United States Coast Guard —

Senior Enlisted Needs Assessment
“ Preparing the Senior Enlisted Workforce —
For the 21% Century”

Recommendationsfor | mplementation

This is a summary of recommendations resulting from the research and andlyss of the Senior
Enlisted Needs Assessment. The summary is divided into 5 main sections that paralel career
development sequences. Many of these recommendations are predicated on SENA research
and andyss that identified core competencies—knowledge, sKills, attitudes and abilities
(KSAA’s)—that are needed to be a successful Senior Chief (E-8) or Master Chief Petty
Officer (E-9). Others g¢em from systemic or environmental obgtacles in achieving desired
outcomes. These core competencies provided the basis for a coordinated set of
recommendations to assst the Service in attracting and selecting the best-quaified people for
the rank of Senior Chief, Magter Chief, Rating Manager, Command Master Chief, and
Collaterd Duty Command Chief.

Each of the sectionsis further subdivided into functiona areas containing 16 individud, database
recommendations. In keeping with the tenets of a peformance-based organization, these
results add no additional burdens to the workforce and no additiond expenses while meshing
seamlesdy with Coast Guard culture.

|. Roles, Responsibilities, and Expectations

(@ Senior Chief Petty Officer (SCPO/ES): Newly defined Role and Responsibility (Optimas
& Attributes)

(b) Masgter Chief Petty Officer (MCPO/E9): Newly defined Role and Responsibility (Optimals
& Attributes)

(c) Rating Manager/Rating Force Magter Chief (RFMC/E9): Newly defined Role and
Responghility (Optimas & Attributes)

(d) Command Magter Chief (CMC/E9 GOLD BADGE): Newly defined Role and
Responghility (Optimas & Attributes)

(e) Collateral Duty Command Chief (CC/E7 — CSC/E8 —CMC/E9 SILVER BADGE):
Newly defined Role and Responsibility (Optimas & Attributes)

(f) ALCOAST Message — Publish E-8 & E-9 Roles

|I. Being A Coast Guardsman

(a) Career Expectations

(b) Marketing Senior Enlisted Roles

(c) Accesson Training Partnership

(d) Firg Unit Professond Development Board (PDB)

L Encl: (3)
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(e) Senior Enlisted Afloat Program

|II. Career Development

(8 Enliged Performance Qudifications
(b) Military Requirements (MRN) System
(c) Workforce Competency Assessment

V. Human Resour ce Systems
(@ Enlisted Continuation Board (ECB)

(b) Assgnments

(c) Enlisted Force Management (EFM)

(d) Evduations & Advancements

V. Implementation

(&) Senior Enlisted Advisory Team (SEAT)
(b) Implementation Schedule

(©) Summary of Recommendations
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Section |

Roles, Responsibilities, and Expectations

1A — Senior Chief Petty Officer (SCPO/ES)

The defined Role and Responghility of a Senior Chief Petty Officer:

Senior Chief Petty Officer (SCPO/E-8)

The second senior most members in the enlisted workforce, Senior Chief Petty Officers are
technical experts, managers, and leaders at the unit level. Ther primary responsbilities are to
upervise personnel, coordinate training, and administer resources. In addition, Senior Chief
Petty Officers serve as mentors who communicate personnel concerns and issues that impact
mission accomplishment between the crew and commands.

The defined Optimals (performance qudifications) of a Senior Chief Petty Officer:

Required K nowledge

Coast Guard Knowledge

Knowledge of service roles and missions
Knowledge of service organizationa Structure
Knowledge of officer and enlisted personnel systems

Knowledge of education and training systems/programs
Organizaiond view d&o/.
Long range view 0/"0
Strategic Awareness _ %
K nowledge of group dynamics @ /%

e 2. 2
Required Skills 7>

/

Management Skills

Resource management skills

Training managemen kills

Rating-specific technical management sills
Process management skills

Change management skills

Prioritizetion ills

Risk assessment skills
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Sygems Thinking Skills
Strategic planning kills
Tacticd planning skills

Technology Skills
Information technology skills

Required Attitude

Interpersond Traits
Chooses to be diplomatic
Chooses to be understanding and caring

Reguired Abilities

Leadership Ability

Team building ability
Ability to be an advocate
Ability to influence others

Negotiating Ahility
Mediating Ability

Ability to Troubleshoot (rate-related)
Ability to Manage Multiple Projects

RECOMMENDATION #1

B,
CZ/
2 7%
629/,//.‘9@
7" s
2.

Adopt the defined role, respongbilities, and optimals of a Senior Chief Petty Officer.

G-W for action

Incorporate the defined definition into adl Coast Guard publications (CG Persman, CG
Enlisted Qudifications Manua, Enlisted Qudifications Code Manua, and CG Organization

Manual, €tc).
G-WT/G-WP for action

Required Resources: None

COMMENTS:
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1B — Master Chief Petty Officer (MCPO/E9)

The defined Role and Responsibility of aMaster Chief Petty Officer:

Master Chief Petty Officer (M CPO/E-9)

The senior most members in the enlisted workforce, Master Chief Petty Officers are leaders
and managers a the organizationd levd. Ther primary respongbilities are to focus on the
globa view of the Coast Guard in order to participate in developing and implementing Strategic
policies and programs. In addition, Master Chief Petty Officers serve as mentors who
communicate personne concerns and issues that impact misson accomplishment between the

workforce and senior management.

The defined Optima's (performance qudifications) of aMaster Chief Petty Officer:

Required K nowledge

Coast Guard Knowledge \

Knowledge of organizationd roles and missons
Knowledge of human resources systems hillet adlocation
Concurrent clearance process

Workforce management

Knowledge of the budget system

Knowledge of the legidative process

Established boundaries

Required Attitude

Chooses to employ systems thinking

Chooses to use information technology

Chooses to be a change agent

Chooses to seek increased responsibility outside of rating

Required Abilities

Ability to be a grategic planner

Ability to interact with senior management

Ability to participate in developing Coast Guard policy
Ability to troubleshoot (for the Coast Guard)
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RECOMMENDATION # 2
Adopt the defined role, respongbilities, and optimas of a Master Chief Petty Officer.

G-W for action

Incorporate defined definition into al Coast Guard publications (CG Persman, CG Enlisted
Qudifications Manud, Enlisted Qudifications Code Manud, and CG Organization Manud,

etc).
G-WT/G-WP for action

Required Resources. None

COMMENTS:
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1C — Rating Force Master Chief (REFM C/E9)

(Current title -- Rating Manager)

The defined Role and Responsibility of a Rating Force Master Chief:

Rating Force Master Chief (RM C/E-9)

Beyond the knowledge, skills, attitudes, and abilities required of al MCPOs, Rating Force
Magter Chiefs are the principa advocate for their specidty and are responsible for the overdl
hedlth of the rating. Rating Force Magter Chiefs will manage the sructure of their workforce
and ensure that personnd are prepared to meet current and future missons. In addition, Rating
Force Magter Chiefs will have a crucid role in unit gaffing and communicating rating issues
within the organization.

