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CO/OINC 2006 SURVEY REPORT APPENDIX
· CO/OINC 2006 QUESTIONS WITH PROCESS OWNER

· CO/OINC 2006 SUMMARY OF OPEN ENDED QUESTIONS
· CO/OINC 2006 RESULTS % POSITIVE  BY QUESTION
· CO/OINC 2006 RESULTS % NEGATIVE BY QUESTION
· CO/OINC 2006 ACTIVE COMPONENT IMPORTANCE AND PERFORMANCE MEANS WITH SCATTER PLOT

· CO/OINC 2006 RESERVE COMPONENT IMPORTANCE AND PERFORMANCE MEANS WITH SCATTER PLOT

· CO/OINC 2006 CIVILIAN COMPONENT IMPORTANCE AND PERFORMANCE MEANS WITH SCATTER PLOT

Executive Summary

The CO/OINC Survey measures unit commanders' perceptions about how effectively the CG-1 mission, to meet the people needs of the Coast Guard and the needs of Coast Guard, is being executed. This CO/OINC Satisfaction Survey is the third annual measurement; first conducted in 2004, and then again in 2005 and now in 2006. 
For the 2006 Survey (conducted in MAR-APR 2007) we made a significant change to the survey by adding the dimension of “Level of Importance” to each statement for which we asked for “Level of Agreement” (agreement that the process is working well).  Program managers will be better able to focus improvement efforts by knowing which processes respondents considered most in need of improvement and which processes were considered most important.
Highlights:
The top five issues rated highest in “Importance” and with the lowest level of “Satisfaction” were:

1) Active Duty members arrive with Pipeline training completed
2) The Personnel Allowance List (PAL) accurately reflects the number of Active Duty billets my unit needs
3) Active Duty enlisted members assigned to my unit arrive with the experience needed to perform their duties
4) The Civilian Discipline process works well 
5) The Active Duty Enlisted members assigned to my unit arrived with the knowledge, skills, and abilities needed to perform their duties
In addition to questions regarding process, respondents were asked the open-ended question “What one process would you improve to better support your unit?”  By far the most common theme that surfaced among the open comments was the need to have pipeline (pre-arrival) training complete before members arrive at their newly assigned duty station.  Those commenting said that it is common to see members arrive to a new operational unit without all their pipeline training complete.  Unit COs/OINCs have to rely upon on-the-job training or have their members take the pipeline/C-school training after beginning their new assignments, affecting unit readiness.  

The second most frequently recurring comments were about the assignment process.  The most common issue raised regarding this process was the need to make assignment decisions earlier.  Respondents complained that late assignments caused major hardship for the member and presented problems for the unit as well.  Others noted a need for the process to be more “transparent.”  Many also mentioned the need for a better quality of fill.  Regarding enlisted assignments, respondents said that background, training, and specific experience should play a larger role in assignments.  
Other common topics raised were: difficulties with T-PAX and Direct Access, and the civilian hiring process taking too long and being cumbersome.

The top five processes that the COs and OINCs rated most important and most problematic suggest a need for senior leadership attention.  

Four of these five issues fall under CG-1’s organizational ownership: “Active Duty members arrive with Pipeline training completed”, “Active Duty enlisted members assigned to my unit arrive with the experience needed to perform their duties”, “The Civilian Discipline process works well” and, “The Active Duty Enlisted members assigned to my unit arrived with the knowledge, skills, and abilities needed to perform their duties”.  
Pipeline training is a widely cited and widely misunderstood issue.  The technical definition is training that must be received by the individual prior to reporting and for which the required FTE has been funded.  This allows an individual who must receive training to be replaced at the departing unit, enter the training “pipeline,” and on graduation relieve his or her predecessor at the new unit.  In other words, the extra FTE allows both the sending and receiving units to be fully manned while the individuals are being trained.  There are few class-C training requirements that are “fully funded” with the necessary FTE.  Any other situation, whether called mandatory “pre-arrival” or “pipeline,” where the FTE is not allotted, creates a hole.  Either the sending unit must suffer a gap by sending the individual early, the receiving unit suffers a gap as an incumbent is transferred while the relief is still in training.  Often this is a combination of both, but in many cases the person is ordered into the new unit with the stipulation that he or she will get the needed training as soon as possible after arrival.  This latter situation is the one most bitterly complained about, and for which CG-1 may be erroneously blamed.  
However, even when there is sufficient FTE to create a true training pipeline, the batch-processed nature of assignments creates a huge load for training centers that are staffed based on level loading.  Close coordination of training and assignments is necessary if the system is to operate within its resource constraints.  This situation, coupled with the resource issues above, indicate a need for a thorough accounting of the flows and unfunded liabilities associated with pre-arrival training.  Once the situation is clearly understood, efforts should be undertaken to ensure that unit commanders have reasonable expectations.  

