 expectations concerning supervisors low in adapting
Lead in statement: processing feedback, team leadership approachesin
’ building techniques, varying situations. First level
followership (meaning “how supervisors rated themselves
people work in groups’ and higher.
“how people follow leaders’).
Why do peoplefall short in: What are the causes for the
. L 1) processing feedback, 2) differencesof opinion?
Lead in question: team building techniques, and
3) followership?
Organizational Knowledge Career Planning
Missions Supervisorsand coreworkers
. N Values felt that thereisa significant
Question #5 | Descriptor: Policies need for development in
Procedures individual career planning

including mentoring.
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The Civilian Needs Assessment Process

(continued).
The survey shows that Intheinitial survey of CG
knowledge of the organization | civilian employeesand their
from Federal Ethicsto CG supervisors, both agreed in one
) . . corevalues, including areathere was aneed for
Q”SF' onezS Lead in statement: structures, chain of command | emphasisto be placed on
]ngmmu and missions, are not individual career planning and
previous understood throughout the mentoring.
page) UL -
From your perspective, why What do you fed are
. - do you fed that people don’t contributing factors causing a
Lead in question: know about the organization? | lack of individual career
planning and mentoring?
Program/Pr oject Communication Skills
Management People need to communicate
I Used technology better:
Descriptor: capabilities effectively Writing
(especially information Ordly
technology) Electronically
Employees scored themselves | Communication is crucia to an
. low on using technol organization’sability to
Question #6 capabiliti b velc))/gy trarler/share informtion.
Lead in statement: (especidly information The survey shows a gap
technology). between desired
communications skills and
employees ahilities.
What do you think arecauses | Why do we rate ourselves low
Lead in question: of not using technology on communication skills?
effectively?
Lest -
Question: Additional comments or concerns
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What wer e the Results of the Civilian Needs Assessment?

What wer e the Results of the Civilian Needs Assessment?

Preliminary (Test) Survey Results

The response to the preliminary survey was low. Of the 20 surveys e-mailed to core
workers, only 10 were mailed back. Only afew of the surveys sent to the newly-hired
supervisors were returned. Although surveys were sent to both employees recently hired
into manager positions, only one of them was available to fill out and return the survey.
The surveys that were sent to the supervisors and subordinates of the new-hire were often
not returned. The poor response to the e-mail survey resulted in the CIVNA Team
conducting telephone surveys of the people who did not respond. 1n several casesit was
determined that the subject was no longer employed by the Coast Guard, in which case
another subject was contacted and surveyed over the phone.

The Team tallied and analyzed the response frequencies to identify trends in performance
expectations. The response options presented to the surveyed employees were assigned a
number from 1 to 6 (representing a continuum of low opportunity/high developmental
need to high opportunity/low developmental need, respectively). The responses obtained
for asurvey question (i.e., an optimal) from all respondents of that employment level
were averaged to generate an overall picture of how the core worker and supervisor
populations surveyed responded.

Cor e wor ker respondents scored lowest (i.e., the employee had a lower opportunity to
demonstrate or showed a greater need to develop) on skill to plan career and acquire a
mentor, and knowledge of individual development plan procedures, mentoring programs,
and professional development resources. Newly-hired supervisors scored lowest on the
ability to evaluate project results and manage multiple projects in varying situations, the
choice to mentor others, the skill to analyze and correct performance problems, and the
knowledge of Coast Guard performance plan requirements.

The scores obtained from the one available newly-hired manager were recorded for
reference purposes, but conclusive results could not be drawn from one response in a
sample population of two. The newly-hired manager recorded a score of “1” (low
opportunity/high developmental need) on the following competencies:

Ability to market a program, develop policy, implement policy/legidative change,
and evaluate policy/legidative change;

Choice to conduct program reviews, identify and apply appropriate trends to USCG,
and develop and participate in outreach programs,

Skill to set and work avision for program, develop a legidative proposal, manage
program finances, and apply statistical analysis,

Knowledge of global trends, agency/national policy, legisative proposal process,
regulatory process, systems theory, and cost-benefit analysis techniques.

Responses for each competency from the core worker and supervisor surveys were also
compared to the responses given by the new-hire's supervisor and/or subordinate. Mean
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differences in the average responses were taken as a measure of the discr epancy
between employees and supervisors view of meeting perfor mance expectations.
The largest gaps between newly-hired core workers and their corresponding
supervisors responses were seen in knowledge of Coast Guard civilian personnel
management, Coast Guard core values, and teambuilding techniques, and the skill to set
goals and weigh risk appropriately. The largest total gaps in response for the super visor
surveys (combined difference of averages between subordinate and newly-hired
supervisor and between newly-hired supervisor and his’her supervisor) were in the ability
to adapt leadership approaches in varying situations, manage employee performance, and
manage multiple projects in varying situations. Gaps were also evident in the skill to
identify and meet resource requirements, as well as analyze and correct performance
problems.

Coast Guard-Wide Survey Results

The large-scale, Coast Guard-wide survey also had alow response rate. Of the 5,000
surveys mailed, 1,175 were returned, resulting in an overall response rate of 23.5%. A
potential reason for the low response rate, as was mentioned above, was that some
individuals received the wrong type of survey, and consequently disregarded it. The HPT
process, as the Team was led to understand it, caused the survey to be very long — some

in excess of 100 questions. The survey length may have inhibited some respondents.
Finally, for those who received the survey, the short turn-around time for completion of
the survey may have kept people from participating in the survey effort.

Surveys were scanned and the data analyzed by Anne Sutton of Performance Technology
Center (PTC) Y orktown using the SPSS (Statistical Program for the Social Sciences)
software package. The PTC report can be found in its entirety in Appendix 6. The
results of the analysis are summarized below.

Consistently high average responses in core worker, supervisor, and manager groups.
Supervisor survey: dight deficit in Coast Guard organizational knowledge (history,
budget, relationship to DOT, etc.), and in knowledge of local union contracts, conflict
resolution, mentoring, and coaching techniques.

Core Worker survey: low scores regarding demonstrated knowledge of military
personnel system, knowledge of Coast Guard personal and family support programs
available to civilian personnel, and of any professional development resources
available to them.

Manager survey: low scores regarding technology and computers and knowledge of
personal issues (such maintenance of a healthy lifestyle and coping with stress).

All three groups showed a lack of knowledge regarding mentoring and mentoring
program, and lacked skills to plan careers.

Mean scores for each survey question were prioritized by lowest score, and the top ten

areas of concern (the competencies which received the lowest scores) for each
employment level are summarized below.
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Table5. Gapsbetween optimal Coast Guard and actual competenciesidentified and ranked for each

GSemployment level.

Competencies of Concern

Core Worker Super visor M anager Combined
Mentoring Local Union Loca Union Mentoring Programs
Programs (formal Contract Contract (formal and
and informal) informal)

Acquire a Mentor Mentoring Programs | Acquire a Mentor Acquire a Mentor
(formal and
informal)
Individual Acquire a Mentor Fair and Unfair Individual
Development Plan Labor Practices Development Plan
Procedures Procedures
Military Personnel | Mentoring Coast Guard Coast Guard
M anagement Techniques Personal and Personal and
System Family-Support Family-Support
Programs Programs
Coast Guard Individual Individual Professional
History Development Plan Development Plan | Development
Procedures Procedures Resources
Coast Guard Coaching Coast Guard Military Personnel
Personal and Techniques History Management System
Family Support
Programs
Coast Guard Budget | Conflict Resolution | Legidative Coast Guard History
Process Techniques Proposal Process
Professional Coast Guard Mentoring Career Path
Development Personal and Programs (formal Opportunities
Resources Family-Support and informal)
Programs
DOT Structure Professional Plan Career Coast Guard Budget
Development Process
Resources
Career Path Mentor Others Professional DOT Structure
Opportunities Development
Resources

Nine of the top ten gaps for the combined workforce are specificaly alack of knowledge
(of mentoring programs, IDP procedures, etc.).

Focus Group Results

Root causes fall into one of three major categories (see Table4): Lack of knowledge,
skill or information; environmental (lack of resources, cultural issues, etc.); or
motivation, incentive or attitude. Focus group responses were collected and
summarized in separate matrices for core workers, supervisors, and managers. They
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were then sorted by focus group question number so all responses to each question, and
only the responses to that question, could be reviewed by CIVNA Team members for
categorization by root cause.

Table 6. Major categories of root causes linked to the gapsin compentencies.

l. Lack of Knowledge, Skill or Information

Skill or Knowledge (an internal deficiency)
Information (an external deficiency

. Environment

Resources (time, money, people, etc.)

Culture (e.g. civilian-military differences in outlook)
Policies, procedures, or practices

Organization (e.g. Civilian Personnel’ s hub-and-spoke
structure)

. Motivation, Incentive, and Attitude

Motivation

Incentive (rewards and punishments

w| >

Y\0|w >

w| >

The CIVNA Team reviewed every focus group comment and assigned a designation
corresponding to one of the above categories (e.g.: A (lack of knowledge or skill), 11B
(cultural barrier), etc.). This outline helped link focus group data to survey questions and
gap. By assigning root causes to each focus group comment and survey narrative, Team
members grouped gaps between optimal and actual competencies with similar root
causes. Thisfacilitated generation of recommendations to close the gaps the survey
identified.

Nine of the top ten gaps measured for all workforce segments combined are
knowledge-related (no knowledge of Coast Guard mentoring programs, etc.). However,
analysis of over 3,000 focus-group comments indicates that, for the workforce at large,
the root causes of the knowledge gaps are primarily environmental, particularly lack of
resources and the constraints of policies, procedures and practices (see Figure 4).
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Looking at the focus group data by workforce segment (core-worker, supervisor, or
manager), however, suggests that each group views the root cause of lack of knowledge
somewhat differently. Thisis evident in Figure 5, in which the greatest percentages of
comments from each workforce segment were attributed to different root causes. In
addition, Figure 4 shows that roughly 60%o0f the comments indicated that the
predominant root causes of gaps were primarily environmental, but core workers and
supervisors tended to believe it was driven by policies, practices, or procedures, and the
managers felt it was primarily driven by lack of resources.

The differences in root cause attribution indicate not only a difference in perspective but

also may indicate alack of communication between managers, supervisors, and core-
workers about issues of common interest.
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Recommendations

The CIVNA Team recommends a number of Coast Guard interventions, particularly to
the training and developmental processes, to close competency gaps as measured by the
survey.

The Team includes combined matrices linking gaps to root causes and recommended
solutions in Appendix 5. These matrices stands on their own as the output of months of
data collection, analysis, and collaborative decisionrmaking. For clarity and focus, the
recommendations pertaining to training and development are addressed first (below) and
followed by recommended interventions to improve organizational processes or remove
constraints that continue to frustrate members of the Coast Guard civilian workforce in
their career devel opment.

Recommendationsto Close Training and Development Gaps

(1) Training/L earning: Nine of the top 10 measured gaps from the combined survey
results of the civilian workforce (core-worker/general, supervisor and manager) are
knowledge-related. More than 80% of the optimal competencies identified by the
CIVNA Team, however, are aready included in Coast Guard curricula and taught in at
least one course. Resources provided for civilian training are fully utilized - there simply
are not enough resources to meet the demand.

Nevertheless, the CIVNA Team strongly recommends that the Coast Guard increase
both the number and quality of learning opportunities available to membersof the
Coast Guard civilian workforce. Much can be accomplished by taking advantage
of existing computer-based training (CBT) technology. We recognize that the Coast
Guard can not significantly increase funding for nonresident training and travel within
current budget constraints, nor can it improve our training infrastructure overnight. But
existing state-of-the-art capabilities for training and learning technology will help close
developmental gaps in every workforce, civilian and military. The Coast Guard should
invest in CBT, and share with other organizations (particularly DOT) that have devel oped
distance learning opportunities. These provide just-in-time learning for everything from
basic indoctrination to solving personnel and technical problems.

Aswas stated in the 1999 Coast Guard Strategic Plan, the following is one of eight
organizationa initiatives:

| ntellectual Capital Development

The Coast Guard will invest in developing the critical and creative
thinking capabilities, knowledge and analytical skills of its people. We
will improve our ability to manage information and knowledge, design
effective business, planning and decision-making processes and tools,
optimize resources, support innovation, and manage risk. We will
benchmark with other organizations to learn intellectual capital
development i.e. best practices. We will ensure our people have the
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proper training and intellectual tools to effectively manage the service,
and we will support the concept of life long learning as essential
ingredients of organizational success and employee satisfaction.

Investment costs are unknown. Long-term costs per student, however, are significantly
lower than for resident training. Industry anecdotes suggest that return on investment
could be as high as several hundred percent. Last year (January 12, 1999) President
Clinton signed Executive Order 13111 entitled “Using Technology to Improve Training
Opportunities for Federal Government Employees.” In addition to establishing a
Presidents Task Force on Federal Training Technology (http://www.technology-
taskforce.gov/default.asp) and requiring the Task Force to develop federal policy for
effective use of training technology, he directed each Federal Agency to:

(1) Include as part of its annual budget process a set of goals to provide the highest
quality and most efficient training opportunities possible to its employees, and a set of
performance measures of the quality and availability of training opportunities
possible to its employees. Such measures should be, where appropriate, based upon
outcomes related to performance rather than time alocation.

(2) Identify the resources necessary to achieve the aforementioned goals and performance
measures articulated in its annual performance plan;

(3) And, where practicable, use the standards recommended by the Task Force and
published by the Office of Personnel Management for purchasing training software
and associated services.

As aresult of its work over the past year the Federal Training Technology Task Force
recommended that the Office of Personnel Management (OPM) establish Individual
Learning Accounts (ILAS) for federal employees. ILA programs will put money into
individual employee accounts for the employee to use for job-related training and
education, as he or she wishes, within the parameters of the program. The Office of
Personnel Management (OPM) announced recently that it has established pilot project
ILAs for evaluation. [OPM POC: Ms. Judith Lombard at (202) 606-2721 or e-mail at
jmlombar@opm.gov]. Additiona information is available from OPM's web-site at
http://www.opm.gov/hrd/|ead/memofi.htm

Within DOT, the Federal Highways Administration (FHWA) is currently engaged in
three OPM-organized pilot projects to evaluate the ILA program. Werecommend that
the G-WT become familiar with the ILA pilot projects and consider future adoption
if/when they prove successful. Self-directed, just-intime learning as provided for by
Individual Learning Accounts, “supports the concept of life long learning as essential
ingredients of organizational success and employee satisfaction, as stated in our Strategic
Pan.

Other specific recommendations of the CIVNA Team are to:

@ Investigate and promote access to CBT opportunities already available on the
web, such as -
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Recommendations

DOT’sdeveloping Transportation Virtual University (TVU)
(http://www.tvu.dot.gov/) and alist of educational institutions offering

on-line and correspondence courses,

Federal Learning Exchange (http://www.flx.gov/). FLX is one of four,
complimentary, Web-based services offered free to the public by the Dep’t of
Labor. Itisan “eectronic marketplace” for classroom courses, distance learning
opportunities, web- and computer-based training, educational programs,
conference workshops and seminars, and the providers that offer them;
America’s L earning Exchange (http://www.alx.org/). ALX aso is another of the
services offered free to the public by the U.S. Department of Labor through
Americas Career Kit. ALX is supported by many professional training and
educational organizations dedicated to providing the knowledge, expertise, and
constituent networks to ensure users find the resources they need;

McGrawHill Lifetime Learning

(http://www.mhlifetimel earning.com/home.html);

DPEC (http://training.webserve.net/). DPEC provides information systems
training with alibrary of top-quality, ready-to-use (CBT) and self-study products;
OPMs Resour ce Center for Addressing and Resolving Poor Perfor mance
(just-inrtime training) (http://www.opm.gov/perform/poor/index.html-ssi);

One DOT Training Page (http://interweb.dot.gov/training.htm) which covers
on-line course work, and

Take advantage of existing, Coast Guard-provided ontline training to develop
Work Station 111 skills (http://rtcs10net.rtc.uscg.mil/register/)

Share development and use of Computer-Based Training technology with other
agencies, particularly DOT, to leverage existing funds. “Don’t reinvent the
wheel!”

Asdirected in Executive Order 13111 include as part of our annual Coast Guard
budget process a set of goals to provide the highest quality and most efficient
training opportunities possible to Coast Guard employees. Measure the
improvements in quality and availability of training opportunities to Coast Guard
employees.

Set up FAQ (frequently asked questions) database to help employees identify and
"walk through" solutions to common workstation problems.

Consider making the Leadership Development Center (LDC) at the Coast Guard
Academy in New London a Center of Excellence for high-tech learning
opportunities for supervisory, managerial and leadership skills for the entire Coast
Guard workforce, including the civilian workforce.

Provide Continuing Professional Education (CPE) credits for job-related training,
and recognize/reward those who earn them.