The defined Optima's (performance qudifications) of a Rating Force Master Chief:

Required K nowledge

Coast Guard Knowledge
In-depth knowledge of the human resources system

In-depth knowledge of headquarters elements

Knowledge of rating issues /P
In-depth knowledge of the training and education system %
Knowledge of acquisition process

s
. < P
Andysis Knowledge %/ P é‘
Knowledge of datainterpretation techniques %.-
Knowledge of job task anadysis process

Knowledge of occupationd andysis
Knowledge of rating review process

N

Required Skills

Communications Skills

To communicate with large audiences

To handle questions and answers

To communicate in unfamiliar environments

To write articles for passing information to the workforce
To prepare and respond to concurrent clearances

Required Attitude
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Chooses to communicate to the field and to other programs
Chooses to participate in workforce management

Reguired Abilities \

2
Ability to work within the human resources sysem /2
Ability to manage the rating structure é/@’%
Ability to partner with the training and education system /éG J’é).
Ability to manage performance qudifications %

Ability to manage raing changes - laterds

Ability to manage the evolution of therate

Ability to serve as a conduit between rating and organization
Ability to network with other services and agencies

Based upon the identified optimas, RFMC's should be thoroughly prepared to serve in multiple
roles as coach, role model, rating expert, career counsdor, and most importantly — an
organizationd levd manager.  Ther involvement needs to be inditutiondized darting with
recruiting, recruit training, “A” & “C" schoals, first unit peformance, and upwards toward
ensuring the most current and accurate rating information is available to Team Coast Guard.

RECOMMENDATION #3

Adopt the defined role, responsibilities, and optimals of a Rating Force Master Chief.
G-W/G-SG-0O/G-M for action

Incorporate defined definition into al Coast Guard publications (CG Persman, CG Enlisted
Qudifications Manud, Enlisted Quadlifications Code Manud, and CG Organization Manud,
etc).

G-WT/G-WP/G-0O/G-SG-M for action

Using the required optimals as a guide, program/force managers should provide on-the-job
training to dl new RFMC's. A desktop reference (“recipe book”) guide should be
devel oped that provides guidance, resources, and problem solving tools (standard operation
procedures) to increase effectiveness.

G-SG-0O/G-M/G-W for action

Change title: From Rating Manager to Rating Force Master Chief (RFMC).
G-CCSfor action

Elevate atus of the postion
G-SG-0O/G-M/G-W for action

Required Resources. None (Interna Program Funding — develop desktop reference
guide)
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COMMENTS:
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1D — Command Master Chief (CMC/E9 GOLD BADGE)

The defined Role and Responsibility of a Command Master Chief:

Command Magter Chief (Gold Badge/E-9)

Beyond the knowledge, skills, atitudes, and abilities required of dl MCPO's, Command
Magter Chiefs will be the senior enlisted advisor to Coast Guard leadership. Command Master
Chiefs promotes balance between workforce needs and organizational goals. Accessibleto dl,
Command Magter Chiefs encourage communication throughout the organization on issues
affecting personnd and mission accomplishment. In addition, Command Magter Chiefs provides
guidance to a network of unit level Command Chiefs.

The defined Optimal's (performance qudifications) of a Command Master Chief:

Policies balance the best interests of the wor kforce and the
or ganization

Maintain policy development kills
Stay current on existing policies by reviewing documentation, ingtructions, message treffic, e-
mail, professond publications, etc.

Review policy proposas \ %

Partner with policy makers
Impact policy Q%o
2 .
Gather databy: 60/ 9,_9/
Review documentation ’é}fo &/'0
Partner with staff é/é’o
Participate in committees and boards
Attend conferences, round-ups, €tc.

Network with other CMCs and DOD counterparts
Communicate with unitsCommand Chiefs (by phone, e-mail, message traffic, vists, published
articles, etc.)

Anayze data
Provide feedback to policy makers

Advise Hag/CO and E-10
Monitor policy implementation

The workfor ce has confidence in the or ganization.

10
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Communicate Commandant’s policies and ar eas of emphasisto the
fleet

Stay current on policies by reviewing documentation
Learn the Commandant’ s areas or emphasis
Communicate with units’Command Chiefs (by phone, email, message traffic, published articles,
vidts, etc.)
Communicate Flag/CO's palicies and areas of emphasis to the fleet
Stay current on Flag/CO’ s palicies by reviewing documentation
Regular interaction with him/her
Learn the Flag/COs areas of emphasis
Communicate with units’Command Chiefs (by phone, email, message traffic, published articles,
visits, €c)) QO
(&)
Ensure the Hag/CO gets exposure to the fleet @
Make recommendations on “exposure calendar” %
Provide input to Flag/CO’ s remarks }0%
Maintain credibility asthe Flag/CO’ s direct enlisted representative %/ >,
Travel with the Flag/CO whenever possible L B

M ake appearances on the Flag/CO’ s behal f / g % )
Emphasize the Flag/CO’ s accessibility to the fleet <

The Flag/CO isinformed on the current and future status of issues
that affect the Area of Responsibility (AOR)

Get the information

Stay current on issues by reviewing documentation

Partner with staff

Participate on committees and advisory boards

Attend conferences, round-ups €ic.

Network with other CMC’'s and DOD counterparts

Communicate with units’Command Chiefs (by phone, e-mail, message traffic, published articles,
vigts, etc.)

Pass the information

Interact with Hlags/COs regularly (face to face, email, etc.)

Hag/CO is focused on relevant issues

Andyze informétion to prioritize issues
Emphasize/vaidate top issues to Hag/CO
Recommend corrective action

11
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The Flag/CO has confidence in hissher CMC

Align expectaions

Provide impartid information
Provide frank feedback

Be a sounding board
Practice non-attribution

Units are informed on personnel resour ces and other relevant issues

Stay current on personnel resources

Ombudsman

Work-Life programs

Drug & Alcohol Representetive

Hedlth Benefits Advisor

Stay current on issues that affect the unit

Communicate with unitsCommand Chiefs regularly (by phone, e-mail, message traffic,
published articles, vigts, €c.)

Unitsin AOR have an effective Command Chief Z
2
. . % (<
Coordinate the Command Chief Program ‘@) %
Maintain the Command Chief instruction %,4‘%_{/.,
Establish/maintain network of Command Chiefs % .
Hold Command Chief conferences/workshops /c.')c-

Identify which units require a Command Chief

Offer input for Command Chief sdection

Deveop Command Chiefs

Provide training/education

Provide regular feedback

Serve as a mentor

Communicate regularly with Command Chiefs on personnd resources and other relevant issues
(by phone, e-mail, message traffic, published articles, vidts, etc.)

Unit problems are addr essed at the appropriate level

Support the Chain of Command

Provide options/resources

Mediate when necessary

Make recommendations when necessary
Persondly resolve units problems/issues
Gather information
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Review documents

Communicate with units’Command Chiefs (by phone, e-mail, message traffic, published articles,
Vigts, etc))

Interpret information

Recommend corrective action

Keep chain of command informed

Follow up/Monitor

Units and individuals r ecelve appropriate recognition

Serve on awards boards
Market the awards process
Partner with units¥Command Chiefs

Promote unit awards to:
Commands
Program Managers %
Command Chi€fs, etc.
Zs,

K/
Provide informa recognition to units and individuas % %
Letters, Emails, Messages, etc.
Coins, Coffee cups, €tc.