Further analysis is required to determine whether survey responses correlate to units that have pipeline training requirements outlined in existing policy (e.g. Cutter Training and Qualification Manual).

The issue of Active Duty enlisted members arriving with the “experience”, “knowledge”, “skills”, and “abilities” to perform assigned duties has many facets.  It is the nature of military service that considerable experience and ability is gained while on the job.  A person enters a job with some minimum level of skill or experience, and further develops while doing the job, eventually reaching a full performance level.  Further research and the use of level 3 and 4 training evaluation should indicate the way ahead.  Another facet not explored is whether respondents are scoring the arrival of new military members from recruit training, from another unit, or both.  For this reason, the instrument will be modified to differentiate assignments of recruit training graduates from end of tour reassignments.

The fifth issue, “The Personnel Allowance List accurately reflects the number of Active Duty billets my unit needs” reinforces the need for a robust Manpower Requirements Determination capability that informs billet allocation.  A few respondents reported this concern in the open comments section of the survey. “We continue to do more with less…additional demands and new missions are commonplace; yet we see no significant increase in personnel” and “we have to know when to say when…the amount of work has been growing for years.”  

Recommendations:
· CG-1 process owners thoroughly review the specific open comments relating to their world of work 
· Process owners give particular focus on the most common or recurrent themes, including: the assignment process, pipeline training, and civilian hiring.  Process owners should analyze these issues and propose solutions
· CG-1 report to the field on how we are addressing the additional process problems noted (assignment process and civilian hiring)
· Forward concerns regarding e-Coast Guard and systems difficulties to appropriate Program Managers and CG-6
· Forward concerns regarding manpower/strength to the broader resource and ACO community - CG-83 and Program Managers in ACO, CG-3, CG-5, CG-7
Survey Method
Method: The survey was conducted by Internet and a paper version was made available for those who did not have convenient access to the Internet. Invitations to participate in the survey were sent to 772 unit commanders explaining why the survey was being conducted, how the survey information would be used, and why participation was important. Throughout the administration period, additional e-mail reminders were sent to encourage survey participation. Data were collected between March 14, 2007 and May 7, 2007. 
Response Rate: Of the 772 unit commanders receiving survey, 648 completed the survey for a response rate of 84 percent.
Questionnaire Scales: Questions in each part of the questionnaire asked participants to rate the topics by responding on a five-point scale anchored by "Strongly Disagree" to "Strongly Agree" 
The scales were designed so that higher numbers represent preferred outcomes. 
· 1:Strongly Disagree

· 2: Disagree

· 3: Neutral
· 4: Agree

· 5: Strongly Agree

A four-point scale anchored by "Not Important" to "Not Very Important" measured significance. 

· 1: Not Important

· 2: Somewhat Important
· 3: Important
· 4: Very Important

The CO/OINC Survey measures the following processes: 
	Process/Component
	Active
	Reserve
	Civilian

	Assignment
	X
	X
	

	Hiring
	
	
	X

	Performance Appraisal
	X
	X
	X

	Awards and Recognition
	X
	X
	X

	Medical Board Process
	X
	X
	

	Personnel General Support
	X
	X
	

	Discipline Process
	X
	X
	X

	Uniforms
	X
	X
	

	Training
	X
	X
	X

	Work Life
	X
	X
	X


In 2007, several questions were revised or added.  The large majority remained consistent, allowing trends to be reported.   A significant change was made to this year’s survey by adding the dimension of “Level of Importance” to each statement which asked for “Level of Agreement.”  This importance dimension provides perspective when determining in which areas to focus improvement.      

