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FIRST COAST GUARD DISTRICT INSTRUCTION 1001.1

	Subj:
	FIRST DISTRICT RESERVE POLICY


	Ref:
	(a) COMDTINST M1001.28 Reserve Policy Manual

(b) 
COMDTINST M1000.6 (series) CG Personnel Manual 

(c) 
COMDTINST M7220.29 (series) CG Pay Manual 

(d) 
COMDTINST M3061.1 CG Manpower Mobilization and Support Plan

(e) COMDTINST 5320.1 Reserve Personnel Allowance List

(f) COMDTINST M3120.15 CG Incident Command System Implementation Plan


1. PURPOSE.  To establish policy for reserve leadership, operations and administration throughout the First Coast Guard District.  References (a) through (f) give Coast Guard-wide policy on reserve-related issues.

2. SCOPE.  This instruction applies to all First District commands with mixed active/reserve crews.  There is a deployable reserve unit that lies within First District boundaries, Harbor Defense Command Unit 201.  This unit will continue to operate independently, with a separate reserve command structure, reporting to Commander, Maritime Defense Zone Atlantic (MARDEZLANT).  Non-First District units serviced by Integrated Support Command Boston may also utilize these policies.
3. BACKGROUND.
a.  Coast Guard First District Reserve History.  The Coast Guard Reserve was established on 19 February 1941, and since then the First District has set the pace for the organization.  The first organized Reserve unit was formed in Boston in October 1950.  The First District has been at the forefront of augmentation efforts, extensively involving reservists in day-to-day operations.  First District reservists have succeeded in many high-profile surge operations--military contingencies, planned events, casualties and environmental response--including the response to the attack on the World Trade Center.

b.  Team Coast Guard.  In August 1994, the Coast Guard announced the Team Coast Guard initiative, formally beginning a process of disestablishing most reserve units, and integrating Reserve billets into active duty units.
4. DISCUSSION.  

a.  Team Coast Guard Implementation.  Team Coast Guard fixed some problems, but also created new challenges.  The integration process eliminated redundant and unnecessary administrative burdens, and allowed reservists to participate fully in operational missions.  But integration also degraded some positive aspects of the former reserve structure.
b.  Reserve Characteristics.  Reservists are unique members of Team Coast Guard.  When the old reserve structure was eliminated, there was a perception that different treatment of reservists, and reserve-specific events and programs, somehow undercut the team.  Instead of trying to eliminate differences between active and reserve personnel, we need to appreciate the diversity reservists bring to the force, including fresh perspectives, skills, and contacts from all walks of life.  Enlisted reservists provide continuity by staying at units for long periods.  Reservists are not on-site as much as active counterparts, and because of their dual-career status, need special support.  We need to value the separate identity and strengths of the Coast Guard Reserve while ensuring that this “team-within-a-team” maximizes its utility to the overall Coast Guard.
c.  Balancing the Reserve Program.  Throughout the District, units have been grappling with similar problems, but developing solutions independently.  Oversight and clear guidance on reserve roles have been lacking.  Some have argued that the older, separate and more structured reserve program should be revived.  Although we are making course corrections, we are not going back to a separate reserve structure.  Instead, our goal is to strike a balance between the old way of doing things and the new way.  We must ensure proper support of reservists who are integrated into the Coast Guard team through dedicated reserve oversight and advocacy.  And we need to ensure that the Coast Guard gets a good return on its investment in the reserve program.
5.  POLICY.  The First District will have a fully engaged, empowered and productive reserve workforce.  We must ensure that the high quality of our work is consistent and reliable, our people are properly supported, and we seize every opportunity for improvement.
a.  Coast Guard Reserve Mission.  Per reference (a), the mission of the Coast Guard Reserve is to provide an organized, quick response, military force in ratings and skills required to supplement the active Coast Guard during surges and during routine operations.

b.  People First.  This reserve policy complements the First District precept of “People First,” which stresses the fact that when we put our people first in our priorities, those people can then be trusted to perform their assigned missions.  That policy is as follows:  “We are focused on People and the Coast Guard's Core Missions, within the First District.

(1) We are focused on our People and will support them by tailoring the workload to match the available resource (People/Funding), and then, pursue additional resources (People/Funds) necessary to do the Coast Guard's work.