Manage the EPOY program
Maintain the EPOY ingruction
Adminigter EPOY board
Plan/conduct recognition ceremony

M ember s and dependents have an unbiased resour ce for addressing
thelr concerns

Maintain unregtricted lines of communication

Use dl forms of communications (phone, e-mail, message traffic, published articles, vigts, ec.)
Counsd/Mentor

Direct to appropriate resources

Partner with chaplain, ombudsman, legd, work-life, etc.

Keep chain of command informed

RECOMMENDATION #4

13
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Adopt the defined role, responghilities, and optimads of a Command Master Chief.
G-W/G-CMCPO for action

Incorporate defined definition into al Coast Guard publications (CG Persman, CG Enlisted
Qudifications Manud, Enlised Qudifications Code Manud, and CG Organization Manud,
etc).

G-WT/G-WP for action

Incorporate defined definition into Commandant Ingtruction 1306 (Command Master
Chief).
G-CMCPO for action

Explore the option of adding a Command Magter Chief training course (resdent or
nonresident) each year. The agenda would consigt of building upon the required optimals.
Conduct at a Training Center to reduce cost or explore the development of a nonresident
on-line interactive course.

G-WTT for action

Required Resources. Minimal  (If feasible - CMC Training — 1 week or nonresident
interactive course)

COMMENTS:

14
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1E — Collateral Duty Command Chief (SILVER BADGE)

(CC/E7-CSC/E8-CMC/E9)

The defined Role and Responsibility of a Command Chief,
Command Senior Chief, & Command Master Chief

(Silver Badge):

Command Chief (Silver Badge/lE7-E9)

Beyond the knowledge, sKills, attitudes, and ahilities required of CPO's, SCPO's, and
MCPO's, Command Chiefs will be the senior enlisted advisors to unit commands. Command
Chiefs promote baance between workforce needs and command gods. Accessble to dl
crewvmembers and their dependents, Command Chiefs encourage communicetions affecting
personne and mission accomplishment.  In addition, Command Chiefs network with other

resources to resolve unit level problems and concerns.

The defined Optimals (performance qudifications) of a Command Chief, Command Senior

Chief, and Command Master Chief (Silver Badge):

L ocal policies balance the best interests of the crew and the unit

Maintain unit policy development skills

Stay current on existing policies by reviewing documentation, ingtructions, message treffic, e-

mail, professond publications, etc.
Review unit policy proposas

Partner with unit policy makers
Impact unit policy

Gether information

Review documentation

Partner with local saff

Participate in committees and boards
Attend conferences, round-ups, €tc.
Network with other CCsand CMC's
Communicate with crew/CPO mess
Andyze information

Provide feedback to unit policy makers
Advise unit CO

Monitor unit policy implementation

The crew has confidence in the unit CO

15
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Communicate and support CO’s policies and areas of emphagisto the fleet
Stay current on CO’'s policies

Review documentation

Interact regularly with hinvher

Learn the CO’'s areas of emphasis

Communicate with crew/CPO mess

The unit CO isinformed on the current and futur e status of issues that
affect the AOR

Gather information

Stay current on issues by reviewing documentation
Partner with loca staff

Participate on committees and advisory boards

Attend conferences, round-ups €tc.

Network with other CCsand CMC

Communicate with crew/CPO mess

Pass the information

Interact with the CO regularly (face to face, emall, etc.)

The unit CO isfocused on rdevant issues

Andyze information to prioritize issues %
Emphasize/vdidate top issuesto CO 2.
Recommend corrective action %0’
C
The unit CO hes confidence in hisher CC 25
& B

Align expectations (&)

Provide impartial information /éc, <
Provide frank feedback /

Be a sounding board
Practice non-attribution

Units are informed on personnel resour ces and other relevant issues

Stay current on personnel resources
Ombudsman

Work-Life programs

Drug & Alcohol Representetive

Hedth Benefits Advisor, etc.

Stay current on issues that affect the unit

Unit problems are addr essed at the appropriate level

Support the Chain of Command
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Provide options/resources

Mediate when necessary

Make recommendations when necessary
Personally resolve units problems/issues
Gather information

Review documentation

Communicate with crew/CPO mess
Interpret information

Recommend corrective action

Keep chain of command informed
Follow up/Monitor

Units and individuals r ecelve appropriate recognition

Serve on awards boards
Provide informa recognition to individuas

Letters, E-mails, Messages, €tc.
Coins, Coffee cups, emails, etc.

Manage the Sailor of the Quarter (SOQ) program
Maintain the SOQ indruction /
Administer SOQ board

Plan/conduct recognition ceremony

Members and dependents have an unbiased resour ce for addressing
thelr concerns

Maintain unredtricted lines of communication

Usedl forms of communications (phone, e-mail, message traffic, published articles, vigts, etc.)
Counsd/Mentor

Direct to gppropriate resources

Partner with chaplain, ombudsman, legal, work-life, etc.

Keep chain of command informed

RECOMMENDATION #5
Adopt the defined role, responsihilities, and optimals of a Collaterd Duty Command Chief,
Command Senior Chief, & Command Magter Chief (Silver Badge).
G-W/G-CMCPO for action

Incorporate defined definition into al Coast Guard publications (CG Persman, CG Enlisted
Qudifications Manud, Enlisted Qudifications Code Manua, and CG Organization Manud,
€tc).
G-WP for action

17
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Incorporate defined definition into Commandant Ingtruction 1306 (CMC ingruction). G-
CMCPO for action

Work with Area, Didrict, and Group Commands to explore the option of conducting a
collatera duty Command Chief training course (resident or nonresdent) eech year. The
agenda would consigt of building upon the required optimas. Conduct a a Training Center
to reduce cost or explore the development of a nonresident on-line interactive course.
G-WTT for action

Required Resources: Minima (same as Command Master Chief)

COMMENTS:

18
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1F — Published Defined Roles
(ALCOAST Message - draft)

FM COMDT COGARD WASHINGTON DC//G-CCS/

TO ALCOAST

BT

UNCLAS/N01000/

ALCOAST /00

COMDTNOTE 1000

SUBJ THE ROLES OF SENIOR CHIEF AND MASTER CHIEF PETTY OFFICERS
A. SENIOR ENLISTED NEEDS ASSESSMENT (SENA) CHARTER DEC 98

1. THE SENIOR ENLISTED NEEDS ASSESSMENT STUDY TEAM WAS
CHARTERED TO IDENTIFY THE REQUIRED KNOWLEDGE, SKILLS, ATTITUDES,
AND ABILITIES (KSAA) OF SENIOR CHIEF (E8) AND MASTER CHIEF (E9) PETTY
OFFICERS. UPON COMPLETING THEIR FINAL REPORT, ONE
RECOMMENDATION HAS BEEN FORWARDED WITH AN APPROVED
CONSENSUS FROM THE CPO CORPS ON ANNOUNCING THE ROLES AND
RESPONSIBILITIES OF SENIOR CHIEF AND MASTER CHIEF PETTY OFF CERS.
2. BASED UPON THE GUIDANCE OF PUBLIC LAW 85-422, SENA HAS
IDENTIFIED THE FUTURE ROLES AND RESPONSIBILITIES OF SENIOR CHIEF
PETTY OFFICERS (SCPO), MASTER CHIEF PETTY OFFICERS (MCPO), RATING
MANAGERS, COMMAND MASTER CHIEFS (CMC), AND COLLATERAL DUTY
COMMAND CHIEFS.