Survey Results

Survey numerical results are organized by workforce component (i.e., Active , Reserve, and Civilian).  Dimension level results were reviewed to gain overall perspective over the three administrations of the CO/OINC Survey.  The current year’s results are then presented on a scatter chart of importance vs. satisfaction.  From the scatter plot, more important items with lower satisfaction levels are identified.  While this section provides an overview of numerical results, closer examination of the detailed appendices by process owners and finer analysis by unit type (e.g., stations, sectors, Cutters, etc.) of the data are needed to gain proper perspective.

Active Component Results

The following chart shows how respondents rated the various process types over the three CO/OINC Surveys and is aggregated into categories.  
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Chart A1
Process Evaluation Trends
The following chart plots the individual items that related to Active Component Processes in 2006.  It uses the means from the 4 point importance scale and the 5 point satisfaction scale to identify high importance items rated with low satisfaction.
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Chart A2
Scatter Plot of Active Component Results
Table A1 (page 6) lists key items identified using Chart A2.  
Questions 2 (Enlisted Detailer) and 21 (Medical Care) are grouped with a high level of both importance and satisfaction.  Question 1 (Enlisted Assignments) was highest in importance and in the positive midrange for satisfaction.  These items are circled in GREEN.
Questions 19 (Dental), 28, 30 (Discipline), and 41 (Work Life) all cluster in the midrange of importance and are highly rated in satisfaction.  These items are circled in BLUE.
Questions 7 and 8 (Personnel Allowance), 9 and 10 (Enlisted Knowledge and Experience), and 33 (Pipeline Training) are rated highly important and are viewed as unsatisfactory.  These items are circled in RED.
	PROCESS
	NUM
	ITEM
	POS
2004
	POS
2005
	POS
2006
	DELTA
05
	DELTA
04

	High Importance and High Satisfaction

	Assignment Process
	2
	The Active Duty Enlisted detailers work well with my unit.
	87.0%
	78.8%
	74.7%
	-4.0%
	-12.2%

	Medical Process
	21
	Adequate medical care is available to Active Duty members.
	81.3%
	77.7%
	80.1%
	2.4%
	-1.2%

	High Importance and Moderate Satisfaction

	Assignment Process
	1
	The Active Duty Enlisted assignment process works well.
	81.4%
	74.4%
	68.4%
	-6.0%
	-13.0%

	Moderate Importance and High Satisfaction

	Medical Process
	19
	Adequate dental care is available to Active Duty members.
	84.7%
	80.9%
	88.7%
	7.8%
	4.1%

	Discipline Process
	28
	Effective informal tools are available to maintain good order and discipline for Active Duty members at my unit.
	76.8%
	81.0%
	89.9%
	8.9%
	13.1%

	Discipline Process
	30
	The Military Justice System (NJPs or Court Marshals) works well for Active Duty members.
	83.0%
	77.5%
	86.5%
	9.0%
	3.5%

	Work Life
	41
	Work life programs such as Grief Counseling, Family Advocacy (Adoption, Special Needs program, Domestic violence intervention), Wellness, etc. provide adequate support to my Active Duty members.
	
	
	84.5%
	
	

	Moderate Importance and Low Satisfaction

	Assignment Process
	7
	The Personnel Allowance List (PAL) accurately reflects the number of Active Duty billets my unit needs.
	43.9%
	41.7%
	44.9%
	3.2%
	1.0%

	Assignment Process
	8
	The Personnel Allowance List (PAL) accurately reflects the type of Active Duty billets my unit needs (e.g. grade, rating, officer specialty).
	51.2%
	45.8%
	50.2%
	4.4%
	-1.0%

	Assignment Process
	9
	The Active Duty Enlisted members assigned to my unit arrived with the knowledge, skills, and abilities needed to perform their duties.
	34.7%
	35.9%
	36.1%
	0.2%
	1.4%

	Assignment Process
	10
	The Active Duty Enlisted members assigned to my unit arrived with the experience needed to perform their duties.
	37.5%
	31.9%
	26.5%
	-5.4%
	-11.0%

	Training
	33
	Active Duty members arrive with Pipeline Training completed.
	29.5%
	25.1%
	20.9%
	-4.2%
	-8.6%


Table A1
Key Items from Scatter Plot Graph A2
Reserve Component Results

The following chart shows how respondents rated the various process types over the three CO/OINC Surveys and is aggregated into categories.
[image: image3.emf]Reserve Component By Dimension % Positive