(2) We are focused on accomplishing the Coast Guard's Core Missions of: (1) Saving lives and property at sea; (2) Ensuring a safe, efficient maritime transportation system; (3) Protecting the environment and living marine resources; (4) Enforcing laws and treaties in the maritime region; and (5) Defending the maritime borders and national security of the United States. 

(3) In a pragmatic and intelligent way, we will seriously evaluate doing only those things that support our people and the core missions, to the exclusion of all other tasks when adequate resources are not available.”
6.  RESERVE STRATEGY, MEASURES AND OVERSIGHT.
a.  District-Level Strategic Planning.  The Deputy Chief of Staff for Reserve Affairs will coordinate reserve program strategic planning.  Reserve issues will be addressed in the District’s overall strategic planning processes.  To provide a special forum for reserve issues, the District has a Reserve Steering Committee that meets at least three times per year to develop reserve goals and policies that supplement the District’s overall plans, identify measures for reserve efforts, and create tools to assess reserve integration and readiness.  The committee is co-chaired by the Chief of Staff and Deputy Chief of Staff for Reserve Affairs, and consists of senior active duty division chiefs, senior reservists from the divisions, the active and reserve Command Master Chiefs, and selected personnel from ISC Boston.  Major field unit senior reservists will meet periodically to supplement the committee.  
b.  Unit-Level Strategic Planning.  Reserve issues will be addressed in unit strategic planning processes.  Reservists should be represented on unit planning committees, such as Quality Management Boards and Leadership Councils.  If a special forum for reserve issues is needed, major units can establish a Reserve Steering Committee similar to the District-level committee.  Strategic planning for reserve issues, development of clear/measurable goals for each fiscal year, and establishment of policies for reserve watchstanding, training and qualifications, have allowed units to significantly improve the effectiveness of augmentation and support to reservists.
c.  Coordination with the Coast Guard Auxiliary.  Reservists can benefit from cooperation with the ‘volunteer’ arm of Team Coast Guard, the Auxiliary.  Joint training, operations, meetings and planning sessions are encouraged.  These efforts can improve performance and increase waterfront presence.

7.  RESERVE FORCE MANAGEMENT.
a.  Reserve Integration.  Reservists provide considerable benefit to routine Coast Guard missions.  The bulk of reserve efforts should be spent on augmentation, watchstanding, training and project work.  But because the Coast Guard Reserve exists to augment the active force in surges, reservists should be employed in day-to-day roles that complement their surge roles.  Potential operational surges include a wide range of domestic emergencies and also military contingencies.  Since emergency requirements are not always predicted accurately, reservists will be trained as flexible members of the team, for employment in multiple roles.  Augmentation of routine operations, supplemented by special training as required, is the best way to prepare reservists for surges.  Reservists also have unique civilian skills that can be used to enhance mission performance.

b.  Contingency Planning.  Reservists should be assigned duties in contingency planning, exercises, and liaison that complement their surge roles and backgrounds in port security.  The District will develop contingency plans that maximize its ability to adapt to the many emergency situations that might occur, and develop a force with the flexibility and training needed to successfully mitigate these situations.

c.  Billet Structure.  In accordance with reference (e), the District Office will maintain a reserve billet structure that meets contingency and emergency requirements, and has the flexibility to adapt to unforeseen events.  ISC Boston (pf) will assist with this process as necessary.  Billet changes will be implemented in a way that avoids unnecessary adverse impacts to the existing workforce.  Reservists will be afforded the maximum opportunity for reassignment and retraining when impacted by billet changes.  The District will strive to balance the needs of the organization with the needs of its people.

d.  Port Security/Homeland Security/Anti-Terrorism/Force Protection.  Reserves, especially personnel in the reserve-specific Port Security Specialist rating, will be tasked to enhance the District’s port security posture.  The nation is responding to attacks on the World Trade Center and Pentagon with a widespread increase in security measures, and an emphasis on homeland security.  The American public requires protection on a continuing basis.  As part of these efforts, the Coast Guard will be working to mitigate threats to waterways, vessels, port facilities, and military assets/installations.  Reserve security skills are important to this effort.  