3. THE FOLLOWING INTERPRETATIONS WILL GOVERN:

A. SENIOR CHIEF PETTY OFFICER (SCPO/E8): THE SECOND MOST SENIOR
MEMBERS IN THE ENLISTED WORKFORCE, SENIOR CHIEF PETTY OFFICERS
ARE TECHNICAL EXPERTS, MANAGERS, AND LEADERS AT THE UNIT LEVEL.
THEIR PRIMARY RESPONSIBILITIES ARE TO SUPERVISE PERSONNEL,
COORDINATE TRAINING, AND ADMINISTER RESOURCES. IN ADDITION,
SENIOR CHIEF PETTY OFFICERS SERVE AS MENTORS WHO COMMUNICATE
PERSONNEL CONCERNS AND ISSUES THAT IMPACT UNIT MISSION
ACCOMPLISHMENT TO THE CHAIN OF COMMAND.

B. MASTER CHIEF PETTY OFFICER (MCPO/E9): THE MOST SENIOR
MEMBERS IN THE ENLISTED WORKFORCE, MASTER CHIEF PETTY OFF CERS
ARE LEADERS AND MANAGERS AT THE ORGANIZATIONAL LEVEL. THEIR
PRIMARY RESPONSIBILITIES ARE TO FOCUS ON THE GLOBAL VIEW OF THE
COAST GUARD IN ORDER TO PARTICIPATE IN DEVELOPING AND
IMPLEMENTING STRATEGIC POLICIES AND PROGRAMS WHICH OFTEN CROSS
TRADITIONAL RATING BOUNDRIES. IN ADDITION, MASTER CHIEF PETTY
OFFICERS SERVE AS MENTORS WHO COMMUNICATE PERSONNEL
CONCERNS AND ISSUES THAT IMPACT ORGANIZATIONAL MISSION
ACCOMPLISHMENT TO SENIOR MANAGEMENT.

19
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C. BEYOND THE KSAA REQUIRED OF ALL MCPOS, COMMAND MASTER
CHIEFSWILL BE THE SENIOR ENLISTED ADVISORS TO CG LEADERSHIP.
COMMAND MASTER CHIEFS (CMC) PROMOTE BALANCE BETWEEN
WORK FORCE NEEDS AND ORGANIZATIONAL GOALS. ACCESSIBLE TOALL,
CMC'S ENCOURAGE COMMUNICATION THROUGHOUT THE ORGANIZATION
ON ISSUES AFFECTING PERSONNEL AND MISSION ACCOMPLISHMENT. IN
ADDITION, CMC'S PROVIDE GUIDANCE TO A NETWORK OF UNIT LEVEL
COMMAND CHIEFS.

D. BEYOND THE KSAA REQUIRED OF CPO’ S'SCPO' SMCPO'S, COLLATERAL
DUTY COMMAND CHIEFS (SILVER BADGE/E7-E9) WILL BE THE SENIOR
ENLISTED ADVISOR TO UNIT COMMANDS. COMMAND CHIEFS PROMOTE
BALANCE BETWEEN WORKFORCE NEEDS AND COMMAND GOALS.
ACCESSIBLE TO ALL CREWMEMBERS AND THEIR DEPENDENTS, COMMAND
CHIEFS ENCOURAGE COMMUNICATIONS AFFECTING PERSONNEL AND
MISSION ACOMPLISHMENT. IN ADDITION, COMMAND CHIEFS NETWORK
WITH OTHER RESOURCES TO RESOLVE UNIT LEVEL PROBLEMS AND
CONCERNS.

4. BASED UPON SENA’'S RECOMMENDATION, THE CURRENT RATING FORCE
MANAGER WILL NOW BE TITLED RATING FORCE MASTER CHIEF (RFMC).
RFMC' S ARE THE PRINCIPAL ADVOCATE FOR THEIR SPECIALTY AND ARE
RESPONSIBLE FOR THE OVERALL HEALTH OF THE RATING. RFMC'SWILL
MANAGE THE STRUCTURE OF THEIR WORKFORCE AND ENSURE THAT
PERSONNEL ARE PREPARED TO MEET CURRENT AND FUTURE MISSIONS. IN
ADDITION, RFMC' SWILL HAVE A CRUCIAL ROLE IN UNIT STAFFING AND
COMMUNICATING RATING ISSUES WITHIN THE ORGANIZATION. RFMC'S
WILL BE AUTHORIZED TO WEAR AN IDENTIFICATION BADGE SIMILAR TO THE
CMC BADGE BUT WITH THE WORD “RATING” REPLACING THE WORD
“COMMAND.” THE BADGE SHOULD BE AVAILABLE WITHIN THE NEXT
SEVERAL MONTHS.

5 ASWE APPROACH THE 21ST CENTURY, PROPER ALIGNMENT OF OUR
SENIOR ENLISTED BILLETSWILL PROVIDE OUR WORKFORCE WITH THE
NECESSARY TOOLS TO BETTER PREPARE FOR FUTURE COAST GUARD
CHALLENGES. DETAILED POLICY CHANGESWILL BE FORTHCOMING.

6. FOR FURTHER INFORMATION, POC ISMCPO ALEX KEENAN, ENLISTED

L EADERSHIP PROGRAMS, COMDT (G-WTL-2), COMMERCIAL (202) 267-2441,
FAX (202) 267-4610 OR E-MAIL: AKEENAN@COMDT.USCG.MIL.

RECOMMENDATION #6:
Adopt the defined role— Publish ALCOAST (attached routing dip)
G-CCSfor approval

Required Resources: None

20
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COMMENTS:
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Section ||

Being A Coast Guardsman

Service — Stand the Watch
People — Build and Value our Team
Teamwork — Partner for a Stronger America
Excellence - Innovating for Superior Performance
Vision — Seize the Future

-ADM Loy-

Commandant’s Direction
1998-2002

2A — Career Expectations

As one of America's armed forces with a proud humanitarian heritage, the Coast Guard has
long been diginguished by individuads willing to sacrifice persond interests to accomplish our
missons and defend our Nation. This unique military and humanitarian identity demands
leadership grounded in integrity as well as professona competence. It requires leaders who
understand a broad range of leadership techniques and who can apply them properly and
decisvely across awide variety of Stuations involving every component of Team Coast Guard.

The new role identified for Senior and Master Chief Petty Officers includes, and dways has
included, career preparation and job skill development for our junior people. Our senior
enlisted corps mugt provide the foundation so persond development is culminated along the way
in one's career path and they must represent the “experience” of the enlisted ranks in which the
exercise of leadership has traditionally been expected.