Teach organizationa units how to create an environment for continuous learning
and use the principles found in “Getting Results Through Learning” video
COUrses.

Issue al training announcements in a variety of media (ALCOASTs, e-mail,
web-page, etc.) and indicate civilian availability;

Consider flexible work-schedules that allow employees to train during work hours
at their workstations or study from home on home workstations.
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Recommendations

()] Restore Civilian Tuition Assistance Program (CTAP) funding to parity with CG
military. Desired end result is full parity with DOD.

(k) Establish a standard (15%) for employee time to spend in training or
developmental activities while at work.

L eader ship” Competencies:

(2 Mentoring. Thereisasystematic lack of knowledge about mentoring at al levelsin
the CG Civilian workforce. The mentoring process initiates a relationship between an
experienced person (mentor) with a less experienced person (mentee). The purpose of
their relationship is to help facilitate personal and professional growth in a mentee by
sharing the knowledge and insights that have been learned through the years. Mentoring
is a strategy for comprehensive growth and development.

In the top 10 gaps for al three civilian workforces (core-worker/general, supervisor, and
manager) are knowledge of mentoring programs and the skill to acquire a mentor.
Supervisors aso lacked knowledge of mentoring techniques and the ability to mentor
others. Additionally core-workers, supervisors and managers lack knowledge of a key
developmental tool, the Individual Development Plan (and procedures) and its
applicability to a mentoring relationship.

The lack of knowledge is at least partly a direct result of the limited training
opportunities. Fewer than 25 civilian employees each year are able to take advantage of
the training billets to attend mentoring training. Without the basic knowledge of
mentoring, employees cannot develop the skills, attitudes, and abilities to mentor.

The CIVNA Team recommends that the Coast Guard:

(8 Ensure that mentoring training is refocused from diversity issue to leadership issue.

(b) Establish abase-level of funding to provide mentoring training/learning opportunities
to 15% of the civilian workforce annually,

(c) Encourage the practice of mentoring by adding a mentoring/car eer development
section to performance appraisals, and require comments discussing supervisors
mentoring and development of subordinates,

(d) Senior leadership (Flags and SESs) set example by establishing formal mentoring
relationship with mentee (some have done so for years),

(e) Evauate marketing of mentoring program — restructure to meet needs of civilian
workforce.

(f) Create mentoring newsletter — include mentoring articles in CG Magazine,

(9) Include mentoring skillsin Leader ship and Management School (LAMYS),

(h) Encourage USCG Flag/SES corps to commit to and publicly emphasize mentoring as
a leadership issue.

(3) Coaching and Conflict Resolution
Supervisors showed a relative weakness in the knowledge of coaching and conflict
resolution. The CIVNA Team recommends that the Coast Guard:
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@ Require all supervisors of civilians to successfully complete the course, “Civilian
Personnel Procedures for Supervisors’. It contains instruction on legal issues
such as grievances, disciplining employees, and doing performance evaluations.
It also discusses counseling employees and employee devel opment.

(b) Provide all new supervisors (military and civilian) with a* Supervisors Welcome
Aboard” package that includes the following publications:

A Supervisors Guide to Career Development and Counseling for Civilian
Employees
Managing the Civilian Work Force A Guide for the Military Manager

(© Strengthen the sections on counseling and development in the “Civilian Personnel
Procedures for Supervisors’ course to train and encourage a coaching
environment.

(d) Develop the “Civilian Personnel Procedures for Supervisors’ course for on-line
training applications.

(e Advertise and use more widely existing coaching and counseling documents such
as“A Supervisor’'s Guide to Career Development & Counseling for Civilian
Employees.”

® Create a course similar to the Unit Leadership Program (ULP)
(http://www.uscg.mil/ha/g-w/g-wt/g-wtl/unit/index.htm) to teach conflict
resolution techniques or consider using an existing curriculum such as “ Increase
in Human Effectiveness.”

(o)) Reprioritize Coast Guard training to recognize critical training and
developmental needs for the civilian workforce. A lack of leadership skills,
conflict resolution techniques, or good supervisory practices can “casrep” a
command just as effectively, if more insidiously, than a broken generator, a
shortage of spare parts, or the lack of necessary operational qualifications for
critical personnel.

(4)_Performance M anagement

As the federal government continues down the path of outcome-based performance,
managing to achieve outcomes requires that we know how our resources are linked to
activities, outputs and outcomes. To manage individual performance and achieve
outcomes requires known linkage between individual effort and needed outcomes. It also
requires personal interaction and collaboration between supervisors and their direct
reports.

The CIVNA Team repeatedly heard about the poor flow of communication and
cohesiveness between supervisors and employees due to frequent turnover, especialy
that of military supervisors. Employees do not feel comfortable enough to approach
supervisor to discuss problems with evaluation because feedback is not encouraged.
Employees hold very strong feelings about the quality of supervision and the “ one-way”
nature of communication. Thereis no aternative system for employee feedback on
supervisor performance. It is as important to hold supervisors accountable for
discharging their supervisory responsibilities effectively, based upon measurable results,
asitisto hold their direct-reports/employees accountable.
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The CIVNA Team recommends that the Coast Guard continue to improve the EARS
process, measure improvements and amend the process as necessary to ensure that:

(&) Supervisors get to know each employee from “day one.”

(b) Formal and informal discussion sessions between supervisors and employees begin
early and firmly set expectations and standards for individual performance.

(¢) Supervisors provide feedback on how well employees are meeting/exceeding
standards and offer the opportunity to change unrealistic or problematic standardsin
both formal, informal, and scheduled interim evaluations.

The CIVNA Team also recommends:

(d) Establishment of areward system, not linked to performance appraisals, but to
successful performance outcomes, whenever they occur.

(e) Awards and performance appraisals be linked to established performance
milestones and goal achievement — use them to encourage individual growth, action
orientation and acceptance of reasonable risk;

(f) Performance/developmental needs be identified and made part of
developmental/performance plan for next performance period,

(9 Enterprise-wide development of position descriptionsto reflect necessary
competencies to meet mission/performance requirements. New PDs should be
“dynamic” and reflect changing requirements, standards and best practices as work
environment changes,

(h) Provide opportunities for employees to evaluate their supervisor —i.e. 360 degree
performance review, or other anonymous means, to provide feedback on supervisory
performance that provides management with performance information for rewarding
or developing good supervisory skills and behaviors.

Per sonal Development

(5) Individual Development Plans (IDP)

An IDPisaguide to help individuals reach career goals within the context of
organizational objectives. It is a developmental “action” plan to move employees from
where they are to where they want to be. It provides the systematic steps to improve
weaknesses and build on strengths as individuals improve job performance and pursue
career goals. ldeally, an IDP is based upon measured competencies and addresses both
short-term, job-related goals and longer-term career objectives. IDPs are often designed
for employee and supervisor collaboration, but for longer-term career development the
IDP can be an effective tool for a mentoring relationship, whether the mentor is the
employees supervisor or athird party.

IDPs are seldom used and often misunderstood. Their infrequent use has often been
associated with correcting or managing less productive employees. Consequently, they
are commonly seen as punitive. 1DPs are not required in the Coast Guard and no one is
held accountable for them.

The CIVNA Team recommends that Coast Guard |eadership:
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(a) Direct immediate development of an IDP policy statement.

(b) Create I DP guidance with clear directions, accountabilities and responsibilities for
employees, supervisors, mentors, and career counselors, (refer to National Institute of
Health (http://wflc.od.nih.gov/wflc/careers/idp/goals.ntml) and Department of
Agriculture (http://www.usda.gov/ocfo/devpgm/rdcpepdt.pdf).

(¢) Use Computer Based Training (CBT) to train/explain use of 1DPs.

(d) Requireall employeesto receivetraining in the effective use of IDPs.

() UselIDPsto plan training and learning opportunities — this will encourage people to
seek out training and therefore be more aware of training that is available.

(f) RequirelDP’'saspart of every application package for Coast Guard-sponsored
training. (OPM and Department of State already require this to ensure training
requests are linked to required skills and developmenta needs).

(9 “Leadthecharge’ (G-W) by (1) sending an ALCOAST explaining the IDP, (2)
doing an IDP Flag Voice, and (3) measuring compliance with, and effectiveness of,
IDPs.

(h) Address IDPsin the EARS instruction.

() Present IDPsto every new employee and a sample (with explanation) be included in
aunit welcome aboard package.

() Include a segment on IDPs in the Civilian Orientation Course.

(k) Design afollow-up survey in the Career Enrichment Seminar to determine if
employees use the IDP skills they learned in the class.

() Review IDP discussion in the Civilian Personnel Procedures for Supervisors course
and emphasize the role of the supevisor.

(6) Personal and Family Support Programs

Every Coast Guard employee has unique requirements and capabilities. As our
workforce becomes more diverse, Coast Guard persona and family-support programs
must address awider diversity of needs. They must not only be user-friendly but
employees must know about them, about their provisions and understand how to use
them. Among the top ten gaps for all three workforces (core-worker, supervisor, and
manager) is alack of knowledge of Coast Guard personal and family support programs.

The CIVNA Team recommends that the Coast Guard:

Ensure that all civilians are aware of existing personal and family support program
components and have the knowledge to access them if desired.

Identify knowledge of existing programs and changing workforce needs with a
simple, periodically administered, but cost-effective survey tool.

Regularly measure the Coast Guards satisfaction of workforce needs.

Add/del ete/amend/promote CG-provided services to meet identified/changing needs.

(7) Career Management

Core-workers indicated a lack of knowledge of career path opportunities and managers
indicated that they had no ability to plan a career.
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The CIVNA Team recommends that the Coast Guard take the following actions:

(& Provide on-demand access to existing professional development resources available

to the civilian workforce. Examples include:

*DOT - TASC Career Development and Career Transition Services

(http://www .tasc.dot.gov/Connection docs/c0.html),

*Department of Interiors Career Manager (http://www.doi.gov/octc/) — an
excellent guide that includes self-assessment tools, lists of jobs/opportunities, career
strategy development models, and basic, ortline training to use them all,

*The National Institute of Health Work and Family Life Center web page on
Career Counseling and Development (http://nccam.nih.gov/wflc/careers/),

(b) Describe and publish career development strategies for al civilian personnel, broken
down to the series level.

(¢) ldentify and publicize, in multiple formats (ALCGCIV, Web, & e-mail subscriptions)
known career path opportunities.

(d) Use “push” technology, in which notices of new information are automatically
forwarded to pre-designated/pre-selected interested parties via e-mail, when jobs or
career opportunities become available.

(e) Add professional/career development competencies to the evaluation system.

(f) Widely publish professional development opportunities in various media.

(9) Publish professional development goals in performance appraisals and require
comments in those sections.

(h) Encourage/require career ladder positions be filled at lowest level, providing
opportunities for development within position.

(i) Provide incentive for supervisors to hire employees into developmental/career |adder
positions by making new policy to charge pay account for career ladder
employees actual salary, rather than full cost of highest grade within position.

() Monitor DODs “broad-banding” demonstration project for civilian personnel
management. Broad-banding is intended to link pay to mission contribution/
performance outcome and consolidates several pay grades into a broad band to:

Reduce the number of distinctions between levels of work at different grade
levels,

Allow for more competitive recruitment of quality candidates at differing rates
within the appropriate “broad-band” levels,

Allow employees to move within the band to higher levels of pay, based upon
performance, without going through a competitive promotion process.

(8) Organizational Knowledge

Approximately 62% of our workforce, mostly from the core worker group, reported in
focus group sessions that they were not fully knowledgeable of the Coast Guard history
or DOT mission. When asked why, most reported that they did not receive good
orientation when they joined the Coast Guard workforce. A review of the orientation
curriculum indicates a lack of attention to Coast Guard or DOT missions, organizational
structure and chain of command, civilian and military personnel management systems,
job requirements, process improvement principles and budget processes. Current
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policies, though available electronicaly, are not easily located. Civilian employees often
do not know how to stay current with current policies and procedures — changes in policy
and procedures are often not brought to the attention of the employee, or made available
to him/her, in time to appropriately influence actions.

The Coast Guard strategic plan calls for an agile, educated, creative, and innovative
workforce with the knowledge and analytical skills to manage information and
knowledge, design effective business planning and decisiorntmaking processes, optimize
resources and manage risks. Those are complex abilities that may not be performed well
by aworkforce that doesn’t fully understand its history, its relationship to the Department
of Transportation, the budgeting process, or how 83% of the CG workforce (military
personnel) is managed.

The CIVNA survey also found that some supervisors and managers lacked knowledge of
local labor union issues and local union contracts. Some managers lacked knowledge of
fair and unfair labor practices. Managers indicated that they did not need to stay current
on union issues if they did not have alocal union contract. Managers were comfortable
with what they knew, since at some point during their career it may have been covered in
previous supervisor training. Thisis an interim finding in light of the fact that 42
different bargaining units represent 48% of civilian employees.

Managers aso indicated that they didn’'t need to know much about legidative proposals
in their job and felt that that was primarily the job of the resource staffs. The legidative
proposal process is the formal means whereby program managers initiate statutory
changes to enable more cost-effective program management and the accomplishment of
program outcomes.

The CIVNA Team recommends that the Coast Guard:

@ Present basic organizational information to each new Coast Guard employee as
part of the civilian orientation process, including:

an equivalency table for military/civilian rank comparison,
Coast Guard strategic plan and current-year goals and business plan,
Coast Guard organizational structure and relationship to ONE DOT,

(b) Develop one Coast Guard-wide video summarizing CG history to be shown at all
civilian orientations and all military indoctrination.

(c) Develop ayear-long, self-directed, orientation programusing CBT technologies,
video, and interactive experience for each new civilian to complete successfully
during his’/her “probationary” first year. Let this replace the current, week-long, non-
resident training class currently available to a small percentage of GS-9s and above.

(d) Make basic orientation information available on demand to reinforce employee’'s
initia learning.

(e) Develop on-line lear ning opportunities for supervisors and managers that include
union representation, fair and unfair labor practices, the legidative and budget
processes, etc..
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(f) Provide training/learning for al civilians (and military) that includes each
individuals relationship to the organization, its strategic goals, and each
individuals contribution to those goals;

(9 Develop computer-based model or a reference handbook with information on Coast
Guard and DOT organization that linksindividual jobswith the organization and
strategic goals;

(h) Assign civilian employees to mentor/educate new employees on effective use of the
intranet to locate current policies and procedures and familiarize them with current
manuals and publications.

() Develop plain language (8th grade level) Employee Desk Reference Guide web site
with an index to for easy location of up-to-date policies and procedures.

() Establish policy to facilitate rotational assignments for employees within and between
Coast Guard units and organizations, and between Coast Guard and external
organizations (i.e. between suppliers, customers and stakeholders). Thiswill not only
improve Coast Guard organizational knowledge but will facilitate communication,
trust, and the understanding and development of good customer service habits among
and between people of interdependent organizations.

Other Conclusions and Recommendations

Many recommendations, however, are also directed at Coast Guard organizational or
cultural issues that persistently arose when probing the focus groups for the root causes of
developmenta gaps.

(9) Program and Project M anagement

As aresult of the preliminary survey that was used to test the survey questions and
develop focus group questions (to determine “root cause,” it appeared that there was a
gap between actual and optimal knowledge of program and project management.
Although this same gap did not appear in the general survey as a “top ten” issue, the
CIVNA Team noted across-the-board dissatisfaction with the risk-averse nature of our
organizational decisionmaking processes in focus group sessions. Specifically noted
were the following:

“extreme” downside repercussions and near absence of upside benefits to taking risks,

even reasonable risks;

Managers fear impact of failure on their evaluation (particularly military re:

OER”up or out consequences’). Thisfear resultsin failure to take risks;

Fear of change and of the unknown results in proposals not being acted upon,

discouraging present and future innovation;

No CG guidance on using the principles of risk-based decision making to manage

CG programs, or rewarding managers for taking risks;

Training on risk assessment, communication, management is not encouraged or

promoted, particularly among the civilian communities;

The CIVNA Team recommends that the Coast Guard:
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(& Develop policy on using risk-based decision-making to manage programs and
projects;

(b) Include provision for rewarding and recognizing innovation, including calculated
risks that resulted in failure;

(c) Empower employees and tolerate mistakes!! Teach and encourage empowerment
—“empowerment” has become a cliché - people don’t believe it and are tired of
hearing it. An organization cannot be risk-averse and empower others to make
decisions without micro-managing and discouraging innovation.