8.  LEADING AND MANAGING RESERVISTS.
a.  Command Relationships.  Reservists will be integrated into the unit chain of command in roles appropriate to their ranks.  For example, senior reservists should be granted “by direction” authority for issues under their purview.  Reservists will be assigned to lead both reserve and active personnel as appropriate, and active duty personnel will be assigned to lead reservists.  Active duty and reserve leaders will be held accountable for effectively utilizing the reserve workforce.

b.  Communications.  To keep reservists informed and assist active duty members in their interaction with reservists, the District produces a monthly newsletter on reserve issues collected at the headquarters and District level.  Units will ensure this newsletter is distributed to all hands, and supplement it with unit-level newsletters (paper and e-mail), meetings, bulletin boards, and web pages as appropriate.
c.  Tasking and Individual Performance Evaluation.  Units will establish clear goals and objectives, both long and short term, for reservists.  Drill schedules and advance drill orders will be issued.  Written job descriptions, formal counseling worksheets, and tracking systems are encouraged.  Evaluation and marking chains will be established at the beginning of each marking period.  To ensure that drilling reservists receive balanced attention from active and reserve leaders, at least one reserve and one active duty signature should appear on each set of evaluations and marks whenever possible.

d.  Reserve Administration.  Active personnel, civilians, and reservists will share reserve administrative functions.  Reservists should not be solely dedicated to reserve administration.  Only senior reservists should spend the majority of their time on reserve issues.  But reservists should perform their fair share of administrative and collateral duties.  To ensure proper attention to reserve administrative issues, each command will have an active duty member or civilian assigned to coordinate these issues.

e.  Awards.  Reservists should be included in unit and team awards whenever appropriate, receive equal attention and opportunities for personal awards, and compete equally for unit recognition such as “Coast Guards Sailor of the Quarter.”  Units are strongly encouraged to nominate themselves for the Sparks Award, which recognizes unit-level integration efforts.  The First District will also regularly pursue the Waesche Award, which recognizes District-wide integration efforts.
f.  Reserve Support from Integrated Support Command (ISC) Boston.  ISC’s have a unique role in providing administrative and policy support for reservists and the reserve program.  ISC Boston, and specifically the Force Optimization and Training Branch (pf), is tasked with oversight of contingency staffing, reserve administration, reserve officer detailing, reserve enlisted detailing, training and education, reserve training program administration, and career development within the First District.  ISC personnel will partner with District senior reserve officers to provide oversight of the reserve program, balance billets with contingency requirements and the existing workforce, ensure that reserve personnel receive adequate personnel system support, and develop desk guides, training material, and administrative assessment criteria to aid field units in providing consistent and appropriate reserve support.

9.  RESERVE TRAINING AND QUALIFICATIONS.
a.  Reserve Training.  As reservists work significantly fewer days per year than their active counterparts, reserve training must often be compacted to fit the limited time available.  Extra effort and structure is required to ensure that reservists receive proper training, especially those who perform duty on weekends.  Career development planning is encouraged.  Reservists will be considered and scheduled for resident training programs.

b.  Reserve All-Hands Drills.  Periodic (such as annual) reserve all-hands drills are encouraged, to provide reservists with mandatory training, allow opportunities to discuss common issues, address reserve administrative needs and encourage camaraderie.

c.  Incident Command System (ICS) Training.  Since the ICS is the Coast Guard’s standard system for organizing during emergencies and surge operations, and the Coast Guard Reserve exists to support the Coast Guard in such operations, every reservist should be well versed in the ICS.  At a minimum, every reservist will be trained to the levels identified in reference (f).  To the maximum extent possible, reservists will be involved in drills and exercises that involve ICS procedures.

d.  Reserve Qualifications and Watchstanding.  Unit qualification programs should be formalized, and include checklists and boards, to allow personnel to improve their skills in a structured environment.  Whenever possible, reservists should participate in operational roles and watchstanding positions.  The best way to prepare reservists for surges is to make them part of the operational team, accountable for their actions.  While advances in communications equipment make remote watchstanding possible, reservists can offer enhanced customer service by providing additional live watchstanding.  Should an individual reservist make an error, however, that error should be addressed on an individual basis.  One of the major continuing problems in the reserve program has been the collective removal of qualifications based on the actions of a single individual.  If training deficiencies at a unit are severe enough to require mass removal of qualifications, the next level in the chain of command will be informed of these deficiencies, and a program will be developed to correct the deficiencies as quickly as possible.