The single most important variable in the Coast Guard's Enlisted Career Development Program
—isfor Senior and Magter Chiefs to “set the example’ for the entire fleet. A recent andysis of
Coast Guard leadership indicates that the “organizationa leadership” mogt often affecting
enlisted performance is from the CPO Corps rather than the Officer Corps.  Senior and Master
Chief pogtions are too critica to be filled by anyone representing less than “the best;” and must
be “imprinted” with only the best of Coast Guard role models.  In this regard, Senior and
Mager Chiefs have one of the most important jobs in the Coast Guard — “Being A Coast
Guardsman.”

COMMENTS:
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2B — Marketing Senior Enlisted Roles

Understanding the role and respongbility of Senior and Master Chiefs should be supported by
one Coast Guard vison. Therefore, senior enlisted members must show their presence within
the organizationa dructure and represent the entire enlised workforce.  This should be
embedded within every Senior and Master Chief, not the job of afew.

Like any marketing strategy, it's the duty of our senior enlisted workforce to market career
opportunities to our junior enlisted members by explaining the purpose and importance of senior
enlisted pogitions and the unique *jobs performed.”

Goal #1
Encourage our junior members to strive for greater leadership and management
regoongbilities as they move upward within the organization.

Goal #2
Enhance our mission performance by exhibiting the 21 leadership competencies
that generdly fal within 3 broad categories -- Sdf, Working with Others, and Performance.

Sdf
Fundamentals to successful development as aleader is an understanding
of self and one's own ahilities, including persondity, values, preferences,
and potential as a Coast Guard member.

Working with Others
Leadership involved working with and influencing others to achieve
common goas. Coast Guard people interact with others in many ways,
whether as supervisor, mentor, manager, team member, team leader, peer,
or subordinate. Positive professiond relationships provide a foundation
for the success of our Service.

Performance
Coast Guard people congtantly face challenges in mission operations.
To meet these challenges, leaders must gpply leadership competencies
inther daily duties.

Ouitlining leadership competencies will help our newest members embrace these important
concepts. The deckplate leadership of this century must develop a sailor-friendly environment
where senior and master chiefs build good sailors out of the materid that walks through the
door. Itisimperative that we utilize the 21 leadership competencies to meet the chalenge of
edtablishing an environment that keeps members on board while marketing senior enlisted roles.
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RECOMMENDATION#7
Publish senior enlisted roles and responghilities at recruiting and al accesson-training points
(Brochure & Video). Incorporate contents into Military Requirement (MRN) courses and
Sarvicewide Examinations (SWE).
G-WT for action

Reguired Resources. Minimal (Brochure and Video - minimal cost to produce)

COMMENTS:
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2C — Accession Training Partnership
(Coast Guard Academy, Officer Candidate School, and Recruit Training)

This recommendation fits entirely within the contents of the charter. This subject surfaced very
clearly in the SENA anayss and applies throughout the entire enlisted spectrum.

SENA found it was just as important for senior enlisted members to understand Coast Guard
pervasve themes including Organizationa Vaues, History, Heritage and Traditions.  Not only
should these themes be reinforced throughout one's career, but must be modeled accordingly
within accesson training. By emphasizing our core vaues (Honor, Respect, and Devotion to
Duty), and exemplify our Coast Guard heroes; -- the chalenges that they overcame and the
legecy that they have left for dl to build upon, places a greater chdlenge on the role and
respongbilities of Senior Chief and Master Chief Petty Officers.

At any dage, defined character building is such a paramount transformation to career
development — “that the right role model — will lead the right person — to do the right thing.”
Based upon SENA’s data, it is important that senior enlisted representation be utilized
at all accession points  Previous human resource studies have recommended CPO's as
assstant company officers at the Coast Guard Academy. SENA found the role of the Senior
Chief more appropriate.

Senior Chief Petty Officer (SCPO/E-8)

The second senior most members in the enlisted workforce, Senior Chief Petty Officers are
technica experts, managers, and leaders at the unit level. Their primary responsbilities are to
upervise personnel, coordinate training, and administer resources. In addition, Senior Chief
Petty Officers serve as mentors who communicate personnel concerns and issues that impact
mission accomplishment between the crew and commands.

The readiness of today’s junior members to accept change is directly proportiond to the
involvement of Senior Chief’ s in the development and presentation of that change. Smply sad;
it isleadership, and if done properly the member will seeiit as action taken by a Coast Guard
who cares about their development. /

o their role!
of porforming B -

genior Chi
/V

To accomplish this task, SENA recommends Senior Chief’ s be assigned to al accession points:
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Coast Guard Academy — Commandant of Cadets
Assign the following 8 E-8 hillets to the Coast Guard Academy (asst. company officers):

BMCS

MSTCS Z;/

MKCS 0@0 ]

RDCS S %

TCCS %
DCCS s
ETCS i

AECS

YVVYVYVYVYVYVYY

Assign thefollowing 2 E-8 hillets to the Offig Candidate School (asst. company officers):

%6’ .
> QMCS %,

> YNCS

|

Recruit Training — Cape May

Assign the following 4 E-8 billets to Recruit Training — Cape May (company
commandersitraining divison):

2
> FSCS ‘9% .
> HSCS %
> avics —— ‘?0%&
> SKCS ”

G-1GE-10
Rp Leadersiyp

0-1E-1 Apprenfice  Joumeyman Master
>

The 14 billets identified can be interchangeable, but should remain rate related (i. e BM, MK,
26
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TC) and not petty officer (SCPO). This provides addition leadership opportunities for rate
related assgnments and provides enlisted rating influence to our newest members. The focus
isto reprogram billets, not request new billets.

It simportant, that Senior Chief’ s understand “accession training” importance. Too many senior
enlisted members have lost touch with the important role the Coast Guard Academy and Tracen
Cape May performsin trangtioning civilians to productive military members. To fulfill our Coast
Guad Vidon: The world's best Coast Guard.... Ready today.... Preparing for
tomorrow, -- We must achieve full potentid in an inclusive environment!

Focus...

Building...“Workforce Readiness Skills”

RECOMMENDATION #8
Recommend reprogramming of 14 SCPO billets (Programs can reprogram current E-7/E-
8/E-9 hillets within their reting)
G-S, G-0O, G-M, G-W, G-CPA for action

Required Resources. None (AFC20 —norma transfer)

COMMENTS:
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2D — First-Unit Professional Development Board (PDB)

Accession training provides our newest members with only a very basic orientation of Coast
Guard life; the transformation from civilian to military.  Our basc “A” school dructure is only
resource and designed to teech the fundamental tools of the rate. Upon completing
aoprenticeship training, the next step fals within the journeyman arena where hands-on job
traning and indoctrination begins.  The firg unit is ultimatdly respongble to reinforce and
sugtain the transformation and professionaism learned and to encourage these new members to
grive forward to reach the next higher levd.

In coordination with PACAREA &float units, approximately 1500 PACAREA billets are first
termers; members with 4 years of sarvice or less. These members normdly arive at
PACAREA units with very little knowledge of Coast Guard life. Customarily, this firgt unit has
aprimary responsibility to develop al new members both professondly and personaly.