(10) “Shelfware’

From the first CIVNA Team meeting to the last, and in most of the focus groups, Team
members and Coast Guard employees have expressed a reasonable, healthy skepticism
that the Civilian Needs Assessment report will become just another addition to along
shelf in thelibrary of indecision. The CIVNA Team recommends that:

(8 Theresult of thisand other assessments be posted on the web for all to read,;

(b) The Coast Guard act on the results of all of the needs assessments as quickly as
possible. Asrequested by RADM Barrett, we have included alist of “stroke of the
pen” recommendations that can be enacted without great delay;

(c) All of the recommendations from this and the other completed needs assessments
should be considered, together, in total;

(d) an implementation plan be developed for Coast Guard-wide distribution and tracking
on the web, so the cynics, realists, and optimists can all measure progress together.

(e) Leadership communicate proactively and frequently on this and other surveys —the
workforce is becoming weary of surveys and studies that repeat themselves, take
productive time, delay change, and make more cynics.

(f) Thisneedsareal push from thetop!!! During the CIVNA Guidance Team final
brief the SES members of the Guidance Team suggested that the Coast Guard SES
community lead implementation of these recommendations. The CIVNA Team
recommends that a formal implementation team be established by G-WT, lead by the
nine SES Corps members, to implement these recommendations.

(12) Military/Civilian cultural interface
As afinal, open-ended question to wrap up the focus group sessions, the CIVNA Team
asked for any further thoughts or areas of concern not addressed el sewhere in the session.
A recurring theme presented itself in virtually all of the focus group sessions — the
cultural tension between military and civilian workforces and personnel management
systems.

Also found in the Workforce Cultural Audit, many civilians reported feeling they’re not
treated equally with the military, that they’ re not respected by the military, and that their
contributions to the organization are not valued. Many expressed frustration at being
“excluded” and believe there is small investment in them and little acknowledgement of
their contributions.
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The Coast Guard must maintain “cutting edge” abilities in our entire workforce if we are
to live up to our motto “ Semper Paratus.” Lesson #3 from the Commandants 1999 State
of the Coast Guard address (http://www.uscg.mil/Commandant/Speeches/SOCG.html)
applies - “A dull knife is a dangerous tool—dangerous both to Coast Guard people and to
the American people that depend onus.” To diminish the divisive effect of cultura
issues, continuously improve the overall performance of the entire workforce, become
the “employer of choice,” and provide the best possible public service, the CIVNA Team
recommends:

(& Fill al civilian billets quickly. Every Coast Guard member shares in the total
workload — so long as any billet is vacant others must pick up the dack. A vacant
civilian billet means that all others, both military and civilians, must work alittle
harder just to meet organizational goals. Every vacant billet taxes every filled billet.

(b) Ensure parity between civilian and military workforces for training, professional
development, and leadership and supervisory opportunities.

(c) Develop web page for military/civilian crossover issues (frequently asked questions);

(d) Match military and civilians together into mentoring programs so each can learn the
other's structure, values, and perspectives;

(e) Introduce civilian workforce awareness (value, policy, differences) earlier in military
career (i.e. USCG Academy, OCS). Add a segment to curriculum of all
indoctrination classes and orientation.

(f) Include civilians on military promotion boards, particularly SESs on flag selection
boards.

(12) Attrition and Workforce M anagement

To keep our existing workforce and maintain and develop our organizational and
professional capabilities we must have a strong workforce. We cannot afford to train and
develop qualified people, military or civilian, only to see them leave unexpectedly. To
learn why people leave our organization we must ask them. If people |eave the Coast
Guard for preventable reasons, we should fix the problems. If we don’t know what they
are, we're helpless to do much about them.

The CIVNA Team recommends:;

(& Make exit interviews a mandatory piece of the checkout/discharge process!

(b) Create developmenta positions for interns, new hires — akin to developing a USCG
“farm club” for accession to the “major leagues’ thereby replenishing the ranks of
retiring workers.

() Routinely measure performance of civilian personnel management system.

(d) Engage usersin fixing systemic problems.

31 6/28/2000


http://www.uscg.mil/Commandant/Speeches/SOCG.html

Literature Cited

Literature Cited
The Pocket Guide to the Baldrige Award Criteria. Mark Graham Brown. March 1998.

Intellectual Capital Development. Coast Guard Strategic Plan. U.S. Coast Guard,
Washington, D.C. 1999.

Learning aLiving: A Blueprint for High Performance. A SCANS Report for America

2000. The Secretary’s Commission on Achieving Necessary Skills. U.S. Department of
Labor. Washington, D.C. April 1992. (http://www.ttrc.doleta.gov/scang/lal/lal.pdf)

President’s Quality Award Program Criteria. U.S. Office of Personnel Management,
Washington, D.C. 1998.

TheKiplinger Letter: Forecasts for Management Decisionmaking. Kiplinger Washington
Letters, Inc. Washington, D.C. December 10, 1999.

Workforce Assessment Project (WAP). U.S. Environmental Protection Agency, Office
of Administration and Resource Management. Washington, D.C. May 1999.

Workforce Cultural Audit (WCA). Office of Leadership and Diversity, United States
Coast Guard, Washington, D.C. 1995.

Workforce Planning Guide (WPG). Department of Transportation, Washington, D.C.
April 1999.

32 6/28/2000



Appendices

Appendix 1

Civilian Needs Assessment Charter

al 6/28/2000



Appendices

Appendix 1: Civilian Needs Assessment (General Schedule) Charter.
Purpose

This charter provides a plan of action for the Civilian Needs Assessment (CIV NA). The
CIV NA will provide an analysis of General Schedule (GS) employees with afocus on
the knowledge, skills, attitudes and abilities (KSAAS) needed for optimal performance at
each of three key transition points. The end result of this assessment will be interventions
that close gaps between KSAAS that the organization desires (Optimals) and the current
KSAAs (Actuals). The assessment will provide data regarding GS employee’s
professional development, leadership, and training.

Background

In November 1996, the Office of Leadership and Career Development (G-WTL) and the
L eadership Development Center (LDC) presented the Commandant and Chief of Staff
with a servicewide Leadership Development Program. This program focuses on a
continuum of leadership development throughout one’s career. The intent of the
Leadership Development Program is to close the gaps in expectations of performance
with appropriate interventions from the organization, the unit, and the individual.

L eadership Workgroup | identified critical transitions for civilian workers. The Civilian
Needs Assessment will ook at three of these transitions. The first transition is when a
civilian employee first begins working for the Coast Guard. This can occur at any grade
level. The second transition that the Team will look at is the transition to a supervisor
position. The final transition is the move to manager, which is when a civilian employee
begins to supervise other supervisors. Although Nonappropriated fund (NAF) and Wage
Grade employees needs will not be specifically addressed in this study, findings from this
assessment may be applicable to their key transition points. This may be an impetus for
further study.

Assumption

This Team will not try to identify the technical needs of each specialty or series but rather
focus on the professiona development and |leadership competencies necessary for
successful transitionsin acivilian career.

Chartered by:

G-WT

Guidance Team Representation:

G-WTL (Guidance Team Leader), GO, G-M, GS, G-CI, GWPC, G-CFP, and, GA.
Team Leader:

Mr. Frank Wood (G-MRP)

Ad Hoc Team Members:

Two performance consultants (Mr. Paul Robbins and LT Cathy Tobias), facilitator (Mr.
Brian Jones), and administrative support. In addition, GWPC will provide expertisein
current civilian programs.

Team Member Selection Process
G-WTL to coordinate with Guidance Team members.
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1. Timeine: CIV NA Team members to be identified by August 1998. First CIV
NA Team meeting September 1998.

2. Membership: One GS-14 to 15 team leader; two GS-13 to GS-14 members;
four GS-9 to GS-12 members; two GS-1 to GS-7 members, and two military
members.

Team Member Selection Criteria

Diversity of programs

Diversity of specialties

Diversity of gender and ethnicity

Diversity of ranks

Members should have a proven performance record with excellent team skills

aghrowdPRE

Tasks

1.

4.

Conduct a thorough examination of the knowledge, skills, attitudes, and abilities
expected of civilians at each transition point.

2. Conduct research of other organizations as benchmarks.
3.

Determine the gaps that exist between the "optimal™ civilian profile (KSAAS) and
actual performance of Coast Guard civilian employees.
Make recommendations for interventions to close the identified gaps.

General Procedures

1. TheCIV NA Team shall meet as scheduled in the Plan of Action below to
accomplish the assigned tasks. All travel and meeting costs associated with this
study will be funded by GWTL.

2. Mestings will be chaired by the team leader and facilitated by the designated
facilitator. Performance consultants will assist the team leader as process guides.
Team members may be selected to serve other roles as appropriate;

3. Team members may be replaced or relieved or resign with the approval of the
Team Leader.

4. Theteam leader shall serve as the Team’s representative and voice to the
guidance team and shall act as liaison for members, as needed, with parent
commands.

5. Thefacilitator or performance consultants shall conduct training, as appropriate,
to enable the Team to fulfill it's assigned duties.

6. The guidance team leader will ensure the team leader has the resources to
accomplish the purpose of this charter.

7. The team leader will be responsible for maintaining appropriate documentation of
the team’ s activities.

8. The team leader will request ad hoc members' assistance and/or attendance as
needed.

Deliver ables

1. Meeting minutes will be provided to the guidance team within one week of
completion of each meeting.
2. A final report of recommendations will be provided to the guidance team.
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Plan of Action
1. Charter signed and funded: July 1998
2. Meeting One: September 1998

Purpose: Create the data collection plan for extant data and learn about the
study and processes to be used.

3. Members collect extant data (in between meetings one and two).

4. Meeting Two: November 1998

Purposes.
Extant data analysis

Craft questionnaire on the optimal civilian for unit level interviews
Develop data collection plan

5. Members collect data from units (in between meetings two and three).

6. Meeting Three: January 1999

Purposes:
Anayze interview data
Create profile of optimal KSAAs
7. Submit profile of optimal KSAAs for GWT approval.

8. Meeting Four: February 1999

Purposes:
Develop survey

Pilot-test survey
Revise survey

9. Perform survey, collect and report data (USCG Institute).
10. Meeting Five: March 1999
Purpose: Root cause anaysis
11. Develop instructional intervention solution set: March 1999.
12. Develop non-instructional intervention solution sets. April 1999.
13. Report out to Guidance Team: April 1999.

Funding
Based on historical data, approximately $80K will be required to conduct the assessment.
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Authority to Act

This team is hereby authorized to gather al necessary data from all available sources
regarding its assigned project including, but not limited to, conducting interviews and
surveys.

Submitted: B. ABILES, CAPT, USCG

COMDT (G-WTL)

Approved: T. J. BARRETT, RADM, USCG

COMDT (G-WT)
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Appendix 2: List of optimal traitsto be held by a Coast Guard civilian employee.

GENERAL COMPETENCIES

ABILITYTO ---

MISSION ACCOMPLISHMENT
Meet job expectations

Balance work and life
LEADERSHIP

Demonstrate followership

Act as ateam player
PROFESSIONAL DEVELOPMENT
Progress towards potential

CHOOSESTO ---

PROFESSIONAL

Act honestly and ethically

Act responsibly

Follow rules and regulations

Demonstrate respect for all others
Demonstrate loyalty to the Coast Guard and command
Value the customer

Communicate effectively (oral and writing)
Establish professional development goals
Develop job-required knowledge and skills
Seek and accept feedback from others
Seek and accept challenging tasks
Develop networks

Suggest improvements to work processes
PERSONAL QUALITIES

Actin goal and results-oriented ways

Act responsively

Persevere in challenging situations
Demonstrate adaptability

Demonstrate initiative

Pursue lifelong learning

Maintain a healthy lifestyle

Look out for others' welfare

SKILL TO ---

27

RE88R

COMMUNICATIONS

Speak effectively

Listen actively

Demonstrate effective interpersonal techniques
Write effectively

Use computer applications

WORK ACCOMPLISHMENT

a7

6/28/2000



LBHERBY

8 8

Organize work environment
Prioritize tasks

Perform administrative duties
Manage time effectively
Weigh risk appropriately
Think innovatively

Make sound decisions

Solve problems effectively
LEADERSHIP

40 Practice followership

Practice teambuilding techniques
PROFESSIONAL DEVELOPMENT
Set goals

Plan career

Document own performance
Self-assess

Acquire a mentor

Process feedback

WELLNESS

Managestress

Appendices

KNOWLEDGE OF ---

49

51

L. UNAN

£98 &

59

61

R

G

67

69
70

Coast Guard -SPECIFIC
Coast Guard core values
Coast Guard missions and DOT missions

Coast Guard organizational structure and chain of command and DOT structure
Coast Guard civilian and military personnel management system

Coast Guard ethical standards of conduct

Coast Guard human relations policies and programs (e.g., diversity, sexual harassment...)

GENERAL FEDERAL

Federal civilian personnel management system and military system

Coast Guard history

Coast Guard budget process

Federal ethics policies
COMMUNICATIONS

Relationship and rights with |abor union

Coast Guard basic procurement processes and procedures

Speaking techniques

Active listening techniques
Interpersonal techniques (example: Myers-Briggs)
Writing techniques
Presentation techniques
Computer applications

WORK ACCOMPLISHMENT
Job requirements

Customer needs

Time management techniques
Risk management techniques
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71
72

73
74
I6)
76

78
e

SR

Innovation principles

Process improvement principles

LEADERSHIP

Followership principles

Teambuilding techniques

L eadership theories and principles
PROFESSIONAL DEVELOPMENT

How personal values relate to Coast Guard values
Career path opportunities

Individual Development Plan procedures
Mentoring programs (formal & informal)
Professional development resources

WELLNESS

Elements of ahealthy lifestyle

How to cope with stress

Coast Guard personal & family-support programs available to civilian personnel

Appendices

SUPERVISOR COMPETENCIES

ABILITYTO -

MISSION ACCOMPLISHMENT

Evaluate and measure projects results
RESOURCE MANAGEMENT

Manage multiple projectsin varying situations

M anage employee performance

LEADERSHIP

Adapt leadership approachesin varying situations
Develop subordinates

CHOOSESTO ---

LEADERSHIP

Support organizational change
Mentor others

Empower others

Manage subordinates' performance
Provide recognition and rewards
Enforcerules and regulations
Ensure a safe working environment
Promote work-life balance

Be proactive in hiring process

SKILL TO ---

15

16
17

18

RESOURCE MANAGEMENT
Manage proj ects and resources (funds, equipment, personnel, etc.) effectively

Identify and meet resource requirements
Use technology, especially information technology, capabilities effectively

Give effective presentations

a9
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19

21

23
24
25
26
27

Appendices

Interview candidates for hire

LEADERSHIP

Define expectations for subordinates

Develop business strategy for area of responsibility and align with Coast Guard strategy
Promote teamwork

Coach subordinates

Analyze and correct performance problems

Maximize subordinates' diverse strengths and overcome their weaknesses

Resolve conflict

Remain impartial/objective during conflict

KNOWLEDGE OF ---

5 &%

COAST GUARD-SPECIFIC

Employee health and safety

Incentives and awards system (civilian and military)
Coast Guard specific military evaluation systems

Local union contract

RESOURCE MANAGEMENT

Project management techniques

Technological capabilities, especially information technology
Performance management techniques

Coast Guard performance plan requirements

TQM practices

LEADERSHIP

Technical, political, and socioeconomic trends likely to affect the workplace
Financial management and budget process

Importance of articulating organizational vision
Importance of strategy

Importance of evaluation and feedback to subordinates
Importance of defining expectations

M entoring techniques

Coaching techniques

Negotiating techniques

Conflict resolution techniques

Empowerment concepts

Interview candidates for hire

Fair and unfair labor practices

MANAGER COMPETENCIES

ABILITYTO ---

a b~ wnN

MISSION ACCOMPLISHMENT
Manage programs effectively (including use of management information and decision support systems)

Market a program and communicate requirements
Develop policies and procedures

Implement policy/legislative change

Evaluate policy/legislative change
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CHOOSESTO ---

Demonstrate visionary initiative

Think strategically

Conduct program reviews

Identify and apply appropriate trends to Coast Guard

Assess, define and communicate risks within own area of responsibility
Develop and/or participate in professional and community organizations

Tolerate ambiguity

SKILL TO ---

13
14
15

16
17
18

19

21

ORGANIZATIONAL DEVELOPMENT

Set avision for program

Develop strategy

Develop alegislative proposal
PROBLEM-SOLVING

Systematically approach problems and opportunities
Employ systems thinking tools and techniques
Develop and implement workabl e solutions
RESOURCE MANAGEMENT

Manage program finances

Apply statistical analysis

LEADERSHIP

Manage group dynamics

Manage organizational change

KNOWLEDGE OF ---

23
24
25
26
27

BRB8BY

®®

ORGANIZATIONAL DEVELOPMENT
Global trends

Workforce trends

Agency/national policy

Fiscal and political reality
Legidlative proposal process
Regulatory process

Work processes and systems thinking
Processimprovement

Measurement criteria

Cost/benefit analysis techniques
LEADERSHIP

Various team structures

Group dynamics
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Appendix 3: SPSSresults of large-scale survey of Coast Guard civilian population
(analyzed by the Performance Technology Center).