10.  DISTRICT RESERVE STAFF ROLES.
a.  Deputy Chief of Staff for Reserve Affairs.  The primary role of the Deputy Chief of Staff for Reserve Affairs is to maximize the effectiveness of reserve efforts District-wide.  While some special projects may be performed, most efforts will be focused on the reserve program and its people.  The Deputy Chief of Staff for Reserve Affairs will:
(1) Coordinate reserve programs and policies for the District.  Assist field units in resolving reserve-related problems.  Represent the District Commander in projects and venues involving reserve policies and programs.
(2) Oversee a vigorous reserve/readiness communications program from the District, including a regular newsletter, web site information, telephone contacts between senior reservists, unit visits, face-to-face meetings, and workshops.
(3) Oversee the District’s Reserve Steering Committee, development of reserve goals and objectives, and establishment of metrics to monitor reserve training, augmentation and qualifications.  Ensure reserve training and readiness goals are linked to D1 goals and initiatives.
(4) Work with D1(a), First District commands and ISC Boston (pf) on implementing reserve assignment processes, and maximizing the alignment of the Reserve Personnel Allowance List (RPAL) with field unit needs and contingency requirements.
(5) Oversee development of standards for reserve policy and administrative procedures at field units, tools to assess these procedures, and other measures to improve consistency and internal controls over reserve programs.
(6) With the Chief of Staff, approve senior reserve officer assignments within the District.  Oversee the junior officer assignment process.  Play a role in evaluating reserve officer performance.
(7) Oversee mobilization efforts District-wide to ensure that operational goals are met, and individual reservists receive proper support.
(8) For the District Office, coordinate the activities of reservists assigned to the staff, and perform the Senior Reserve Officer roles listed in paragraph 11.a.
(9) Report to the Chief of Staff, with access to the District Commander as necessary.
b.  District Reserve Command Master Chief.  This billet will be filled by a reservist selected by a panel consisting of the District Commander, Chief of Staff, and Deputy Chief of Staff for Reserve Affairs.  Normal tour length will be two years.  The District Reserve Command Master Chief will:
(1) Serve as an advocate for reservists and the reserve program within the District.  Represent all District reservists in meetings, teams, and committees.
(2) Visit field units to enhance communication with enlisted reservists, and assess reserve integration efforts.  Present District policy directly to personnel at all levels.  Keep the Deputy Chief of Staff for Reserve Affairs and Chief of Staff informed regarding conditions encountered, and issues involving District-wide systems or policies.
(3) Assist field reserve personnel in resolving problems and issues.  Negotiate with all parties concerned to arrive at mutually acceptable solutions.  Work with the chain of command to resolve these issues at the lowest possible level.
(4) Report to the District Commander, working closely with the Deputy Chief of Staff for Reserve Affairs and Chief of Staff.
c.  Other Reservists on the District Staff.  Other reservists assigned to the District staff will:
(1) Assist the District in providing oversight and policy for reservists involved in operational programs.  Develop assessment criteria for reserve programs in the field.
(2) Regularly visit field units to provide additional communications and assess field integration efforts.
(3) Develop model training, qualification, and watchstanding policies for reservists, with a special focus on junior officer operational roles.  Identify career paths for reserve officers within the District.
(4) Supplement the District staff by performing special projects.  These projects should be structured to emphasize the primary reserve role as a contingency force, and include planning and training for surge operations, and areas of special reserve expertise, such as port security.
(5) Assist the District staff in planning and executing mobilizations.
(6) Assist in providing liaison to other military services and civil authorities.
11.  RESERVE LEADERSHIP AT FIELD COMMANDS.  The primary role of senior reservists will be to optimize the performance of the reserve portion of the team.  
a.  Senior Reserve Officers at Activities, Groups and Marine Safety Offices.  Senior reserve officers are assigned through a process that ensures they are the best-qualified officers to perform their assigned tasking.  They will be given an official title and role within the unit.  The generic title for these personnel is “Senior Reserve Officer,” or SRO.  They can also be given other titles and duties, such as “Deputy Executive Officer,” or “Chief of Operational Readiness.”  If a more senior reserve officer is assigned to the unit by mobilization, the Commander/Commanding Officer can assign SRO responsibilities to the mobilized officer, or the drilling reservist can retain the SRO role.  If the SRO is mobilized to another unit, the next senior officer will assume this responsibility.  The primary mission of SROs is to care for the crew—in keeping with the “People First” policy.  SROs can and should perform special projects, but their primary focus should be reserve program effectiveness, and overseeing reserve support.  SROs will:
(1) Work toward periodically filling a role in the active chain of command, such as acting Commanding Officer, Commander, Executive Officer, Deputy, or major department head.