The purpose for a Professonal Development Board is to provide a pane of senior enlisted
members from each unit aong with the support of the Command Cadre that will provide
guidance to our inexperienced newcomers. Their duty isto assist the member in adjusting to the
Coast Guard way of life and enhance their career development opportunities by establishing
short and long-term goals.  Based upon the role of Senior and Master Chiefs, developing

their_people isaprime responghility.

RECOMMENDATION #9
This organizationd program digns with the identified roles and responghilities required of
Senior and Magter Chiefs.  Using PACAREA mode, SENA recommends a“First Unit
Professional Development Board" (PDB) be established at dl mgor commands where
CPO's—MCPO'sareassgned. Ultimate responsibility lieswithin the Chief’s Mess.
Area Commandersfor action

Basicaly, chartering a career road map for our junior enlisted members with an emphasis on
“Target for Success.” Tieinto Enlisted Career Development Program.
G-WT for action

(Contents of Firgt-Unit Professona Devel opment Board — below)

Required Resources: None

COMMENTS:
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(Contents of)
Fir st-Unit Professional Development Board (PDB)

PACAREA has patnered with the Coast Guard Cutter BOUTWELL to develop a
recommended check sheet. The PDB can be unique to the unit's expertise and resources, but
as a recommendation the Command Chief would be the Board Chairman, asssted by the
Admin supervisor (YNC/YNL) and the intervieweds CPO supervisor. Others within the
Command such as the CO, XO, Training Officer, Divison Head, and First Class Petty Officers
should be encouraged to be board members.

Interviewees (al First Termers) should St before the Board within 60 days of reporting
onboard. Follow-up sessions should occur every 3 to 5 months for Non-Rated members and
every 6 to 9 months for Rated members. Added sessions could occur as recommended by the
Command or Supervisor.  The added sessons could occur for example when an Exit interview
needs to be conducted or when it's evident that a member is clearly deviating from his or her
intended track.

The overriding theme for the Professond Development Board is " Target for Success.”
Three equa parts.

1. Sdting the Stage
2. Thelnterview
3. Follow up

SETTING THE STAGE: Smple steps toward preparing the sesson.  The who, what, where,
and when are determined. Prior to the sesson, Generd Information is abstracted from the
member's record and recorded on the Check Shest.

THE INTERVIEW: This section dedls with the actud mechanics of the sesson. An effective
sesson must include two way communication focused on "Target for Success” but aso to
identify and establish clear expectations. Additionaly, an action plan will be established that the
member can use to record their achievements.

FOLLOW-UP: After the session has been completed, it is important to document the session
by the use of the Check Sheet.  It's recommended that the Chairman maintain a file on each
member that will hold the completed Check Sheets and Pledge of Persond Commitment. A
good follow-up plan will effectively motivate First Termers to exert the necessary effort to attain
their Goals.
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Professional Development Wor ksheet

Generd Information

Name of Interviewee: Date of Birth: [
Day Mon Yr
(Last, First MI)
Home town: Date of Enlisment: [
Day Mon Yr
(City & State)
Department: End of Fird-Term Enlisgment:
[
Day Mon Yr
Rate/Rank: Date ReportedtoUnit: ~ /  /
Day Mon Yr

Welcome Aboard Program

Did your sponsor meet adl your needs? (circle one) Yes No

Comments.

Did you receive a Welcome Aboard Package? (circle one) | Yes | No

What recommendations would you make to improve our unit’s Sponsor/Welcome Aboard Program(s)?

Prior Educational Background:

Yes | No | College Mgor or Subject of Training

GED

High School Graduate

Some College

AA Degree
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BA/BS Degree

Technicd Training

Vocationd Traning

Certificate of Training

Other

Other

‘A’-School:

ASVAB | GS | AR [WK | pc [ NO | cs | As | MK | MC

i
<

Disqudifying Factors. (U.S. Citizen? etc.)

‘A’-School(s) qudified for:

‘A’-School(s) desired:

0 Background investigation needed? Y N Completed? Y N
1 Fight physica needed? Y N Completed? Y N
Color blindness? Y N
Strike for arate? MGIB? Y N
Status of Class‘A’ School (number on lish):
as of: [
Day Mon Yr
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Why did you join the Coast Guard and what are your expectations? (Discusson & Notes)

Short-term Gods (discuss and list the following):

" Persond (bills, buy car, enroll in schoal, etc.)

" Professiona (‘A’-School, strike, increase ASV AB scores)

" Status of POS &/or JOR, €tc.
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L ong-term Goals (discuss and list the following):

" Persond (marriage, family, buy a house, complete a degree, etc.)

" Professional (career in Coast Guard — CPO, SCPO, MCPO, CWO, OCS, separate/relad )

Discuss and list idess of how you can achieve your gods while in the Coast Guard:

If you are planning to separate from the Coast Guard, what are the reasons for your decision?
1

N

Pledge of Personal Commitment
(To be completed by member after initia board)
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| pledge to be personally responsible for achieving my goals by doing the following:
(includetimelineswith dates)

I will begin working toward achieving my long-term goals, personal and professional,
by: (list the stepsyou will taketo achieve your goals)

___MembersSignature Command Chief
Signature
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2E — Senior Enlisted Afloat Program

SENA reviewed the two-year Senior Enlisted Afloat Program that was deployed on Coast
Guard Cutter's STEADFAST, MOHAWK, GALLATIN, AND SHERMAN. This program
was designed to play a crucid leadership role in the development of our junior members by
providing additional senior enlisted leadership, mentoring, and personnd management support.
In addition, they filled duties as chief of the mess, career development advisor, educationd
sarvices officer, coordinator and facilitator for informa mentoring, and the command financia
counsdlor.

The survey instrument identified strengths and weeknesses in terms of overdl effectiveness:

Four Coast Guard cutters with an afloat Command Master Chief or Command Senior Chief
were surveyed.

Four like cutters, without an afloat Command Magter Chief or Command Senior Chief were
surveyed.

Asareault, 580 surveys were returned that identified the following:

Successes;

(a) Educationd support for our people in terms of personad growth (tuition assstance, degree
planning) increased by 30%.

(b) The striker program was better defined with recommendations to realign within the enlisted
career development program modd.

(c) Command Magter Chief or Command Senior Chief assgned provided increased senior
enlisted leadership in terms of career development guidance.

(d) Higher pass rates of first time takers on correspondence courses (EOCT).

(e) Better communications within the command through the wardroom and the chief’ s mess.

Obstacles:

() A fulltime Command Master Chief or Command Senior Chief prevented our assigned junior
officer corps from learning, developing, and experiencing in terms of understanding the
importance of "collateral duties’ and overal organizationd goals.

(9 Under Public Law 85-422, E-8 and E-9 pay grades mandates a ceiling limit in terms of
maximum authorized billets.  Current shipboard billet structure limits assgnment without
seeking dternate solutions such as reprogramming within the shipboard rating structure.