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

2004 2005 2006


Chart R1
Process Evaluation Trends
This chart plots the individual items that related to Reserve Component Processes in 2006.  It uses the means from the 4 point importance scale and the 5 point satisfaction scale to identify high important items with low satisfaction.
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Chart R2
Scatter Plot of Reserve Component Results
Table R1 (page 9) lists key items identified using Chart R2.  
Questions 63, 64, and 65 (Physical/Dental Exams and Immunization availability), 82 (Pay Support) and 83 (Mobilization Support) clustered on the high side of importance and midrange of satisfaction.  Pay support was on the noticeably higher side of this grouping. These items are circled in GREEN.   

Questions 78 (Correspondence Courses) and 81 (Work Life) clustered in the midrange of importance and on the high side of satisfaction.  These items are circled in BLUE.
Questions 53 and 54 (Newly Assigned Enlisted Knowledge and Experience) clustered in the mid range of importance and were rated low in satisfaction.  Item 51 (PAL Reflects SELRES Training Opportunity) was in the same area of importance and slightly higher in satisfaction.  These items are circled in RED.
	PROCESS
	NUM
	ITEM
	POS
2004
	POS
2005
	POS
2006
	DELTA
05
	DELTA
04

	High Importance and Moderate Satisfaction

	Medical Process
	63
	Physical examinations are readily available for SELRES members.
	55.6%
	40.3%
	54.7%
	14.4%
	-0.9%

	Medical Process
	64
	Dental examinations are readily available for SELRES members.
	58.2%
	41.0%
	55.9%
	14.9%
	-2.3%

	Medical Process
	65
	Required immunizations are readily available for SELRES members.
	55.3%
	41.1%
	59.0%
	17.9%
	3.7%

	Personnel General Support
	82
	SELRES members receive adequate support in the area of Pay and Allowances Processing.
	61.1%
	43.3%
	67.9%
	24.6%
	6.8%

	Personnel General Support
	83
	SELRES members receive adequate support in the area of Mobilization.
	52.4%
	38.9%
	50.0%
	11.1%
	-2.4%

	Moderate Importance and High Satisfaction

	Training
	78
	Correspondence Courses, offered by CG Institute, are easy to obtain for SELRES members.
	66.1%
	44.1%
	80.8%
	36.6%
	14.7%

	Work Life
	81
	Work life programs such as Grief Counseling, Family Advocacy (Adoption, Special Needs program, Domestic Violence intervention), Wellness, etc. are providing adequate support to my SELRES members.
	
	
	71.7%
	
	

	Moderate Importance and Low Satisfaction

	Assignment Process
	53
	The SELRES Enlisted members assigned to my unit arrived with the knowledge, skills, and abilities needed to perform their duties.
	32.6%
	21.6%
	24.4%
	2.8%
	-8.2%

	Assignment Process
	54
	The SELRES Enlisted members assigned to my unit arrived with the experience needed to perform their duties.
	37.5%
	22.5%
	25.2%
	2.7%
	-12.3%


Table R1
Key Items from Scatter Plot Graph R2
Civilian Component Results

The following chart shows how respondents rated the various process types over the three CO/OINC Surveys and is aggregated into categories.
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Chart C1
Process Evaluation Trends
This chart plots the individual items that related to Civilian Component Processes in 2006.  It uses the means from the 4 point importance scale and the 5 point satisfaction scale to identify high important items with low satisfaction.
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Chart C2
Scatter Plot of Civilian Component Results
Table C1 (page 12) lists key items identified using Chart C2.  
Question 85 (Hiring) was highest in importance and low in satisfaction.  This item is circled in GREEN.

Questions 88 and 89 (New Civilian Knowledge and Experience) and 94 (Work Life) clustered in the midrange to high range of importance and on the high side of satisfaction.  These items are circled in BLUE.
Question 93 (Discipline) was in the midrange in importance and lowest in satisfaction. This item is circled in RED.
	PROCESS
	NUM
	ITEM
	POS
2004
	POS
2005
	POS
2006
	DELTA
05
	DELTA
04

	High Importance and Low Satisfaction

	Hiring Process
	85
	The Civilian hiring process works well.
	56.4%
	46.8%
	40.0%
	-6.8%
	-16.4%

	Moderate Importance and High Satisfaction

	Hiring Process
	88
	The Civilian employees assigned to my unit arrived with the knowledge, skills, and abilities needed to perform their duties.
	85.0%
	75.6%
	77.9%
	2.3%
	-7.1%

	Hiring Process
	89
	The Civilian employees assigned to my unit arrived with the experience needed to perform their duties.
	83.2%
	79.8%
	73.6%
	-6.2%
	-9.6%

	Work Life
	94
	Work Life programs such as Grief Counseling, Family Advocacy (Adoption, Special Needs program, Domestic Violence Intervention, etc.) and Wellness are providing adequate support is available to my Civilian employees.
	