(2) Represent reservists in strategic planning efforts.  Track reserve goals and objectives.

(3) Keep all unit members informed of reserve issues via newsletters, mailings, e-mail, websites, personal meetings, visits, and telephone calls.

(4) Coordinate reserve scheduling issues that cut across organizational boundaries, such as reserve all-hands training sessions.

(5) Assist active duty department heads with reserve personnel management issues.  Participate in evaluating and rating reserve performance.

(6) Balance the unit reserve personnel allowance list against contingency and surge requirements, and the needs and capabilities of unit members.

(7) Oversee accession of new reservists, and integration of those reservists into the command.

(8) Adapt training to reserve constraints.  Coordinate reserve-specific training evolutions.

(9) Promote reserve qualifications by monitoring unit qualification programs.

(10) Pre-train for key positions in the ICS, such as Liaison Officer or Planning Officer.

(11) Mentor and counsel junior reserve officers.  Ensure that they receive proper training and are actively involved in watchstanding roles and operational qualifications.

(12) Evaluate the condition of reserve programs at subordinate units and sub-units (an especially important task at Groups).  Support senior enlisted reservists in facilitating reserve efforts at field units.  Help ensure that reserve utilization and support is consistent at all levels.  Visit subordinate units, making sure that things are going well, and showing people that their efforts are appreciated.

(13) Assist the unit in planning and executing mobilizations.  Ensure reservists mobilized to the unit, and families of reservists mobilized elsewhere, receive proper support.

(14) Perform any other tasks that ensure the reserve contingent is a productive and valuable part of the team.

(15) Depending on rank and unit organization, report to the Commander/Commanding Officer, or to the Deputy/Executive Officer with access to the Commander/ Commanding Officer as necessary.

b.  Enlisted Reserve Program Coordinators.  At many units, especially stations and sub-units, the entire reserve contingent is enlisted.  At these units, one reservist will be designated as “Reserve Program Coordinator,” or RPC.  This reservist will be drawn from the senior reservists at the unit, but the assignment will not necessarily be based on seniority.  The unit or sub-unit Commanding Officer, Officer-in-Charge or Supervisor will nominate the RPC, with the final approval for this assignment being made by the Activities CO, MSO CO, or Group Commander.  RPCs will:
(1) Assist the station or subunit with reserve personnel management issues.

(2) Assist the major unit SRO in tracking reserve issues at the station or sub-unit level.

(3) Maintain operational qualifications and fill operational roles as needed.  Work toward periodically filling a role in the active chain of command.

(4) Help keep all unit members informed of reserve issues by passing along newsletters, mailings, e-mail, and through personal meetings, visits, and telephone calls.

(5) Help coordinate reserve scheduling and training issues, such as arranging reserve training sessions.  Adapt training for reservists.  Help track reserve qualifications.

(6) Help to welcome aboard and coordinate training of new reservists.  Assist in providing orientation of personnel mobilized to the unit.

(7) Mentor and counsel junior reservists.  Ensure they are qualifying for and performing operational/watchstanding roles.

(8) Perform any other tasks that ensure the reserve contingent is a productive and valuable part of the team.

(9) Report to the Commanding Officer/Officer-in-Charge/Supervisor, with access to the appropriate major unit SRO and the District Reserve Command Master Chief.

12.  ACTION.  This instruction is effective upon receipt.  All units in the First District will comply with the policies and guidance contained in this instruction.
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