Civilian Needs Assessment Survey Analysis Summary of Findings

One facet of the Civilian Needs Assessment was the use of surveys to accumulate data on
areas related to attitude, ability, knowledge, and skill. Three separate surveys were
created. Each survey targeted a different audience. The three surveys consisted of a core
worker survey, supervisor survey, and a manager survey. Supervisors were identified as
individuals who actually supervise other workers. 5000 surveys total were mailed to
civilian and military individuals employed by the Coast Guard. Below is a summary of

the response rate.
Survey Response Rate Chart
Survey Type Number of Surveys Number of Surveys Response Rate
Sent Received

Core Worker 2385 446 18.7%
Supervisor 2520 690 27.4%
Manager 95 39 41.0%
Overall 5000 1175 23.5%

There are some potential reasons to explain the low overall response rate of 23.5%. The
potential reasons include mailing and distribution inaccuracies and the short time span, 7
days, alotted for survey completion. Some individuals received the wrong survey and
failed to request the correct survey. Some individuals did not receive a survey at all.

The beginning of each of the three surveys included a demographic section that was used
to capture background information related to survey participants. Questions were asked
related to gender, age, number of years as Coast Guard employee, pay grade etc. The
data from the survey was analyzed using a statistical package known as SPSS. For each
guestion, the following statistics were performed: mean, mode, standard deviation and
frequency. Significant findings from the demographic analysis for all three groups
included the finding that the vast majority of respondents were White males. In al three
groups, respondents had worked for the Coast Guard for a period of time longer than 10
years. Other significant findings from the demographic portion were elicited from each
survey type. In the supervisor surveys, 14.1% indicated that they supervised no civilian
employees. In the core worker surveys, 27.4% were a supervisor filling out a survey on a
core worker. In the manager surveys, 82.1% respondents were male compared to 17.9%
female. Also, in the manager surveys, 94.4% respondents were White compared to 5.6%
African American.

A 5-point Likert scale was used to rank statements related to the areas studied by the
Civilian Needs Assessment Committee. On this 5-point Likert scale, responses receiving
a 1 were low/very poor and responses receiving a 5 were high/very good. Overal,
among the three survey groups, the responses related to the areas of attitude, ability,
knowledge, and skill, were consistently very high. Generally, the lowest mean score was
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in the 3 — 4 range, which is neutral/satisfactory. Therefore, when perusing the output
from the survey analysis, alow score for a particular statement was interpreted as low
compared to the very high scores given to other statements.

Initially, the three groups were analyzed separately to isolate trends within each group.
The next portion of this report contains a narrative summary of the findings for each
group. Thereisalso alist of the top ten items receiving the lowest/poorest score for each
group and the mean score for that item. Mean is a numeric average of all scores for a
particular item.

Core workers comprise the largest group of personnel among the three categories,
however, the lowest response rate came from the core worker group. The core worker
analysis showed that 23.0% never or rarely demonstrate knowledge of the military
personnel management system. 24.1% never or rarely demonstrate knowledge of Coast
Guard persona and family-support programs available to civilian personnel.

Top ten items of concern Mean score
1. Mentoring programs (formal and informal) 2.96
2. Acquire a mentor 311
3. Individual Development Plan procedures 311
4. Military personnel management system 311
5. Coast Guard history 3.22
6. Coast Guard personal and family-support programs 3.23
available to civilian personnel
7. Coast Guard budget process 3.28
8. Professional development resources 3.28
9. DOT structure 3.31
10. Career path opportunities 3.35

Nine out of ten of the top ten items of concern for core workers were knowledge related
issues. The only skill listed was acquisition of a mentor.

The analysis of the supervisor surveys found that questions on skills related to
interpersonal skills, including speaking and listening, were consistently rated slightly
lower than other skills, such aswriting. The data showed a deficit in knowledge of Coast
Guard history compared to knowledge of other areas. 47.6% never, rarely, or sometimes
demonstrate knowledge of Coast Guard history. Knowledge of local union contract
produced low scores among respondents. 19.5% never demonstrate knowledge of local
union contract. 14.2% rarely demonstrate knowledge of local union contract.
Knowledge of conflict resolution techniques, al'so known as ADR (Alternate Dispute
Resolution) was also low. 178 out of 690 respondents replied “not applicable’ to them.

It was never or rarely demonstrated for 23% of respondents. The narrative portion of the
survey provided some insight into the low score related to conflict resolution. The
comments generated included a lack of comprehension of the terms used, such as conflict
resolution, mentoring, and followership. Thisindicates alack of awareness of terms that
should be part of the supervisor vocabulary.
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Top ten items of concern Mean score
1. Local union contract 3.05
2. Mentoring programs (formal and informal) 3.09
3. Acquire a mentor 3.13
4. Mentoring techniques 3.22
5. Individual Development Plan procedures 3.35
6. Coaching techniques 3.35
7. Conflict resolution techniques 3.43
8. Coast Guard personal and family-support programs 3.43
available to civilian personnel
9. Professional development resources 3.44
10. Mentor others 3.46

Similar to the core workers, nine out of ten of the major concerns related to deficiencies
of knowledge. Once again, acquisition of a mentor was the only skill area making the
list.

The analysis of the manager surveys showed that technology and computers were an area
of deficit of knowledge and skills. 21.1% had only satisfactory skill to use technology,
especialy information technology, capabilities effectively. 33.3% had only satisfactory
skill to utilize computer applications. With regards to the demographic anaysis, 51.3%
of the managers fell into the 51-60 year old age range. These older managers frequently
did not have computers and software applications built into their education as young
adults. This may be one reason to explain this gap in knowledge and skills. Personal
issues also appeared to be a concern among managers. 46.2% rarely or sometimes
choose to maintain a healthy lifestyle. Concomitantly, 41.0% rarely or sometimes
demonstrate knowledge of elements of a healthy lifestyle. 44.7% rarely or sometimes
demonstrate knowledge of how to cope with stress.

Top ten items of concern Mean score
1. Local union contract 204
2. Acquire a mentor 3.03
3. Fair and unfair labor practices 3.12
4. Coast Guard personal and family-support available 3.21
to civilian personnel
5. Individual Development Plan procedures 3.29
6. Coast Guard history 3.31
7. Legidative proposal process 3.39
8. Mentoring programs (formal and informal) 3.39
9. Plan career 341
10. Professional development resources 3.49

The analysis of the manager data showed the same trends as the other two areas. With
the exception of skill to acquire a mentor, al other statements were skills-related.
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In light of the confusion of mailing and distribution inaccuracies, an analysis of different
combined groups was performed. Below are the findings from the three data sets that
were anayzed.

When supervisors and core workers were analyzed together, the following emerged:

Top ten items of concern Mean score
1. Elements of a hedlthy lifestyle 3.02
2. Mentoring programs (forma and informal) 3.04
3. Acquire a mentor 3.12
4. Individual Development Plan procedures 3.25
5. Coast Guard personal and family-support programs 3.35
availableto civilian personnel
6. Professional development resources 3.38
7. Military personnel management system 3.39
8. Career path opportunities 3.44
9. Coast Guard history 3.45
10. Coast Guard budget process 3.55

When supervisors and managers were collectively analyzed, the following list of scores
was generated:

Top ten items of concern Mean score
1. Local union contract 2.96
2. Mentoring programs (formal and informal) 311
3. Acquire a mentor 3.12
4. Mentoring techniques 3.26
5. Individual Development Plan procedures 3.3
6. Coaching techniques 3.38
7. Coast Guard personal and family-support programs 3.42
available to civilian personnel
8. Professional development resources 3.44
9. Conflict resolution techniques 3.44
10. Fair and unfair labor practices 3.46

There were severa overall observations for the three groups studied collectively. Asa
whole, knowledge and skills related to mentoring was lacking. Skill to acquire a mentor
was very poor or poor for 34.3% managers, 29.4% supervisors, and 29.0% core workers.
Respondents indicated never, rarely, or sometimes for demonstration of knowledge of
mentoring programs for 63.9% managers, 60.9% supervisors, and 69.7% core workers.
These findings are relevant to the background information of the Coast Guard Mentor
Program that was created in conjunction with the Department of Transportation (DOT).
The Coast Guard Mentor Program was started in 1991 as one way to address the diversity
issue. In the beginning of the program, minority individuals were preferentially selected
to attend the one-week mentor course. Currently, there is a two-year waiting list to take
the mentoring course. The analysis of the demographic portion of the surveys showed
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that the majority of respondents were White males. These individuals, most likely, have
not been selected or had the opportunity to participate in the mentor program. This could
explain the low scores for items related to mentoring. These individuals could benefit
from the mentor training so that they will possess the knowledge and skills to become a
successful mentor.

The primary emphasis of the mentor program is to enhance career planning and
development. Questions related to career enhancement were low. Respondents indicated
never or rarely demonstrated knowledge of career path opportunities for 7.9% managers,
18.4% supervisors, and 22% core workers. All three groups collectively gave low/poor
scores on skills related to planning career path and demonstration of knowledge of
individual development plan procedures. Knowledge and skillsin the area of career
development could be enhanced through working with a mentor in a structured program
that emphasizes career planning.

Finally, when all three groups were analyzed together, the compiled list mirrored the
separate lists generated for each group.

Top ten items of concern Mean score
1. Mentoring programs (formal and informal) 3.05
2. Acquire amentor 3.12
3. Individual Development Plan procedures 3.25
4. Coast Guard personal and family-support available 3.34
to civilian personnel
5. Professiona development resources 3.38
6. Military personnel management system 3.40
7. Coast Guard history 3.44
8. Career path opportunities 3.45
9. Coast Guard budget process 3.57
10. DOT structure 3.57

The combined list of all three groups showed that knowledge areas were the ones with
the lowest scores.

The narrative portion of the survey simply asked for additional comments. This was
done purposefully by the survey writers because they did not want to stifle comments on
any issues that were of concern to civilian personnel. The one drawback is that this type
of broad survey question opens the door to a variety of comments that are not entirely
relevant to the immediate goals of the study. The narrative section, in this study,
essentially became ameans for civiliansto ‘air * all of their problemsin a confidential
fashion. The majority of the qualitative narrative comments reflected the quantitative
data collected from the surveys.

An anaysis of variance (one-way ANOV A) comparing the civilian and military

participants for each of the groups of core worker, supervisor, and manager was
performed to look for significant differences between the groups. The major finding was
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that scores for military participants tended to be slightly higher compared to civilian
participants for the survey questions.

Recommendations include performing a subsequent qualitative analysis of the data
collected from the narrative portion of the surveys. Using qualitative analysis techniques
would be useful in coding for emergent themes within the transcribed narrative
responses.

Concurrently, a Human Needs Assessment study is being conducted. Another
recommendation is to work with this study group to address issues that have been
identified as important to civilian personnel in the Coast Guard. The Human Needs
Assessment Committee is examining concerns among both civilian and military
personnel. This committee has identified significant gaps between optimals and actuals
in adraft. The committee has used Allison Rossett’s outline as a rubric for study
completion. The committee has suggested several interventions to close the gaps that are
pertinent to the Civilian Needs Assessment study.

The Human Needs Assessment Committee findings related to the CIVNA survey
findings were that training for anyone supervising civiliansis only one week long. Itis
basically an “awareness’ course. The courseis not offered on aregular basis. Coast
Guard members are not aware of the power of Alternate Dispute Resolution for resolving
problems. Supervisors do not have knowledge of ADR skills. These skills are not part of
leadership training courses. New technologies (CBT, EPSS, Internet, Web page) and
equipment are creating need for workforce to learn new skills and knowledge. No career
ladders are established for various civilian speciaties. Interventions recommended by the
Human Needs A ssessment Committee could be considered when solutions are offered for
the Civilian Needs Assessment Committee.
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Appendix 4

Definition of Secretary’s Commission
on Achieving Necessary 3Kills
(SCANS) Competencies and
Foundation SKills
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Appendix 4: Definitions of SCANS Competencies and Foundation Skills.
(http://www.ttr c.doleta.gov/scang/lal/lal .pdf)

Competencies

Resources
Information
Interpersonal
Systems
Technology

Foundation Skills

Basic Skills
Thinking Skills
Personal Qualities

Competencies
RESOURCES

C1 Allocates Time

Selectsrelevant, goal-related activities, ranks them in order of importance, allocates time to activities, and
understands, prepares, and follows schedules. Competent performance in managing time includes properly
identifying tasks to be completed; ranking tasks in order of importance; developing and following an
effective, workable schedule based on accurate estimates of such things as importance of tasks, timeto
complete tasks, time available for completion, and tasks deadlines; avoiding wasting time; and accurately
evaluating and adjusting a schedule.

C2 Allocates M oney

Uses or prepares budgets, including making cost and revenue forecasts, keeps detailed records to track
budget performance, and makes appropriate adjustments. Competent performance in managing money
includes accurately preparing and using a budget according to a consistent and orderly accounting method;
accurately calculating future budgetary needs based on projected costs and revenues; accurately tracking
the extent to which actual costs and revenues differ from the estimated budget, and taking appropriate and
effective actions.

C3 Allocates Material and Facility Resour ces

Acquires, stores, and distributes materials, supplies, parts, equipment, space, or final productsin order to
make the best use of them. Competent performance in managing material and facility resourcesincludes
carefully planning the stepsinvolved in the acquisition, storage, and distribution of resources; safely and
efficiently acquiring, transporting or storing them; maintaining them in good condition; and distributing

them to the end user.

C4 Allocates Human Resour ces

Assesses knowledge and skills and distributes work accordingly, evaluates performance and provides
feedback. Competent performance in managing human resources includes accurately assessing peoples'
knowledge, skills, abilities, and potential; identifying present and future workload; making effective
matches between individual talents and workload; and actively monitoring performance and providing
feedback.
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INFORMATION

C5 Acquires and Evaluates Information

Identifies need for data, obtains them from existing sources or creates them, and evaluates their relevance
and accuracy. Competently performing the tasks of acquiring data and eval uating information includes
analytic questions to determine specific information needs; selecting possibleinformation and eval uating
its appropriateness; and determining when new information must be created.

C6 Organizes and Maintains I nfor mation

Organizes, processes, and maintains written or computerized records and other forms of informationin a
systematic fashion. Competently performing the tasks of organizing and maintaining information includes
understanding and organizing information from computer, visual, oral and physical sourcesin readily
accessible formats, such as computerized data bases, spreadsheets, microfiche, video disks, paper files, etc.;
when necessary, transforming data into different formats in order to organize them by the application of
various methods such as sorting, classifying, or more formal methods.

C7 Interpretsand Communicates | nfor mation

Selects and analyzes information and communicates the results to others using oral, written, graphic,
pictorial, or multi-media methods. Competently performing the tasks of communicating and interpreting
information to others includes determining information to be communicated; identifying the best methods
to present information (e.g., overheads, handouts); if necessary, converting to desired format and conveying
information to other through a variety of meansincluding oral presentation, written communication, etc.

C8 Uses Computersto Process | nformation

Employs computers to acquire, organize, analyze, and communicate information. Competently using
computers to process information includes entering, modifying, retrieving, storing, and verifying data and
other information; choosing format for display (e.g., line graphs, bar graphs, tables, pie charts, narrative);
and ensuring the accurate conversion of information into the chosen format.

INTERPERSONAL

C9 Participatesasa Member of a Team

Works cooperatively with others and contributes to group with ideas, suggestions, and effort.
Demonstrating competence in participating as a member of ateam includes doing own share of tasks
necessary to complete a project; encouraging team members by listening and responding appropriately to
their contributions; building on individual team members' strengths; resolving differences for the benefit of
the team; taking personal responsibility for accomplishing goals, and responsibly challenging existing
procedures, policies, or authorities.

C10 Teaches Others- Helpsotherslearn

Demonstrating competence in teaching others includes hel ping others to apply related concepts and theories
to task through coaching or other means; identifying training needs; conveying job information to allow
othersto seeits applicability and relevance to tasks; and assessing performance and providing constructive
feedback/reinforcement.

C11 Serves Clients/Customers

Works and communicates with clients and customers to satisfy their expectations. Demonstrating
competence in serving clients and customersincludes actively listening to customersto avoid
misunderstandings and identifying needs; communicating in a positive manner especially when handling
complaints or conflict; efficiently obtaining additional resources to satisfy client needs

C12 Exercises L eadership

Communicates thoughts, feelings, and ideas to justify a position, encourages, persuades, convinces, or
otherwise motivates an individual or groups, including responsibly challenging existing procedures,
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policies, or authority. Demonstrating competence in exercising leadership includes making positive use of
the rules/value followed by others; justifying a position logically and appropriately; establishing credibility
through competence and integrity; taking minority viewpointsinto consideration.