	
	79.3%
	
	

	Moderate Importance and Low Satisfaction

	Discipline Process
	93
	The Civilian discipline process works well.
	31.5%
	23.4%
	14.7%
	-8.7%
	-16.8%


Table C1
Key Items from Scatter Plot Graph C2
CG-OAS and ULDP Results

Two questions asked about the value of unit level survey results from the Coast Guard Organizational Assessment Survey (CG-OAS) and the Unit Leadership Development Program (ULDP) Surveys.  Results for both surveys indicated greater satisfaction with the surveys compared to 2005 results when the questions were first asked.

[image: image7.emf]The Coast Guard Organizational Assessment Survey (CG-OAS) 
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Summary of Open Comments

The following is a summary of common responses from the open comment section where Commanding Officers and Officers in Charge were invited to comment.  Issues raised in this comment section correlated to the processes that respondents rated in the survey to be both most important and lowest rated.
PIPELINE TRAINING

Training is a concern for many of those surveyed.  This is especially evident in the cutter force and stations with many references to junior personnel arriving without experience and inadequate competencies.  While recruits are receiving adequate military knowledge, they are repeatedly reported to have little knowledge of basic seamanship and damage control.  Numerous comments were received indicating impaired mission performance as a result of untrained or unprepared members.

Many comments say that it is rare to see members arrive to a new (operational) unit with all their pipeline training complete.  Unit COs/OINCs therefore have to rely upon “on the job” training or have their members take the pipeline/C-school training after beginning their new assignments, presenting a major hardship for the units due to these long absences. 
For example, the following comments were made: 

“Additionally, there should be no gaps in pipeline/pre-arrival training.  Every member that is slated for pre-arrival training ought to have all training accomplished before arriving at the new unit”

"Pipeline training for members reporting to new units: it is extremely rare to see a member arrive to a new (operational) unit will all their pipeline training completed. Because of this fact, many operational units are negatively impacted and have to refer to ‘on the job training’ which is not the best way to train members. There is definitely room for improvement with respect to this process."
ASSIGNMENT PROCESS

The assignment process is perceived as slow and cumbersome, often affecting PCS transfers and pipeline training.  Small boat stations and ANT teams in particular feel that they face long periods of strained personnel; so much so that they cannot send members to training because of what they perceive as being minimally manned.  

Commanding Officers wish to have more interaction with detailers and the assignment process.  There is a sentiment that the needs of the command are secondary to the geographic location requests of the member.

For members, the assignment process is mysterious and gives no feedback as to what qualifications a member can do to improve his chances of getting a requested unit.  The type of competition a member might face for a desirable unit is also unknown to them.  

For example:
"Enlisted assignments need to be reworked.  Emphasis needs to be applied to qualifications more than assignment priority”

“There is a major disconnect between the assignment process and the advancement process. Often at the E-7, 8, and 9 level because the cut comes out late in the year and then the member is often immediately transferred within 6 months.”

“Assignment process, we go through it every year and every year we hear the same thing.  ‘We're working on it, once we get this slate done, we'll start with general assignments,’ etc.  Right now I have a member who is expecting rotation this year and has no idea where he's going.  If the assignment process is so overwhelming, assign more folks.  There's no reason why we shouldn't know where the majority of members are going to be five months from now.  The goal should be that by the end of January, you'll have your orders.”  
CIVILIAN HIRING AND DISCIPLINE
The civilian hiring process is seen as cumbersome and exceedingly lengthy.  Remote commands do not feel that they are funded adequately to allow face-to-face interviews when hiring civilians.