(h) The sole respongbility of "deveoping” our junior members is defined as a "CPO
responsibility,” meaning, al members of the CPO Mess are responsible - not just one
Command Magter Chief or Command Senior Chief.  This concept reemphasizes the
"importance’ of traning dl CPO’s at the Chief’s Academy and the continued role of the
"Chief" asamentor.
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The survey did capture that these duties were being performed at each unit, regardless of having
a fulltime Command Magter Chief or Command Senior Chief assigned, but did not capture the
"a wha cost factor." Meaning, the person(s) performing these duties completed dl the
functions listed, regardless of response time, available resources, and ongoing collateral and unit
commitments

Unlike other Team Coast Guard components, the enlisted corps has a different professond
developmenta need depending upon their rating. For example, a Chief Boatswain's Mate who
is an Officer-In-Charge of a cutter has different leadership requirements than one who is a Chief
Magter-At-Arms at a shore station.  SENA found

that because of internd advancement and raing specific assgnments, most senior enlisted
members move into leadership postions at the E-8 leve, not the E-7 level. Except for BM’s,
QM’s, and ET’'s, who generdly are assgned as Officers-In-Charge at the CPO leve, the
opportunity to be the “Chief of the Mess” on a large Coast Guard cutter (378 & |cebreaker)
generdly elevatesto the Senior and Master Chief levels.

To show how individua expectations change from entry level to senior enlisted levels, consder
the competency, “Looking out for others’ on the senior enlised evauation form. It is
described: Successful leader s identify others' needs and abilities. They ensure fair and
equitable treatment, project high expectations for subordinates and their teams, know
their jobs, express confidence in their abilities, recognize achievements, and use
reward systems effectively. Leaders appropriately support and assist in professional
and personal situations and use formal and informal processes to positively resolve
situations. As Sated earlier, defined character building is such a paramount transformation to
career development — “that the right role model — will lead the right person — to do the right

thing.”

In summary, the performance of commands that take the time to enforce the standards and
develop their crews, speaks for itsdf, and at the core of those successful commandsisachief’s
messthat is hed to sandards and doing itsjob.  SENA found that having a fulltime * Command
Senior Chief (E-8) pad “large dividends’ in terms of coaching and developing our members.
SENA found that our current billet Structure does not support adding new “ Senior and Master
Chief billets.  Therefore, SENA recommends the following:

Each program manager review their current afloat billet sructure on 270's, 378 sand
| cebreakers.

Reprogram 1 E-7 billet on each 270" to 1 E-8 hillet (collateral duty Command Senior
Chief).

Reprogram 2 E-8 hilletson dl 378 to 2 E-7 billets. 1 E-8 hillet will remainon dl 378's
(collatera duty Command Senior Chief).
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Reprogram 2 E-9 billets (MKCM & EMCM) on dl Icebreakersto 2 E-8 hillets (MKCS
& EMCS). 1E-9billet (QMCM) will remain onboard (collateral duty Command Master
Chief).

The results Every 270 and 378 in the fleet will have 1 E-8 hillet with the remainder of the
CPOMessasE-7's. ThisE-8 will serve asthe” Chief of the Mess” ether full time or part
time, pending fina determination by SEAT. An additiona E-6 hillet on 378 sfor rating
support should be considered.  Every Icebreaker will have 1 E-9 billet (QMCM) asthe
“Chief of the Mess,” either full time or part time, pending find determination by SEAT.

The downside to one of these recommendations would be the change of 2 E-8 hilletsto 2 E-7
billets onboard al 378's.  The 378-hillet structure was established many years ago and has not
changed even though the technica respongbilities of CPO’'s and SCPO’s have changed. Most
recently, as a result of the military draw down, personnel reduction, right-sizing and fisca
ghrinking, the do-more-with-less philosophy forced us to utilize a certain amount of leadership
to make things work. The result, “what is truly needed... not, what is nice to have’ in
terms of evauating and reprogramming exising billets

SENA found having a Magter Chief onboard a 378’ was convenient, but not necessary.  Any
well-trained competent Senior Chief could do the job on both our 270's and 378's. SENA’S
god is to promote a “winwin dtuation” for everyone—the member, the unit, and the
organizetion.

RECOMMENDATION # 10

Reprogram 1 E-7 billet to 1 E-8 billet onboard dl 270's.
G-W/G-O/G-SG-CPA for action

Reprogram 2 E-8 hillets to 2 E-7 hillets onboard dl 378's. 1 E-8 billet will remain as Chief
of the Mess.
G-W/G-O/G-SG-CPA for action

Reprogram 2 E-9 billets (MKCM & EMCM) on dl Icebreskers to 2 E-8 billets (MKCS
& EMCYS). Leave QMCM hillet onboard.
G-W/G-O/G-SG-CPA for action

Required Resources. None Norma AFC20 funding. Billets aready exist - reprogram
within reting. SEAT assgtance for guidance.

COMMENTS:
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Section ||

Professional Development

3A — Enlisted Performance Qualifications

The Performance Quadlifications Systems (PQS) ensures consistent and coordinated oversight
on organization-wide performance requirements. To ensure consstency, SENA recommends
we continue our improvement on documenting performance requirements of each rate and
rating, and organizationdly aign oursdves with G-W's roadmap cgpabilities modd that sets
new procedures on how performance is evauated and how training should be conducted to
ensure a complete performance-based sat of qudifications exist for each and every enlisted

rating.

G-W'’sroadmap capabilities mode

1) Capability to acquire the workforce of the future

2) Capability to prepare and ddliver people for the work of today and tomorrow

3) Capahility to envison and creste an attractive and effective workplace for the future
4) Strategic cgpability for operating and improving the HR system as a system

SENA has linked its recommendations with each capability by focusng on the Enlisted
Performance Qudification System (defined optimadsKSAA’S) as a database management
system that will identify new methods and means to capture, store, and retrieve a member's
record of persond qudifications (job/performance skills) as they progress in their career.
People Soft Capabilities (i.e. Firg-Unit Professona Development Board, Senior Enlisted
Accession Training, Senior Enlisted Afloat, Enlisted Career Development Program, etc).

COMMENTS:
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3B — Military Reguirements (MRN) System

SENA research and analyss identified knowledge, sKills, attitudes and abilities (KSAA'S)
required of al Senior and Master Chief Petty Officers. The attributes of the ided Senior Chief
and Magter Chief, defined in section 1, provides a solid foundation for continued education and
training that will better prepare our Senior and Magter Chiefs for their next assgnment.  Many
Senior Enlisted Billets (Command Master Chiefs, Rating Force Master Chiefs, Leading Chiefs,
Officers-In-Charge, Executive Petty Officers, Shop Supervisors, and Independent Duty
Assgnments) require skills that go beyond the specific knowledge needed for a particular rating.

As a continuance of our MRN advancement modules, SENA recommends a two-phase
process; phase-one will consst of anonresident MRN course for advancement to Senior Chief,
phase-two will be a nonresdent MRN course for advancement to Master Chief. Both courses
will fal under our current Military Requirement System and will be designed using the defined
optimals required for trangtion from Chief Petty Officer to Senior Chief and from Senior Chief
to Master Chief Petty Officer.