C13 Negotiatesto Arrive at a Decision

Works toward an agreement that may involve exchanging specific resources or resolving divergent
interests. Demonstrating competence in negotiating to arrive at a decision involves researching opposition
and the history of the conflict; setting realistic and attainable goals; presenting facts and arguments;
listening to and reflecting on what has been said; clarifying problems and resolving conflicts; adjusting
quickly to new facts/ideas; proposing and examining possible options; and making reasonable
COMpPromises.

C14 Workswith Cultural Diversity

Works well with men and women and with avariety of ethnic, social, or educational backgrounds.
Demonstrating competence in working with cultural diversity involves understanding one's own culture and
those of others and how they differ; respecting the rights of others while hel ping them make cultural
adjustments where necessary; basing impressions on individual performance, not on stereotypes;
understanding concerns of members of other ethnic and gender groups.

SYSTEMS

C15 Under stands Systems

Knows how social, organizational, and technological systemswork and operates effectively within them.
Demonstrating competence in understanding systems involves knowing how a system's structures rel ate to
goals; responding to the demands of the system/organization; knowing the right people to ask for
information and where to get resources; and functioning within the formal and informal codes of the
social/organizational system.

C16 Monitorsand Corrects Performance

Distinguishes trends, predictsimpact of actions on system operations, diagnoses deviations in the function
of a system/organization, and takes necessary action to correct performance. Demonstrating competence in
monitoring and correcting performance includes identifying trends and gathering needed information about
how the system isintended to function; detecting deviations from system's intended purpose;
troubleshooting the system: making changes to the system to rectify system functioning and to ensure
quality of product.

C17 Improves and Designs Systems

Makes suggestions to modify existing systems to improve products or services, and develops new or
aternative systems. Demonstrating competence in improving or designing systems involves making
suggestions for improving the functioning of the system/organization; recommending alternative system
designs bases on relevant feedback; and responsibly challenging the status quo to benefit the larger system.

TECHNOLOGY
C18 Selects Technology

Judges which set of procedures, tools, or machines, including computers and their programs, will produce
the desired results. Demonstrating competence in selecting technology includes determining desired
outcomes and applicable constraints; visualizing the necessary methods and applicable technology;
evaluating specifications; and judging which machine or tool will produce the results.

C19 Applies Technology to Task

Understands the overall intent and the proper procedures for setting up and operating machines, including
computers and their programming systems. Demonstrating competence in how to apply technology to task
includes understanding how different parts of machines interact and how machines interact with broader
production systems; on occasion installing machines including computers; setting up machines or systems
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of machines efficiently to get desired results; accurately interpreting machine output; and detecting errors
from program output.

C20 Maintains and Troubleshoots Technology

Prevents, identifies, or solves problems in machines, computers, and other technologies. Demonstrating
competence in maintaining and troubl eshooting technol ogy includes identifying, understanding, and
performing routine preventative maintenance and service on technology; detecting more serious programs;
generating workable solutions to correct deviations; and recognizing when to get additional help.

Foundation Skills

BASIC SKILLS
F1 Reading

L ocates, understands, and interprets written information in prose and documents-- including manuals,
graphs, and schedules-- to perform tasks; learns from text by determining the main idea or essential
message; identifies relevant details, facts, and specifications; infers or locates the meaning of unknown or
technical vocabulary; judges the accuracy, appropriateness, style, and plausibility of reports, proposals, or
theories of other writers.

F2 Writing

Communi cates thoughts, ideas, information, and messages in writing; records information completely and
accurately; composes and creates documents such as letters, directions, manuals, reports, proposals, graphs,
flow charts; uses language, style, organization, and format appropriate to the subject matter, purpose, and
audience. Includes supporting documentation and attends to level of detail; checks, edits, and revisesfor
correct information, appropriate emphasis, form, grammar, spelling, and punctuation.

F3 Arithmetic

Performs basic computations; uses basic numerical concepts such as whole numbers and percentagesin
practical situations; makes reasonabl e estimates of arithmetic results without a calculator; and usestables,
graphs, diagrams, and chartsto obtain or convey quantitative information.

F5 Listening

Receives, attendsto, interprets, and responds to verbal messages and other cues such as body language in
ways that are appropriate to the purpose; for example, to comprehend, to learn, to critically evaluate, to
appreciate, or to support the speaker.

THINKING SKILLS
F6 Speaking

Organizes ideas and communicates oral messages appropriate to listeners and situations; participatesin
conversation, discussion, and group presentations; selects an appropriate medium for conveying a message;
uses verbal language and other cues such as body language appropriate in style, tone, and level of
complexity to the audience and the occasion; speaks clearly and communicates a message; understands and
responds to listener feedback; and asks questions when needed.

F7 Creative Thinking

Uses imagination freely, combines ideas or information in new ways, makes connections between
seemingly unrelated ideas, and reshapes goals in ways that reveal new possibilities.

F8 Decision Making

Specifies goals and constraints, generates alternatives, considers risks, and evaluates and chooses best
alternative.
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F9 Problem Solving

Recognizes that a problem exists (i.e., thereis a discrepancy between what is and what should or could be);
identifies possible reasons for the discrepancy, and devises and implements a plan of action to resolveit.
Evaluates and monitors progress and revises plan asindicated by findings.

F10 Seeing Thingsin the Mind's Eye

Organizes and processes symbols, pictures, graphs, objects or other information; for example, seesa
building from a blueprint; a system's operation from schematics; the flow of work activities from narrative
descriptions; or the taste of food from reading a recipe.

PERSONAL QUALITIES
F13 Responsibility

Exertsahigh level of effort and perseverance toward goal attainment. Works hard to become excellent at
doing tasks by setting high standards, paying attention to details, working well and displaying ahigh level
of concentration even when assigned an unpleasant task. Displays high standards of attendance,
punctuality, enthusiasm, vitality, and optimism in approaching and completing tasks.

F15 Social
Demonstrates understanding, friendliness, adaptability, empathy and politenessin new and on-going group

settings. Asserts self in familiar and unfamiliar social situations; relates well to others; responds
appropriately as the situation requires; takes an interest in what others say and do.

F16 Self-M anagement

Assesses own knowledge, skills, and abilities accurately; sets well- defined and realistic personal goals;
monitors progress toward goal attainment and motivates self through goal achievement; exhibits
self-control and respondsto feedback unemotionally and non-defensively; is a"self-starter.”
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Appendix 5: Matrix linking optimal competencies, root causes, and recommended solutions,

Appendices

CAREER MANAGEMENT

Includes consideration of career/professional development, coaching, career
planning and counseling, career path, and IDP’s.

Optimal Actuals Gaps
G S M G S M
G77 100% of Core Workers, Supervisors, and 8% 82% 92% 22% 18% ™0

Managers have knowledge of career path
opportunities

G43 100% of Core Workers, Supervisors, and 85% 92% 82% 15% 8% 18%
Managers have skill to plan careers
Root Causes Recommended Solutions

Lack of an established and publicized career ladder for civilian personnel
(G77).

Lack of information on career management (G77).

Career ladder positions (i.e. GS-7/9/11) filled at highest level (G43).

Lack of focuson civilian career ladder/opportunities by system and
organization (G43).

Civilian hiring system and practices focus on task/job not on employee
development (G43).

Establish/publish career devel opment strategy for all civilian personnel broken
down to serieslevel.

Use "push technology” to notify interested parties when jobs open.

Encourage/require career ladder positions be filled at lowest level. Charge pay
account for actual salary of grade of person in position (in lieu of highest grade
for position).

Monitor DODs “broad-banding” demonstration project for civilian personnel
management, broad-banding consolidates several pay gradesinto a broad band
to:
Reduce the number of distinctions between levels of work at different
grade levels;
Allow for more competitive recruitment of quality candidates at differing
rates within the appropriate “ broad-band” levels;
Allow employees to move within the band to higher levels of pay, based
on PERFORMANCE, without going through a competitive promotion
process.
Broad-banding provides a strong link between pay and contribution to the
organizations mission. Adapt to USCG useif successful.

Add professional/career development competencies to evaluation system.
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CAREER MANAGEMENT (cont’d)

Appendices

Optimal Actuals Gaps
G S M G S M
G79 | 100% of Core Workers, Supervisors, and 64% 8% 83% 36% 22% 17%
Managers have knowledge of mentoring
programs
G46 | 100% of Core Workers, Supervisors, and 71% 71% 66% 2% 2% A%
Managers have skill to acquire mentor
43 | 100% of Supervisors and Managers have 71% 87% 2% 13%
knowledge of mentoring techniques
S7 100% of Supervisors, and Managers choose % 8% 23% 11%
to mentor others

Root Causes

Recommended Solutions

Senior employees lack time for mentoring and find it difficult to attend
mentoring training due to limited availability of courses or because they are not

atarget audience (diversity focus) ($43, S7).

There isno organizational incentive for superiors to mentor subordinates (S7).

Thereisafear of accusal of favoritism if a supervisor chooses to mentor some

but not all subordinates (S7).

delivery method.

Establish base level of funding for mentoring training to cover 15% of CG
civilian workforce annually. Consider use of Computer Based Training as

Create mentoring newsletter; include mentoring articlesin CG Magazine.
Refocus mentoring training from diversity issue to leadership issue.
Include mentoring skillsin LAMS training.

Encourage practice of mentoring by adding mentoring/career devel opment
section to performance appraisals.
Require comments in new mentoring/career development section of

performance appraisal form discussing supervisor's accomplishments with
regard to mentoring and subordinate career development.

Publish Flag V oice emphasi zing importance of taking time to mentor and
recognizing those who mentor.

Require all Flags/SES to sign up as mentors.

Evaluate marketing of mentoring program; re-structure to meet needs of
civilian workforce.
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CAREER MANAGEMENT (cont’d)

Appendices

Optimal Actuals Gap
G M G S M

G76 100% of Core Workers, Supervisors, and Managers 87% 89% 95% 13% 11% 5%
have knowledge of how personal valuesrelateto
Coast Guard values

G78 100% of Core Workers, Supervisors, and Managers 2% 87% 79% 28% 13% 21%
have knowledge of | DP procedures

G80 100% of Core Workers, Supervisors, and Managers 78% 78% 87% 22% 22% 13%
have knowledge of Professional Development
resources

G42 100% of Core Workers, Supervisors, and Managers 90% 92% 97% 10% 8% 3%
have skill to set goals

G44 100% of Core Workers, Supervisors, and Managers 84% 91% 95% 16% 9% 5%
have skill to document their own performance

G45 100% of Core Workers, Supervisors, and Managers 87% 90% 92% 13% 10% 8%
have skill to conduct self-assessment

G47 100% of Core Workers, Supervisors, and Managers 91% 89% 95% 9% 11% 5%
have skill to process feedback

G13 100% of Core Workers, Supervisors, and Managers 90% 90% 92% 10% 10% 8%
choose to establish Professional Development Goals

Gl4 100% of Core Workers, Supervisors, and Managers 97% 94% 95% 3% 6% 5%
choose to develop job required knowledge and skills

G17 100% of Core Workers, Supervisors, and Managers 92% 90% 90% 8% 10% 10%
choose to devel op networks

G5 100% of Core Workers, Supervisors, and Managers 97% 88% 95% 3% 12% 5%
have ability to progress toward potential

Root Causes

Recommended Solutions

Employees have insufficient knowledge of professional development
opportunities because information is difficult to obtain (you must know what to
look for and where) and thereis aperceived lack of adequate funding for
professional development training (G80, G13).

Basic professional development tools, such asthe IDP, are not used, nor is
their use encouraged (G78).

Publish professional development opportunitiesin multiple formats

(ALCGCIV, Web, and e-mail subscriptions).

Publish professional development opportunity statistics.

Write professional development goalsinto all performance appraisals.
Require comments in professional development section of performance

appraisal.
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CAREER MANAGEMENT (cont’d)

Appendices

Optimal Actuals Gap
G S M G S M
44 100% of Supervisors and Managers have 76% 87% 24% 13%
knowledge of coaching techniques
S23 100% of Supervisors and Managers have 81% 97% 19% %
skill to coach subordinates
A7 100% of Supervisors and Managers have 82% 95% 18% 5%
ability to develop subordinates

Root Causes

Recommended Solutions

Employees have insufficient knowledge of professional development tools and
thereisaperceived lack of adequate funding for professional development
training (S44).

Basic professional development tools, such asthe IDP, are not used, nor is
their use encouraged (G78).

appraisal.

Publish professional development opportunitiesin multiple formats
(ALCGCIV, Web, and e-mail subscriptions).
Publish professional development opportunity statistics.

Write professional development goalsinto all performance appraisals.
Require commentsin professional development section of performance
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CONFLICT RESOLUTION AND COMMUNICATION SKILLS

Includes supervisor-employee rel ationship and conflict resolution.

Appendices

Optimal Actual Gaps
G M G S M

G78 100% of Core Workers, Supervisors and Managers

have knowledge of individual development plan

oroceiLIes, pmentp 64% 76% 7% 36% 20% 21%
Al 100% of Supervisors have knowledge of the

importance of evaluation and feedback to subordinates. 84% 16%
S20 100% of Supervisors have skill to define expectations

for subordinates. 82% . e 18%

Root Causes

Recommended Solutions

IDPs are not required so why do them. (G78)

Supervisors do not see opportunities for their employees so they in turn do not seek out waysto
encourage them to development themselves (S24).

Available IDP materials are not well-publicized (G78).

Many people see IDPs astraining plans and training is so difficult to get that it is not worth their
timeto put it onto an IDP. Use of the IDPis not strongly encouraged (G78).

Limited guidance on individual development plan tools (G78).
Employees have limited face to face time with supervisors (S20, $41).

Few IDP guidelines on the role of supervisor and employees. People do not know who is
responsible for IDPs at their unit (employee, supervisor, CSA ??) (G78).

Require that |DPs be submitted as part of the application package when
employees apply for centrally sponsored training. Thisisrequired by both
OPM and DoS to ensure training requests alinked to required skills and
developmental needs.

Include information about IDPs in the EARS instruction.

Include IDP explanation in the unit welcome aboard package.

Review the IDPsin the Civilian Personnel Procedures for Supervisors course
and emphasize the role of the supervisor. CGPC will follow up with asurvey
6 months after the course.

Advertise existing coaching and counseling documents such as“A
Supervisor's Guide to Career Development & Counseling for Civilian
Employees’. Thisbooklet already covers |DPs and coaching techniques.
Include a segment on the purpose of IDPsin the Civilian Orientation course
Include afollow up survey in the Career Enrichment Seminar to determine if
employees use the IDP skills they learned in the class.

Create an IDP instruction that has a clear step by step how to description.

Use avariety of media (ALCOAST, e-mail, web-pages, CG Magazine,
pay-check notes, etc.) to explain the IDP.

Do an IDP Flag Voice.

Define who has the lead on the IDP.
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CONFLICT RESOLUTION AND COMMUNICATION SKILLS
(cont’d)

Appendices

Optimal Actual Gaps
G M G S M

44 | 100% of supervisors have knowledge of coachin

techniques. 9 9 76% . .. 24%
S25 | 100% of supervisors have skill to maximize

subordinates’ diverse strengths and overcome their . 80% N N 20%

weaknesses.
S23 100% of supervisors have skill to coach subordinates.

84% . . 16%

Root Causes

Recommended Solutions

Supervisors fear retribution if they coach employees since it may be interpreted
as favoritism (S44, S25, S23).

Employees have limited face to face time with supervisors (S44, S25, S23).

Training on mentoring principlesislimited and difficult to obtain (S44, S25,
S23).

Require all supervisors of civiliansto take the course Civilian Personnel
Procedures for Supervisors. It addresses how to deal with legal issues such
as grievances, how to reprimand employees, and how to do progress
reviews. It also discusses counseling employees and employee development.

Expand the sections on counseling and devel opment to encourage a coaching
environment. Notify the contractor of supervisors' concerns and have them
incorporate discussion into the course.

Currently, the CG provides 13 sessions or 325 quotas annually. Have CGPC
determineif thisis a sufficient number to cover the recommended
requirement. Make it adistance learning course so that more people can be
taught for less. Make this course a continuing professional education course.
Provide a distance learning mentoring course.

Advertise existing coaching and counseling documents such as“A
Supervisor’s Guide to Career Development & Counseling for Civilian
Employees’.

CGPC will provide all new supervisors (military and civilian) with a
welcome aboard package of supervisor’s materials. Thiswould include CG
publications (A Supervisor’s Guide to Career Development and Counseling
for Civilian Employees) and government wide publications (Managing the
Civilian Work Force, A Guide for the Military Manager).
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Appendices

CONFLICT RESOLUTION AND COMMUNICATION SKILLS
(cont’d)

Optimal Actual Gaps
G S M G S M
G80 100% of Core Workers, Supervisors and Managers . . . . . .
have knowledge of professional development resources 7% 78% 87% 13% 22% 23%

Root Causes

Recommended Solutions

Employees say that training funds are not available (80).