Another issue raised has been the inability to effectively discipline or remove a civilian employee in a timely manner for any reason not related to job performance.  Commands report that while a civilian employee can cause significant detriment to the unit, so long as the individual’s job performance is not hampered there is no timely and effective method of correction.  Comments were nondescript due to the nature of discipline actions and privacy concerns.
For example:

“If I could only fix one thing, it would be the civilian hiring process.  It just doesn't work in a timely manner.  The field civilian personnel staff that supports my unit is extremely overworked and short staffed.  We end up with civilian billets going vacant for up to a year to complete the entire hiring process.  This is flat out lost productivity.”
“Civilian Hiring Process - Takes too long to classify and advertise.”

“The civilian hiring process is slow, confusing, and under-funded in the sense of providing incentives to hire folks to OCONUS locations or fund travel for interviews.  Phone interviews are inadequate and the burden is left to the unit.  There are also insufficient CSA's in the CG to adequately handle the workload and the ones we have need more training & experience.”
INFORMATION TECHNOLOGY SYSTEMS 

A series of issues were raised that crossed civilian and military lines.   Many respondents reported problems with Direct Access and T-PAX.   COs and OINCs asked that efforts be directed towards making Direct Access more intuitive.   One respondent requested that the user interface for Direct Access be replaced.  A number of individuals reported that T-PAX was extremely cumbersome.  
Foremost concerns involve the lack of training individuals receive in use of both systems.  There is a consensus that either Yeoman should be handling the systems for the end user, or the end user should receive proper administrative training to handle their own needs.  Direct Access is cited as not using a military language, instead using business terms for positions and ranks.  Aside from semantic difficulties, the interface for such systems is reported as inadequately designed and not user friendly making even simple tasks unwieldy and time consuming.

Electronic training is seen as no substitute for in-person training.  Some of the reasons for this are the lack of question and answer time and an observance that electronic training is not retained or utilized nearly as much as real world sessions.  There are even concerns that without old fashioned “mess deck” training the unit loses some social culture to impersonal electronic interaction.

Conversely, some isolated units applaud electronic training.  Units without appropriate numbers or outside of reasonable distance to have suitable training courses offered by an instructor are glad to have an online option to keep their members informed and in compliance with Coast Guard standards.  Some commands requested more General Mandated Training be offered online as an alternative option for instruction.
For example:
“Correct the disparity between CGHQ, Direct Access and TMT competencies dictionaries and resultant confusion over who is trained and qualified in each competency.  CGBI info is great if you know where the data is coming from and can have confidence in its accuracy.”
“Replace the user interface for Direct Access!    I am an IT professional. I have designed and evaluated the user interfaces for dozens of systems.  Direct access is by far the worst user interface I have ever seen or been forced to use.  It is not intuitive.  It is not easy to use.  It is not easy to learn. It is not Coast Guard friendly.  It forces the user to try to translate between Peoplesoft lingo and the CG's way of doing business.  Keep the back end databases, but please throw away the horrible user interface and design one that works for the users!  I frequently use this application in speeches as the perfect example of how not to roll out an enterprise software application.”

“T-Pax is cumbersome to inexperienced users and is an administrative burden for our XPO.”
Recommendations

The top four processes that the COs and OINCs rated most important and most problematic warrant leadership attention.  It will also be important to provide the field with feedback on how we are addressing or at least attempting to address these concerns.  
Concerns that cannot be resolved should be addressed with a more transparent explanation of the process.
Three of the four most prevalent issues fall under CG-1’s organizational ownership:
1) “Active Duty members arrive with Pipeline training completed” (CG-132)
2) “Active Duty enlisted members assigned to my unit arrive with the experience needed to perform their duties”  “The Active Duty Enlisted members assigned to my unit arrived with the knowledge, skills, and abilities needed to perform their duties” (CGPC)
3) “The Civilian Discipline process works well” (CG-121)
The fourth “The Personnel Allowance List accurately reflects the number of Active Duty billets my unit needs,” should be the subject of further review in coordiantion with the broader resource and ACO community - CG-83 and Program Managers in ACO, CG-3, CG-5, CG-7.
CG-1B2 will post results by unit type in CG Central to support detailed analysis by individual Program Managers.   
It is also recommended that CG-1 distribute copies of the 2006 CO/OINC Customer Satisfaction Survey to each Assistant Commandant for use by Program Managers.
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