Education/training is not availableto civilians. (80)

Use IDPsto plan training and learning opportunities. Thiswill encourage
people to seek out training and therefore be more aware of training that is
available.

Update civilian leadership training listings on the CGPC web site.

Issue all training announcements as an ALCOAST to give maximum
exposure.

All announcementsindicateif it isopento civilians.

Teach units how to create learning environment for continuous learning. Use
the principles found in “ Getting Results Through Learning.” Include AFC 56
dollarsto cover the expense of purchasing video-tape and booklets for units.
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CONFLICT RESOLUTION AND COMMUNICATION SKILLS (cont’'d)

Appendices

Optimal Actual Gaps
G M G S M

46 | 100% of Supervisors have knowledge of conflict

resolution techniques. 77% 23%
S27 | 100% of Supervisors have skill to remain impartia

/objective during conflict. 82% 18%
S24 | 100% of Supervisors have skill to analyze and correct

performance problems. 79% 21%
S26 | 100% of Supervisors have skill to resolve conflict. 80% 0%

Root Causes

Recommended Solutions

Supervisors are hired or promoted based on technical knowledge of the
function they support not on management or personnel skills ($46, S27, S24,
S26)

Limited training, whether formal or informal, is available to supervisors.
Thereis NO mandatory training for new supervisors and training that is
availableisnot timely. They must rely on their existing skills or learning from
peers. Some supervisors receive the Civilian Personnel Procedures for
Supervisors course ($46, S27, S24, S26).

Require all supervisors of civiliansto take the course Civilian Personnel
Procedures for Supervisors. It addresses how to deal with legal issues such as
grievances, how to reprimand employees, and how to do progress reviews. It
also discusses counseling employees and employee development. Expand the
sections on counseling and development to encourage a coaching
environment. Notify the contractor of supervisors' concerns and have them
incorporate discussion into the course. Currently, the CG provides 13
sessions or 325 quotas annually. Have CGPC determineif thisis a sufficient
number to cover the recommended requirement. Encourage supervisors to
retake the course every 5 years.

CGPC will provide all new supervisors (military and civilian) with awelcome
aboard package of supervisor’s materials. Thiswould include CG
publications (A Supervisor’s Guide to Career Development and Counseling
for Civilian Employees) and government wide publications (Managing the
Civilian Work Force, A Guide for the Military Manager).

Create a course similar the Unit Leadership Program that teaches employees
how to deal with conflict in the workforce. Consider using an existing course
curriculum such as “Increase in Human Effectiveness.”

CGPC will provide amatrix to all supervisors (military and civilian) showing
therole and services of the CSA. This matrix should be posted on the web
and should be discussed in the Civilian Personnel Procedures for Supervisors
course. Supervisors should then be encouraged to share thisinformation with
employees.

Redefine the criteriafor C school funding so that training for communication,
conflict resolution, leadership compete more evenly with operational training.
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Appendices

PERFORMANCE MANAGEMENT

Includes group dynamics, personnel management, work-related feedback, and evaluation.

Optimal Actuals A. Gaps
G S M G S M

G5 100% of Core Workers, Supervisors and Managers

have ability to progresstowards potential 87% 88% 69% 13% 12% 31%
G43 100% of Core Workers, Supervisors and Managers

have skill to plan career 85% 91% 82% 15% 9% 18%
G24 100% of Core Workers, Supervisors and Managers

choose to pursue life long learning 9206 93% 9206 8% 7% 8%
G15 100% of Core Workers, Supervisors and Managers

choose to seek and accept feedback from others 93% 93% 95% 7% 7% 5%
Gil4 100% of Core Workers, Supervisors and Managers

choose to develop job-required knowledge and skills 97% 94% 95% 3% 6% 5%

Root Causes

Recommended Solutions

Lack of quotasfor orientation coursesto familiarize civilians with available programs (G5, G43).

Operational needs hinder the time given to attend training (G5, G43).

Lack of communication, lack of concern regarding training and learning opportunities. Lack of
incentive to intend training and learning opportunities (G15, G5, G43, G24, G14).

Lack of knowledge about training and learning opportunities. (G14)

Not enough resources to effectively support civilian workforce. (G5)

Training courses focus on desired basic skills (i.e., speaking, writing, listening, etc.) rather than
developmental skills. (G5, G14, G16, 24, G43)

Increase quotas availablefor training. Provide training, education and devel opmental
opportunities that encourage learning experiences, strengthen job skills and competency levels.
Offer orientation program for new employees about the CG history, values and goals (Prospect
Associates). Create automated Power Point or video presentation availableto al civiliansas
introduction to CG.

Designate a set amount of time (i.e., 15%) of employeetimeto spend in training or
developmental activities (Motorola).

Innovate new ways to enhance and foster continua learning. For example, CPE credits, rewards
and recognition for continual education. Increase tuition assistance to 100% reimbursement up
to current maximum allowed. Incorporate training into IDP.

Provide handbook with information on training opportunities available. Requireall new
employees attend orientation to familiarize with the Coast Guard. Make better use of CG
Academy and L eadership Development School. Create automated Power Point or video
presentation available to al civilians asintroduction to CG.

Provide more training (technical and education) employees. Integrate civilian/military leadership
course.

Create a CBT orientation program for civilians that focus on civilian role, integrated with the CG
strategic plan. Create training that provides a comprehensive employee development program
and meets/exceeds specific job requirements.
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Appendices

PERFORMANCE MANAGEMENT (cont’d)

Optimal Actuals Gaps
G M G S M

S10 100% of Supervisors and Managers choose to provide

recognition and rewards 82% 74% 18% 26%
G72 100% of Core Workers, Supervisors and Managers

have knowledge of processimprovement principles 86% 92% 80% 14% 8% 20%
S35 100% of Supervisors and Managers have knowledge of

CG performance plan requirement 87% 95% 13% 50
S29 100% of Supervisors and Managers have knowledge of

incentive and awards system (civilian and military) 87% 97% 13% 39
St 100% of Supervisors and Managers have ability to

eva uate and measure projects results 92% 92% 8% 8%
G15 100% of Core Workers, Supervisors and Managers

choose to seek and accept feedback 93% 93% 95% % 7% 5%

Root Causes Recommended Solutions

Not al supervisors are aware of award programs available to civilians, or are not familiar with how
to grant award. Some supervisors feel that additional accomplishmentsfal in the category of "just
doing your job", when in fact, may be outside the realm of the job description and should be
recognized as such (S10, S35).

Lack of knowledge about Specia Act and On the Spot awards are available to civilians (S29).

Lack of understanding the connection between employee, their performance and their contributions
(S10, S29).

Lack of understanding of the cultural differences between military and civilian award system.
Lack of knowledge of civilian evaluations and appraisa systems (S29, S35).

Rewards are subjective to performance without establishing thresholds, rather than the value
placed on contributions to organization (S1, S10, S29, S35).

Establish reward system put into place to encourage responsible individual growth, action
orientation and acceptance of reasonablerisk. Develop policy guidelines that cover avariety of
contributions that can be rewarded including value placed on risk taking (lessonslearned).
Encourage employees to add input on their evaluation.

Promote awareness of these programs, require that supervisors recognize accomplishments noted
by employee, if it warrants a Specia Act or On the Spot. Award should be mandatory as per the
evaluation. Section on evauation should state: "Award recommended as per..."

Link awards and performance appraisals to performance - best practices are based upon work
performance and accomplishment of established annual goals. For example IDP aong with
EARS and Mission for the Office (Motorola, Aqualon, AT& T, Weyerhauser and Prospect
Assoc).

Provide training to supervisors on eval uation system and procedures. Change the traditiona time
in grade pay to a skilled-based and merit based pay system linked to performance and
certification of measurable skill competencies (M otor ola).

Provide supervisors with aforum (live and then CBT) that is interactive and allows for role
playing in the areas of coaching, motivation and rewarding employees.

Determine career threshold and make sure rewards are given automatically. Provide recognition
that is both formal and informal - ongoing and anatural part of day to day life. Provide awardsto
recogni ze employees who take risks, regardless of the outcomes.
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Appendices

PERFORMANCE MANAGEMENT (cont’d)

Optimal Actuals Gap

G13 | 100% of Core Workers, Supervisors and

Managers choose to establish professional 90% 0% 53% 10% 10% 47%
development goals

G45 | 100% of Core Workers, Supervisors and

Managers have skill to self-assess 87% N% 92% 13% 10% 8%

G47 | 100% of Core Workers, Supervisors and
Managers have skill to process feedback 91% 89% 7% % 11% 23%

G63 | 100% of Core Workers, Supervisors and

Managers have knowledge of interpersonal 9% 9% 80% % 8% 20%
techniques

S19 | 100% of Supervisors and Managers have

skill to interview candidates for hire 91% 8% Sl 11%

S24 | 100% of Supervisors and Managers have
and | skill to analyze and correct performance
S25 | problems and maximize subordinate's .. 7% 68% . 21% 32%
diverse strengths and overcome their
weaknesses

S34 | 100% of Supervisors and Managers have
knowledge of performance management . 87% 92% . 13% 8%
techniques

$41 | 100% of Supervisors and Managers have
knowledge of the importance of evaluation
and feedback to subordinates a 84% 92% s 16% 8%

42 | 100% of Supervisors and Managers have
knowledge of the importance of defining . 84% 87% . 16% 13%
expectations
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Appendices

Root Causes

Recommended Solutions

Poor flow of communication and cohesiveness of supervisory/employee
relations due to frequent turnover, especially military supervisors. Employees
do not feel comfortable enough to approach supervisor to discuss problems
with evaluation because feedback is not encouraged (G63, S91).

Inability to identify correct skills required for employee to do job (S24).

Lack of understanding and knowledge of civilian eval uations and appraisal
systems. No effective toolsto deal with problem employees/outstanding
employees. (S34)

No system in place for employee feedback on supervisor performance.
Supervisor/ managers often ignore empl oyee performance problems because
they feel they are wasting their time (S42).

Provide feedback on how well employees are meeting/exceeding
pre-determined standards and offer the ability to make changes to unrealistic
or problematic standards. Supervisor must familiarize themselves with
employees from day one. Formal/informal sessionsto discusswhat is
expected of the employee should be determined from initial meeting with
employee.

Design aform that provides hardcopy of orientation discussion signed by
employee and supervisor.

Job descriptions need to be evaluated, changed to better match our changing
culture and meet new expectations. Job descriptions should be evaluated by
core duty standards and best practices. Focus on hiring people with practical
skills and then provide mentors and development to help them excel within
culture.

Develop policy guidelines that focus on civilian eval uation and appraisal
systems that incorporate a variety of toolsthat deal with problem
employees/outstanding employees.

Provide section on evaluation that requires feedback on supervisor.

Provide anonymous feedback for supervisor feedback. Remove organizational
barriers and create culture fostering continuous learning.

Create an Employee Builder Series handbook that addresses the pertinent
issues like managing conflict, coaching advisor, improving listening skills, etc.
(Austin Haynes provides computer series that addresses per formance
issues and makes suggestions to supervisors and managers. They also
have a 360 degr ee feedback form).

Hold supervisors accountable for their actions. Provide "hotline" in HR to get
assistance with questions/problems on HR issues.
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Appendices

PROGRAM/PROJECT MANAGEMENT

Includes risk management and decision-making.

Optimal Actuals Gaps
G S M G S M

Gl 100% of Core Workers, Supervisors and Managers 96% % 97% 2% 6% %
have ability to meet job expectations

G16 | 100% of Core Workers, Supervisors and Managers 95% 94% 0920 5% 6% 8%
choose to seek and accept challenging tasks

G36 | 100% of Core Workers, Supervisors and Managers 95% 94% 100% 50 6% 0%
have skill to weight risk appropriately

G37 | 100% of Core Workers, Supervisors and Managers % 95% 97% 6% 5% %
have skill to think innovatively

G70 100% of Core Workers, Supervisors and Managers 85% 90% 95% 15% 10% 5%
have knowledge of risk management techniques

G71 100% of Core Workers, Supervisors and Managers 86% 80% 97% 14% 11% %
have knowledge of innovation principles

Root Causes

Recommended Solutions

Extreme downside repercussions and near absence of upside benefits of taking risks
(27% or FG responses) (G37, G71).

Civilian reluctance to take risk, military leaders will not emphasize risk taking due to
fear of career reprisal (G16, G37, G70, G71).

Civilian & military leaders get no reward to encourage risk taking thereby no incentive
or motivation (G16, G37, G71)

Military fear impact on OER, causing risk aversion, even when unwarranted.
Inappropriate supervision leads to lack of trust (G70).

Projects put toward are not acted on, so create a sense of futility in trying innovation.
Fear of change and the unknown (11% or responses). Fear of failure. No CG
instruction, training, or process detailing how to take risk, or an expectation that
attempting an innovation that doesn’t work out isin the very least, a successful taking
of risk (G37, G71).

Lack of resources (time, money, people, but mostly people due to pace of operations)
(20% or responses) (G1).

Civilians don’t know how to take appropriate risk. Lack of training that makes people
unknowledgeable (10% or responses) (G70).

Low level of trust between core workers and supervisors a significant obstacle to risk
taking in pursuit of innovation (G16).

Create a workplace without fear. There are many books and resources that address
this problem, and how to solveit. Although it requires senior management support,
most of the solutions are changing the local work environment and culture. (i.e.,
Driving Fear Out of the Workplace: How to Overcome the Invisible Barriers to
Quality, Productivity, and Innovation. Jossey -Bass Inc., Publishers: San Francisco,
CA. 1991.

Adjust performance evaluation criteriato include reward for failure or successin risk
taking.

Monthly risk-taking award for success and one for not-successful (i.e., effort)

Match the workload with the workforce; many are overworked and do not have the
time to consider taking risks. Either add more people, or remove some of the
workload.

Train senior or mid-level supervisors (civilian and military) in the techniques of
managing people and time in a resource scarce environment.

Market and encourage staff to use CTAP to take courses in entrepreneurship and other
risk non-averse methods. Fund CTAP for civilians at the 100% level alowed by law.

a38

6/28/2000




PROGRAM/PROJECT MANAGEMENT (cont’d)

Appendices

Optimal Actuals | Gaps
G M G S M
Gl 100% of Core Workers, Supervisors and 9%6% 9% 97% 2% 6% 3%
Managers have ahility to meet job
expectations
G38 | 100% of Core Workers, Supervisors and 9% 95% 97% 2% 5% 3%
Managers have skill to make sound
decisions
M1 100% of Managers have ability to manage 97% 3%
programs effectively

Root Causes

Recommended Solutions

Existing policies, procedures and practices related to program and project
management are viewed as obstacles to devel opment and success (52% of FG
responses) (G1).

No incentive for employee to make decision or supervisor to encourage making
decisions. Employees believe that making any error in adecision will ruin a
career. Fear of making decisions (G38). Micro-management of employees
(M1).

Arcane, inconsistent and highly changeable CG policies, procedures, and
practices (16% of responses) (M1).

Resource limitations and resource/task mismatch (19% of responses) (G1).
(G38).

New civilian employees do not know expectations and how to manage them.
Supervisors and managers do not encourage decision-making — an environment
of blame, lack of accountability (G38).

When creating policies, procedures and practices, adopt a minimalist
approach that does not hinder local exercise of decision making.

Allow senior personnel to genuinely empower people to make decisions;
Assure that these senior personnel have the authority to remove barriersto
success with regard to program and project management.

When changing policy, procedures and practices, consider the impact on
personnel and their ability to make decisions.

Expand training budget, mandatory training linked to performance appraisal.

Match the workload with the workforce; many are overworked and do not
have the time to consider taking risks. Either add more people, or remove
some of the workload. Train senior or mid-level supervisors (civilian and military)
in the techniques of managing people and time in aresource scarce environment.
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Appendices

PROGRAM/PROJECT MANAGEMENT (cont’d)

Optimal

Actuals

Gap

Gl 100% of Core Workers, Supervisors and 9%6%
Managers have the ability to meet job

expectations

9% 97% 4% 6% 3%

G31 | 100% of Core Workers, Supervisors and %%
Managers have skill to use computer

applications

9%6% 100% 4% 4% 0

Sl 100% of Supervisors and Managers have
ability to evaluate and measure project

results

92% 92% 8% 8%

100% of Core Workers, Supervisors and
Managers have ability to manage multiple
projectsin varying situations

91% 95% P %

S17 | 100% of Supervisors and Managers have
skill to use technology, especialy
information technology, capabilities

effectively

93% 100% % 0

S33 | 100% of Managers have knowledge of
technological capabilities, especially

information technology

97% 3%

M1 100% of Managers have ability to manage

programs effectively

97% 3%

M19 | 100% of Managers have skill to manage

program finances

97% 3%

Root Causes

Recommended Solutions

Lack of knowledge in program/project management (12% of responses) (S1,
S2, M1, M19).

Civilian employees do not know how to manage programs and projects as
effectively asthey need ) (S1, S2, M1, M19).

Encourage supervisors to take courses (using fully funded CTAP) that relate
to program/project management. The CG can increase the amount of
reimbursement for areasin which the CG want to place emphasis. Thereis
precedence for thisin reenlistment bonuses.

Expand EARS/OER to place emphasis on mentoring for those in a position to
mentor juniors in program/project management.
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ORGANIZATIONAL KNOWLEDGE

Includes knowledge of Coast Guard and DoT history and structure.

Appendices

Optimal Actuals Gaps
G M G S M

G51 | 100% of Core Workers, Supervisors and

Managers have knowledge of Coast Guard 76% %% 97% 24% 1% 3%

and DOT organizational structure.
G56 | 100% of Core Workers, Supervisors and

Managers have knowledge of Coast Guard 4% 8% 95% 26% 13% 5%

history

Root Causes Recommended Solutions

Lack of knowledge of Coast Guard and DOT structure (G51).

Lack of knowledge of CG history (G56).

Develop a standard for the orientation process of all first time employees
regardless of entry level. Develop a standardized introductory information
package (Welcome Aboard) for all new employees and have them mailed
from Career Development Advisor (CDA). Provide each new employee with
an equivalency chart (civ/mil) to be included as part of check in procedure.
Develop web site or reference handbook with information on Coast Guard
and DOT organization that links individual jobs with the organization.

Task first line supervisors the responsibility of ensuring employee
understands how their role within the organization contributes to the good of
the organization.

Develop one video of CG history to be shown at all civilian orientations and
al military indoctrination.

Provide reference handbook with information on Coast Guard history.
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ORGANIZATIONAL KNOWLEDGE (cont’'d)

Appendices

Optimal Actuals Gap
G M G S M
G80 | 100% of Core Workers, Supervisors, and
Managers have knowledge of professional % 8% 97% 23% 22% 3%
development resources
Root Causes Recommended Solutions

Current policies, though available viaintranet, are not easily located and
civilian employees do not know how to keep abreast of current policies and
procedures. Changesin both policy and procedure are not brought to the
attention of the employee by management (G80).

Civilians also expressed alack of knowledge on how to interpret a number of
Coast Guard publications. Manuals and publications are written at alevel too
advanced for common interpretation. The end result isinterpretation isleft to
the individual (G80).

Downsizing has resulted in alack of time to research, read and interpret current

resources (G80).

Assign civilian employees to mentor/educate new employees on how to use
theintranet effectively to locate current policies and procedures as well as
familiarize them asto the use of current manuals and publications. Thiswill
ensure the mentor/educator obtains this knowledge as well.

Develop plain language (8th grade level) Employee Desk Reference Guide
web site on how to locate resources with an index to for easy location of
up-to-date policies and procedures.
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TECHNOLOGY
Includes knowledge of and skill to use computer applications.
Optimal Actuals Gaps
G M G S M
G31 | 100% of Core Workers, Supervisors and
Managers have skill to use computer %% %% 100% 2% 2% 0%
applications
G66 | 100% of Core Workers, Supervisors and
Managers have knowledge of computer 9% 95% 97% 6% 5% 3%
applications

Root Causes

Recommended Solutions

Training mismatched with needs (G31).

Training isuntimely (G31).

Lack of resources (time, money) to provide/receive training (G66).

CG priorities on standardization hinders office-specific solutions (G66).

The waiver process impedes use of solutions (G66).

Centrally managed technology budget reduces local flexibility (G31).

The systems are in need of upgrade to maintain industry currency (G66).

CG specific applications are unwieldy and difficult to use (G31).

Use Computer-Based Training (CBT) to match pace with learner's needs.
Add computer training, i.e. how technology can be used in business
situations, into managerial and supervisory training.

Assurethat training is providesin close proximity to the arrival or
implementation of the technology.

Set up database user-friendly, web-based database to help employees "walk
through™ common problems.

Invest in development of Computer-Based Training to leverage existing
funds. Make technology investment part of the CG Budget.

Consider building flexibility into the architecture for CG workstation
systems.

Streamline and delegate authority to local commands with the view towards
minimizing impediments to innovation and local solutions.

Remove unnecessary steps and "approvals' to speed up delivery of systemsto
local commands.

Establish standard capabilities and allow procurement " at-market".

Use new customer-involved methods in software development when
devel oping CG-specific application systems.
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Appendix 6: Comparison of competency gapsin SCANS, Federal Highway Administration,
CIVNA, and EPA studies.

“SCANS’-DEFINE FED’'L HIGHWAY CIVILIAN NEEDS EPA WORKFORCE
D ADMINISTRATION | ASSESSMENT-DEFINED ASSESSMENT
COMPETENCIES COMPETENCIES COMPETENCIES PROJECT
BascSkllls- Communlcatlons— Basic Skills Basic Skills(eg. reading,
Reading, Written Core-Worker arithmetic)
Writing, communication Ability
Arithmetic and Ora communication Meet job expectations
mathematics, Listening Attitudes (chooseto..)
Listening Communicate effectively (oral and writing)
Skill to...
- Speak effectively
Listen actively
Write effectively
Knowledgeof...
Activelistening techniques
Writing techniques
Thmklnq Skills— Communication Thinking Skills Communication
Speaking (cont.) Managerial Writes, speaks clearly in
Creative Thinking Eacilitation Attitude (Chooseto...) multiple formats
Decision Making Mediainteraction Think gtrategically Informsavariety of
Problem Solving Formal presentation _ Tolerate ambiguity aud_ienc&on relevant
Seeing Thingsinthe Skill taolst icall horony | thJ)pICSeI -
MindsEye ematically approach problemsan ses relevant media
Y m#?alemyt'—faﬁh(cl?m ) opportunities effectively
nalyucal thinking, Supervisory Cognitive
Creativethinking, Sillto... _ Analysis, critical thinking,
Problem Solving Give effective presentations probiem solving, reasoning
Core-Worker Crestive, innovative
Skill to...

L eader ship (cont.)

thinking

Decisiveness Think mnovatwe]y Strategic Thinking
Make sound decisions .
ol blems effectivel - Possesses sense of vision
veproblems etectively Thinks expansively and is
Weigh risk appropriately inquisitive
KnO\AIIIedgea?f... il Searchesfor
nnovation principles unconventional options
Presentation techniques
Personal Qualities — | Self/Life Self/L ife Management — Personal Qualities —
Responsibility M anagement- Core-Worker Action-resultsorientation
Socia Ethics Ability to... Adaptability, deding w/
Self-management Assertiveness Meet job expectations change, flexibility
Stress Management Balance work and personal life Continual learning,

Time Management
Personal Presentation

Progresstoward potential

Attitude (chooseto..)
Act honestly, ethically & responsibly
Follow rules and regulations
Establish professional development goals
Develop job-required knowledge & skills
Demonstrate adaptability and initiative
Pursue lifelong learning
Maintain a healthy lifestyle

Skl lIsto..
Set goals & plan career
Document own performance
Self-assess & process feedback
Acquire a mentor
Manage stress

K nowledgeof..
Career path opportunities
Individua development plan (IDP)
procedures
Mentoring programs
Professional development resources
USCG personal & family support programs
availableto civilians

information seeking
Quality orientation

Work orientation, attitude,
professionalism
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Resources— Management M anagement Planning, organizing
Allocatestime Financial management Managerial Sets priorities, allocatestime
Allocatesmoney Human resource Ability and resources effectively
Allocates management Manage programs effectively (including using
material and Technology management information and decision support
facility resources management systems.

Allocates Human Skillsto...
Resources Manage program finances
Knowledgeof...
Cost/benefit analysis techniques
Supervisory
Ability
Manage multiple projectsin varying situations
Skill to...
Manage projects and resources (funds,
equipment, personnel, etc.) effectively
Identify and meet resource requirements
Interview candidates for hire
Knowledgeof...
Project management techniques
Technical, political and socioeconomic trends
likely to affect the workplace
Financial management and budget process
Coreworker
Skill to...
Organize work environment
Prioritizetasks
Managetimeeffectively
Knowledge
Timemanagement techniques
Risk management techniques

Informatlon - Manaqement (cont.) Information Knowledqe management
Acquires and Information Analysis& | M anaga»|a| Assimilates wide variety of
evaluates Management Attitude (chooseto...) information
information; Program/Process Identify and apply appropriate trendsto Coast understands and uses arange
Organizes and Management Guard of information sources
_m?inta'n' Skillsto... effectively
information; i ;

Interpretsand Apply stetistical analysis
communicates

information

Uses computers

to process

information.
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| nter per sonal Interpersonal Skills— I nter personal competencies —
Skllls Teamwork Managerial
Participates as a Conflict management Attitudes (choosesto...) _
member of a Diplomacy Develop/participatein professional and
team; Diversity community organizations
Teachesothers, Partnering Skill to... _
helps others learn Networking Manage group dynamics
Serves clients/ Negotiating/influencing | Knowledgeof...
customers Various team structures
Negotiatesto Group dynamics
arriveat a Supervisory
solution Attitudes (choosesto...)
Works with Provide recognition and rewards

cultural diversity

Promote work-life balance
Skillsto...

Promoteteamwork

Resolve conflict
Knowledgeof...

Conflict resolution techniques

Empowerment concepts

Fair & unfair labor practices
CoreWorker
Abilities

Act asateam player

Attitudes (chooseto..)

Demonstrate respect for al others

Inter personal (team

orientation)

. Builds and mends
relationships
Manages conflict
Develops consensus
Determines when team
approach is most
relevant to the work
Encourages trust and
openness among team
members

Cultural sensitivity,

w
Functions effectively in
non-native cultures
Capitalizeson
workgroup diversity

Vaue the customer
Seek and accept feedback from others
Develop networks
K nowledgeof..
Customer needs
| nter per sonal Leadershlm L eader ship- Leadershlp
skills (cont.) Teambuilding Managerial Instills vision and sense
. Exercises Decisiveness Attitudes (choosesto...) of mission
leadership Change management Demonstrate visionary initiative Plans, analyzes, makes
Political savvy Skill to... decisions effectively
Coaching Manage organizational change Establishes
Supervisory developmental climate
Abilities Sets goalsjointly
Develop subordinates Creates understanding
Adapt leadership approaches in varying Notices patterns, subtle
situations cues
Attltude(choosesto J) p0||t|ca| savvy
Support organizational change Accomplishes
Mentor others objectivesin political
Empower others environment
Manage subordinates performance Uses ingenity in
Enforce rules and regulations dealing with
Ensure a safe working environment bureaucracy

Sk illsto..
Defi ne expectationsfor direct reports
Coach subordinates

Analyze & correct performance deficiencies

Knowledgeof..
Employee hedth & safety
Incentives & awards system (civilian &
military)
Organizational vision, strategy
Mentoring and coaching techniques
M
Abilities
Demonstrate followership
Attitude (chooseto...)
Look out for others welfare
skill to...
Practi ce teambuilding techniques

Pragmatic in planning
and executing work
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Systems— Organlzatlonal - Organizational Cognitive
- Understand how Vision Managerial Broad environmental
social, Strategic Planning Ability - sciences understanding
organizational, Organizationa Develop policiesand procedures Customer orientation
and technological awareness Implement policy/legislative changes Responds well to
systems work External awareness Evaluate policy/legislative changes internal and external
Monitors and Performance Attitude (choosesto...) customers
corrects Measurement & Assess, define and communicate risks within Understands impact of
performance Improvement own area of responsibility customer orientation on
Improves and Customer focus Conduct program reviews agency mission
Designs Systems (orientation) Skillsto... Or ganizational
Set avision for program
Develop strategy u n Ovtljlr%:r:m ds a0en
Develop legislative proposal 'Slanas agency
T . organization/structure
Employ systemsthinking tools and techniques Understands how
Develop and implement workable solutions government agencies
K nowledge of.. function
Global trends Understands how social,
Workforcetrends technological, economic
Agency/national policy change affects business
Fiscal and political reality and government
L egislative proposal process Understands impacts of
Regulatory process business and the world
Work processes and systems thinking on EPA
Process improvement techniques
Measurement criteria
Sugerwsory
Ability
Evaluate and measure project results
Manage employee performance
Skillsto...
Develop business strategy for area of
responsibility and adign w/ USCG strategy
Knowledgeof...
. Loca union contract
Coast Guard performance plan requirements
TQM practices and processes
Coreworker
Knowledgeof..
USCG hlstory & core vaues
USCG & DOT structure and missions
USCG civilian and military personnel
management system
USCG Budget process
Relationship & rightsw/ [abor union
Coast Guard basic procurement processes and
procedures
Technology M anagement- Managerial Cognltlve
Selects Technology Mgmt., Supervisory Information technology
technology Skill to... Technical, functional
Applies Use technology, especially information expertise
technology to technology, and capabilities effectively Maintains records so
task Knowledgeof... that information is
Maintains and Technological capabilities, especialy accessibleto saif &
troubleshoots informetion technology others
technology Core-Worker Learnsand uses
Skill to... equipment relevant to
Use computer applications the unit
Teaches othersto use
data and technology

Marketing - market analysis,

distribution, message
development, advertising,

product knowledge, message

packaging

Marketing---Market a program and communicate
requirements
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ppendix 7. List of CIVNA recommendations (continued).

Appendices

" Stroke of
the Pen"
Iltems

Requires
Policy
Change(s)

Difficulty:
1 - Easy, quick
2 —Redirect
staff & $$$
3—long-term
commitment

Progress:
1—underway
2—completed
3—no progress

Responsibility

RECOMMENDATIONS

TRAINING/LEARNING

1

Monitor progress of President’s Task Force on Federal Training Technology that was
established by Executive Order 13111 dated January 12, 1999.

2

Include as part of Coast Guard's annual budget process a set of goals to provide the|
highest quality and most efficient training opportunities possible to its employees,
and a set of performance measures of the highest quality and availability of training
opportunities possible to its employees. Such measures should be, where
appropriate, based upon outcomes related to performance rather than time
allocation.

N

G-W

I dentify the resources necessary to achieve the af orementioned goals and
performance measures articulated in its annual performance plan.

<

N

G-WTT

Use the standards recommended by the Task Force and published by the Office of
Personnel Management for purchasing training software and associated services.

G-WTT

G-WT gain familiarity with the ILA pilot projects and consider future adoption
if/when they prove successful.

G-WT, CIO

Investigate and promote access to CBT opportunities already available on the web, such

as.

Rl w

G-WT, CIO
G-WTT

DOT’ s developing Transportation Virtual University (TVU)
(http://www.tasc.dot.gov/TVU/) and alist of educational institutions offering on-
line and correspondence courses.

2
Complete,

see G-WTL
wehdgite

G-WT, CIO
G-WTT

Federal Learning Exchange (http://www.flx.gov/). FLX is one of four,
complimentary, Web-based services offered free to the public by the Department of
Labor. Itisan “electronic marketplace” for classroom courses, distance learning
opportunities, web- and computer-based training, educational programs, conference
workshops and seminars, and the providersthat offer them.

1

G-WT, CIO

America’s Learning Exchange (http://www.alx.org/). ALX also is another of the
services offered free to the public by the U.S. Department of Labor through
Americas Career Kit. ALX issupported by many professional training and
educational organizations dedicated to providing the knowledge, expertise, and
constituent networksto ensure users find the resources they need.
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Appendix 7. List of CIVNA recommendations (continued).

Appendices

" Stroke of the Policy Difficulty: Progress: Responsibility RECOMMENDATIONS
Pen" ltems Changes |1 - Easy, quick 1—underway
2 —Redirect 2 —completed
staff, & $$$ 3 —no progress
3—long-term
commitment
v 1 1 G-WT, CIO DPEC (http://training.webserve.net/). DPEC providesinformation systems
training with alibrary of top-quality, ready-to-use (CBT) and self-study
products.
V4 l 1 G_WT’ ClO OPM S Res_on_Jrce Center for Addressing and Resolvi ng Poor Perforr_nance (just-|
in-time training) (http://www.opm.gov/perform/poor/index.html-ssi).
v 1 1 G-WT, CIO One DOT Training Page (http://interweb.dot.gov/training.htm) which covers
on-line course work.
v 1 1 G-WT, CIO | Communicate/take advantage of existing, Coast Guard-provided on-line training to
develop Work Station I11 skills (http://rtcs10net.rtc.uscg.mil/register/).
V4 2 1 G-WT. ClQO |Share development and use of Computer-Based Training technology with other
’ agencies, particularly DOT, to leverage existing funds. “Don’t reinvent the wheel!”
2 3 G_WT’ CIl O |Setup FAQ (frequently asked questions) database to help employeesidentify and "walk
through" solutions to common workstation problems.
4 3 G-WT Make the Leadership Development Center (LDC) at the Coast Guard Academy a Center
1 of Excellence for high-tech learning opportunities for supervisory, manageria and
|eadership skillsfor the entire Coast Guard workforce, including the civilian workforce.
2 1 (under discus- G-WTT Provide Continuing Professional Education (CPE) credits for job-related training, and
sionw/ DOT) recognize/reward those who earn them.
2 3 G-WT Purchase and distribute videotape and booklet, " Getting Results Through Learning," to
help teach unit personnel how to create an environment for continuous learning.
3 1 G-WT Develop “push” technology to inform prospective trainees of training/learning
opportunities coming available (link to IDP). Issue al training announcementsin a
variety of media (ALCOASTSs, e-mail, web-page, etc.) and indicate civilian availability.
V4 3 3 G-W Consider flexible work-schedul es/devel op work/study policiesto allow employeesto
study during work hours at work or on home workstations during workhours.
4 2 1 G-WT Establish policy and target funding to provide mentoring training/learning opportunities
to significant portion of the civilian workforce annually (e.g. minimum 15%).
3 1 G-WT Establish tuition assistance program funding for both military and civilians equal to full
parity with DOD ($3,500/student/year).
v 3 3 G-WT Establish a standard (e.g. 10%, 15%) for employee time to spend in training or

developmental activities while at work.
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Appendix 7. List of CIVNA recommendations (continued).

Appendices

" Stroke of the
Pen" Items

Policy
Changes

Difficulty:
1 - Easy, quick
2 —Redirect

staff, & $3$
3—long-term

commitment

Progress:
1—underway
2 —completed

3—no progress

Responsibility

RECOMMENDATIONS

MENTORING

2

G-WT

Reassess “marketing” (e.g. what do people know, what’ s the best way to communicate
with each of them, how to create interest) of mentoring program —why do CG civilians
and military still remain ignorant of it? Restructure program, provide more/different
|earning/training opportunities, improve “advertising,” etc. to meet needs of civilian and
military workforce.

G-WP

Encourage the practice of mentoring by adding a mentoring/career development section
to performance appraisal's, and require comments discussing supervisors mentoring and
development of subordinates.

G-W

Senior leadership (Flags and SESs) set example by establishing formal mentoring
relationship with mentee (some have done so for years). Publish periodic Flag Voice
emphasizing importance of taking time to mentor and recognizing those who mentor.

G-WT, LDC

Include mentoring skillsin Leadership and Management School (LAMS).

COACHING AND CONFLICT RESOLUTION

G-W

Establish policy to require all supervisors of civiliansto successfully complete the
course, “Civilian Personnel Procedures for Supervisors’. It containsinstruction on legal
issues such as grievances, disciplining employees, and doing performance evaluations.
It also discusses counseling employees and empl oyee devel opment.

G-WT

Develop “Civilian Personnel Procedures for Supervisors’ course for on-line training
applications.

G-WT

Include sectionsin “Civilian Personnel Procedures for Supervisors’” on counseling and
development to encourage a coaching environment.

G-WP/G-
WP

Advertise and use more widely existing coaching and counseling documents such as“A
Supervisor’s Guide to Career Development & Counseling for Civilian Employees.”

NI PN

G-WT

Create or adapt an existing course, similar to the Unit Leadership Program, to teach
conflict resolution techniques or consider using an existing curriculum such as “Increase
in Human Effectiveness.”
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" Stroke of the

Policy Difficulty: Progress: Responsibility RECOMMENDATIONS
Pen" Items Changes |1- Easy, quick 1 —underway
2 —Redirect 2—completed
staff, & $$$ 3 —no progress
3-long-term
commitment

V4 V4 1 3 G-WT Reprioritize Coast Guard training and funding to recognize critical training and
developmental needs. “Leadership” isviewed as “soft” training, and ranks next to last (8
of 9) intraining category prioritization. A lack of leadership, conflict resolution, or good
supervisory abilities can “casrep” acommand just as effectively as alack of operational
qualificationsfor critical personnel.

V4 4 l 3 G-WP Provide all new supervisors (military and civilian) with a Supervisors' "Welcome
Aboard” package that includes"A Supervisors Guide..." and "Managing the Civilian
Workforce, a Guide for the Military Manager."

V4 2 3 Develop IRM capability to identify supervisors, particularly civilian supervisors, to
measure overall supervisory performance, ensure trai ning/learning opportunities are
provided, etc. No such capability currently exists!

PERFORMANCE MANAGEMENT (continue to improve the EARS process)

V4 1 G-WPC Encourage early discussion sessions between supervisors and employeesto firmly set
expectations and standards for individual performance.

V4 l 1 G-W Require supervisors to provide feedback on how well employees are meeting/exceeding
standards and offer the opportunity to change unrealistic or problematic standardsin
both formal, informal, and scheduled interim eval uations.

v 3 3 G-W Establish reward system to encourage responsible individual growth, action orientation
and acceptance of reasonable risk. Develop policy guidelines that cover avariety of
rewards for risk taking (lessons |earned).

V4 3 3 G-W Link awards and performance appraisals to established performance milestones and goal
achievement — use them to encourage individual growth, action orientation and
acceptance of reasonable risk.

v 1 1 G-W Promote awareness of Special Act and On-the-Spot awards available to civilians.

v 2 3 G-W Identify Performance/developmental needs and make them part of developmental/
performance plan for next performance period.

V4 2 3 G-W Provide opportunities for employeesto evaluate their supervisor —i.e. 360° performance
review — and provide management information for rewarding or developing good
supervisory skills and behaviors.

V4 3 3 G-W Review and amend position descriptions to reflect necessary competencies to meet

mission/performance requirements. New PDs should be “dynamic” and reflect changing]
requirements, standards and best practices as the environment changes.
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Appendices

" Stroke of the Policy Difficulty: Progress: - RECOMMENDATIONS
Pen" ltems Changes |1 - Easy, quick 1-underway |3
2 —Redirect 2—completed |2 -
staff, & $$$ 3—-noprogress |
3—long-term %
commitment o
PERSONAL DEVELOPMENT - Individual Development Plans (1 DPs)
v 2 1 G-WTL  [Create IDP guidance with clear directions, accountabilities and responsibilities for
employees, supervisors, mentors, and career counselors, (refer to National Institute of
Health (http://wflc.od.nih.gov/wflc/careers/idp/goal s.html) and Department of
Agriculture (http://www.usda.gov/ocfo/devpgm/rdcpepdf.pdf).
v 2 1 G-WT Develop an IDP policy statement.
2 G_W, CFP’ Use Computer Based Training (CBT) and avariety of media (ALCOAST, e-mail, web-
CclO pages, CG Magazine, pay-check notes, etc.) to train/explain use of IDPs.
V4 3 3 G-WT Provide opportunities for all employeesto receive training in the effective use of IDPs.
V4 3 3 G-WT Encourage/require IDP’ s as part of every application package for Coast Guard-
sponsored training. (OPM and Department of State already require thisto ensure
training requests are linked to required skills and developmental needs).
4 2 3 G-WT “Lead the charge” (G-W) by (1) sending an ALCOAST explaining the IDP, (2) doing an
IDP Flag Voice, and (3) measuring compliance with, and effectiveness of, IDPs.
4 2 3 G-WPC |AddressIDPsin the EARS instruction.
J 2 3 G-WPC Present IDPs to every new employee and a sample (with explanation) beincluded in a
unit welcome aboard package.
4 2 3 G-WPC Provide orientation training that includes topics on professional development and the usq
of IDPs.
v 2 3 G-WT Review IDP discussion in the Civilian Personnel Procedures for Supervisors course and
emphasize the role of the supervisor.
4 2 3 G-WTL [Include asegment onIDPsin the Civilian Orientation Course.
J 2 3 G-WTL Design afollow-up survey in the Career Enrichment Seminar to determine if employees

use the IDP skillsthey learned in the class.
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" Stroke of the

Policy Difficulty: Progress: Responsibility RECOMMENDATIONS
Pen" Items Changes |1- Easy, quick 1 —underway
2 —Redirect 2 —completed
staff, & $3$ 3 —no progress
3-long-term
commitment
PERSONAL AND FAMILY SUPPORT PROGRAM
V4 V4 l 3 G-W Identify changing workforce needs with a simple, cost-effective survey tool.
v 2 3 G-W Regularly measure the Coast Guards satisfaction of workforce needs.
V4 1 3 G-WP Provide amatrix to all supervisors (military and civilian) showing the role and services
of the CSA.
V4 3 3 G-W Add/delete/lamend CG-provided services to meet changing needs.
CAREER MANAGEMENT
V4 1 1 G-WT Provide on-demand accessto existing professional development resources available to
the civilian workforce.
V4 3 3 G-W Describe and publish career development strategies for all civilian personnel, broken
down to the serieslevel.
3 3 G-W Identify and publicize known career path opportunities.
4 3 3 G_W, Cl O |Use*“push” technology, in which notices of new information are automatically
forwarded viae-mail, to notify interested parties when jobs come open.
V4 2 3 G_W, Cl O |Add professional/career development competencies to the evaluation system.
2 3 G-W Publish professional development opportunities and statisticsin various media.
V4 4 l 3 G_W’ Encourage/require career ladder positions be filled at lowest level, providing
G-CCS opportunities for development within position. Provide supervisor incentiveto hire
- employeesinto developmental/career ladder positions by making new policy to charge
pay account for career ladder employees actual salary, rather than full cost of highest
grade within position.
J 1 3 G-W Monitor DODs “ broad-banding” demonstration project for civilian personnel

management.
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Appendices

" Stroke of
the Pen"
Items

Policy
Changes

Difficulty:
1 - Easy, quick
2 —Redirect

staff, & $$$
3—long-term

commitment

Progress:
1—underway
2—completed

3 —no progress

Responsibility

RECOMMENDATIONS

ORGANIZATIONAL KNOWLEDGE

G-WT

Present basic organizational information to teach new Coast Guard employee as part of
the civilian orientation process, including:

Provide new employees with Coast Guard organizational structure
and relationship to ONE DOT.

Provide new employees with Coast Guard strategic plan and current
year goals and business plan.

Provide each new employee with an equivalency table
(civilian/military) to be included as part of check-in procedure.

NI N NN

R W W W

G-WT

Develop ayear-long, self-directed, orientation program using CBT technologies, video,
and interactive experience that each new civilian must compl ete successfully during
his/her “probationary” first year. Let this replace the current, week-long, non-resident
training class currently available to asmall percentage of GS-9s and above.

N

G-WT

Present knowledge of basic organizational issues (goals, directorate organization, etc.) to
each new Coast Guard employee as part of the civilian orientation process. Include a
form that provides a hardcopy of orientation discussion signed by employee and
supervisor.

G-WT/G-I

Develop one, organization-wide, multi-media version of CG history to be shown at all
civilian orientations and al military indoctrination.

G-WT

Make basic information available on demand to reinforce employee' sinitial learning.

G-WT

Develop on-line learning opportunities for supervisors and managers that include union
representation, fair and unfair labor practices, the legislative and budget processes, etc.
asarequired part of professional development.

G-WT

Develop computer-based model or areference handbook with information on Coast
Guard and DOT organization that links individual jobs with the organization and
strategic goals.

Wl W WWN

G-WT

Upgrade existing database of COMDTINSTS, policies, etc. for aplain language (8th
grade level) Employee Desk Reference Guide web site of up-to-date policies and

procedures.
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Appendices

" Stroke of Policy Difficulty: Progress: Responsibility RECOMMENDATIONS
the Pen"” Changes 1 - Easy, quick 1—underway
Items 2 —Redirect 2 —completed
staff, & $$$ 3 —no progress
3—long-term
commitment

2 1 G-WTL  |Establish policy to facilitate rotational assignments for employees within and between
Coast Guard units and organizations, and between Coast Guard and external
organizations (i.e. between suppliers, customers and stakeholders). Thiswill not only
improve Coast Guard organizational knowledge but will facilitate communication,
trust, and the understanding and devel opment of good customer service habits among
and between people of interdependent organizations.

PROGRAM AND PROJECT MANAGEMENT
V4 3 3 G-C Develop policy on using risk-based decision-making to manage programs and projects.
4 3 3 G-C Include provision for rewarding and recognizing innovation, including calculated risks
that resulted in failure.

3 1 G-C Teach and encourage empowerment —it’ s become a trite by-word that people are tired
of hearing. It is hard to be risk-averse and empower others to make decisions without
micro-managing and discouraging innovation.

SHELFWARE

v 1 1 G-WT Post the result of this and other assessments on the web for all to read.

4 1 1 G-WT Act on theresults of all of the needs assessments as quickly as possible. We included
alist of “stroke of the pen” recommendations that can be enacted without great delay.

2 1 G-WT Consider all of the recommendations from this and the other completed needs
assessments, together, in total. (FF21 workgroup)

v 3 G-WT Develop an implementation plan for Coast Guard-wide distribution and tracking on the
web, so the cynics, realists, and optimists can all measure progress together.

4 4 l 3 G-WT L eadership communicate proactively and frequently on this and other surveys—the
workforce is becoming weary of surveys and studies that repeat themselves, take
productive time, delay change, and make more cynics.

v 2 3 G-WT SES members of the Guidance Team suggested that the USCG SES Corps lead

implementation of the recommendations. CIVNA Team recommends that G-W/WT

engage SES community.
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Appendix 7. List of CIVNA recommendations (continued).

Appendices

" Stroke of Policy Difficulty: Progress: Responsibility RECOMMENDATIONS
the Pen" Changes |1 -Easy, quick 1 —underway
Items 2 —Redirect 2 —completed
staff, & $3$ 3—no progress
3—long-term
commitment
MILITARY/CIVILIAN CULTURAL INTERFACE

4 2 3 G-WT Fill al civilian billets quickly. Every Coast Guard member sharesin the total workload,
so long as any billet is vacant others must pick up the slack. A vacant civilian billet
means that all others, both military and civilians, must work alittle harder just to meet
organizational goals. Every vacant billet taxes every filled billet.

V4 3 1 G-WT Ensure parity between civilian and military workforces for training, professional
development, and |leadership and supervisory opportunities.

2 3 G_WT’ CIl O |Develop web page for military/civilian crossover issues (frequently asked questions).
4 1 3 G-WT Encourage military and civilians together to work together on mentoring programs so
each can |learn the other's structure, values, and perspectives.

V4 2 1 G-WT Introduce civilian workforce awareness (value, policy, differences) earlier in military
career (i.e. USCG Academy, OCS). Add a segment to curriculum of all indoctrination
classes and orientation.

v V4 l 3 G-C Include civilians on military promotion boards, particularly SESs on flag selection
boards.
ATTRITION & WORKFORCE MANAGEMENT

V4 V4 l 1 G-W Make exit interviews a mandatory piece of the checkout/discharge process!!

4 2 3 G-W Create developmental positionsfor interns, new hires— akin to developing aUSCG
“farm club” for accession to the “major leagues’ thereby replenishing the ranks of
retiring workers.

4 v l G-W Routinely measure performance of civilian personnel management system and post the
results.

v 3 G-W Engage users in fixing systemic problems.
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Appendix 8
Team Members

Civilian Needs Assessment Team:
Mr. Frank S. Wood, Chairman (NPFC)
CDR Keith Cameron (G-MRP)
Mr. Frank Taraborelli (AR& SC)
Ms. Tracy Harvey (GroupAirSta Atlantic City)
Ms. Cynthia (CJ) Johnson (1SC WLS Alameda)
Mr. Barry Levine (USCGA) (resigned 5/2000)
Ms. Paulette Hooe (1SC New Orleans)
Ms. Shirley Rochon (G-SRF)
BMCM Diane Bucci (HSC) (transferred 5/99)
Ms. Lois McBrayer (LantArea Ops) (retired 12/99)
Ms. Cathy McDermott (G-1)(resigned 9/99)
Mr. Brian Jones (G-WTR)
Ms. CoraMcVey (G-WTL)
Ms. Jennifer Kraly (contractor facilitator) (USCG employee 4/2000)
Mr. Paul Robbins, Performance Technology Consultant (PTC Petaluma)
LCDR Cathy Tobias, Performance Technology Consultant (G-WTT)

Guidance Team:
CAPT Bienvenido Abiles, Chairman (G-WTL) (retired 1/2000)
Mr. William Campbell (G-CFP)
Mr. Jerry Y oest (G-Cl)
Mr. Jeff High (G-MW)
Mr. Robert Horowitz (G-L)
Ms. Brenda Beasley (G-A-2)
Mr. Paul Glahe (G-SR)
Ms. Nancy Raum (G-WPC)
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