Since both of these advancements are monumenta in one's enlisted career and usudly the
deciding factor toward continuance of enlisted ranks, vice warrant ranks, SENA found it was
equaly important that our senior enlisted members continue their learning process and take the
lead, by gaining firshand knowledge of what works and what doesn't work. The basic
principle here isthe higher you go within the organization, the more you should learn not the less.

The course will be titled -- Senior Enlisted Command Admin (SECA) Course. Phase I,
will derive dl of the identified optimads (knowledge, Kills, attitudes, and abilities) required for
Senior Chiefs. Phase 11, will derive dl of the identified optimals (knowledge, skills, attitudes,
and abilities) required for Master Chiefs, Rating Force Master Chiefs, Command Master Chiefs
(Gold Badge), and callatera duty Command Chiefs (Silver Badge).

In addition, both courses will include existing military requirement subjects that are common to
al raings. Coast Guard Human Resource Management Programs, Public Affairs, Leadership,
Wdlness, TQM Principles, Gender Equdity, Diversty Management, Code of Conduct,
Adminigration, Training, Uniforms, Medds and Awards, Courtesies, Drills, Ceremonies, Coast
Guard Higtory, Military Justice, Career Information, Ethics, Security, Coast Guard Traditions,
Safety, Occupational Hedlth, First Aid, and Fitness.
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The SECA course will be dgnificant—by matching each of the 21 leadership competencies,
aong with the identified KSAA'’s @ the Senior and Magter Chief leves, thus providing the right
“sKill sets” s0 our people can perform well in the Coast Guard.

SENA did not congder any dternative training solutions (i. e. resdent based, computer based,
or interactive module) due to current funding issues. However, these options should be
explored based upon current training inventories (i. e. effective team building requires multiple

players).

RECOMMENDATION # 11
Develop and incorporate non-resdent courses into our Military Requirements (MRN)
System
G-WT/G-WTT for action

Explore training solutions options
SEAT for Action

Required Resources: Minima Course writer billet aready exist

COMMENTS:
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3C — Workforce Competency Assessment

An ingrument should be designed to assess Senior and Master Chief competencies based on
performance expectations—a comprehensive evauation and measurement system to show the
results, quantitative and quditative, for every senior and master chief billet.

Since leadership competencies are measurable patterns of behavior essentia to learning, a
check and balance system should be implemented that will monitor any indication of problems
with the newly defined roles, respongbilities, and optimas for Senior and Magter Chiefs.
Bascdly...ensuring we are doing “ right things right.”

What do we want to measure? &

Isit value-added? \> 6°°46‘ AOO

How will we messure? ?9/ <,
Establish basdine? 6Q

Egablish system for review? Pe)

Make adjustments? / %Q’
What do we want to achieve?

Must comply with the Gover nment Performance & Results Act (GPRA) mandates

RECOMMENDATION # 12
Implement a Workforce Evauaion Competency Assessment Modd (current training
structure supports this initiative. Partner with Leadership Development Center/HRSIC/CG
Ingtitute, and G-WP.
G-WT for action

Required Resources:. None

COMMENTS:
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Section |V

V. Human Resource Systems

4A — Enlisted Continuation Board (ECB)

To better prepare our senior enlisted members to meet misson needs, our human resource
management syssem must focus on building people that are multi-talented, technical capable,
experienced, and have greet future potentia. SENA found that the senior enlisted members
who had the most acquired skills were the one's who seek out the most chdlenging jobs.
What does this mean in terms of keeping the “best and brightest” workforce? SENA found
that our current High Year Tenure (HYT) policy did not sort the “good from the bad” in terms
of retaining the best and brightest, but instead based human resource management decisions on
accumulated service, not on proven performance. In genera terms, highly motivated individuals
leave the organization much sooner due to planned second career tracks and age discrimination
factors on workforce marketability.

Using the guiddines of our Sster services, continuation boards would eiminate the HYT policy
in part —mainly E-5's would be capped at 20 years of active/reserve service. Beyond E-5, E-
6's through E-9's would be reviewed a certain intervas for continued service up to 30 years.
SENA found that many of our senior enlisted members (E-6 and above) have acquired
equivaent technica and educationd levels as compared to many of our junior officers. The
offset, many of these highly motivated individuas have ten or more years of service and have
shown a “good faith” effort toward continued dedicated service, especidly during a time when
marketable “technicd skills’ are in high demand.

Now that the organization has identified the roles and responsbilities expected of Senior and
Magter Chiefs, we must remove barriers so our high performers (E-6's to E-9's) can excdl in
their professon. Basicdly, we must build a solid foundation toward misson performance, so
our junior members can identify with senior enlisted roles, both persondly and professiondly.
“Capturing technical talent”

- . ‘/
“The goal of every sailor once again

will be to become a chief petty officer,
__—¥» And every chief to become a master chief.” <—__
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When just under 50% of your workers digible for retirement — retire, a the earliest avalable
date, mgjor damage occurs to our human resource infrastructure. In today’s supercharged
economy, our most experienced asset; our senior enlisted members (E-6 through E-9), must be
encouraged to stay and challenge the future. What counts today is an understanding thet the old
rules (HYT) should no longer gpply and an organization-wide willingness to embrace new ideas
and technology that would serve us effectively for years to come should be implemented.

Right now, many of our Rating Force Magter Chief’s are working with fewer people on the
ingde of the Coast Guard and more people on the outdde of the organization, due to
networking connected with modern commercia technology. The time has arrived to reexamine
our human resource management policies on reenlisment, extensons, and career limitations.
Using a non-descriptive guiddine on “who stays and who goes’ must be defined based upon
performance, not time limitations, if we strive for building...” workforce readiness sills.”

SENA found many senior enlisted positions were filled by two categories of people. First
category were members who possessed most of the identified KSAA’s of Senior and Master
Chiefs and continued forward serving, regardless of career obstacles. Second category were
members who possess very few of the identified KSAA’s and have no desre to atain the
required skill sets. Both groups viewed HYT differently. First category viewed the policy asa
serious career decison factor —do | stay or do | go, now that I'm limited on years of service.
Second category viewed the policy asa“say of execution,” thus dlowing them to stay with little
or no consequences to their poor performance.  Obvioudy, as a hedthy organization, we want
to keep thefirst category. The second category who isfailing to meet the new job description is
the one's we mugt target for training to do a better job. If training is not successful and they
refuse to step up to the plate, we must demand they find another livelihood.

RECOMMENDATION # 13
SENA recommends an enlisted continuation board process be implemented.  This board
would be chartered by a precept that requires dl E-6' sthrough E-9's (active and reserve)
with over 20 years of active or reserve military service to be reviewed for continued service,
Exception: Rating Force Magter Chiefs and Command Master Chiefs (gold badge) may
extend beyond 30 years based upon the needs of the service.
G-WP/G-CMCPO for action

Recommend the Senior Enlisted Advisory Team (SEAT) review and st criteria
reference/policy guidelines.
G-CMCPO for action

Required Resources. Minima (Annua board convening cost)

COMMENTS:
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4B —Assignments

SENA found many Senior and Master Chief hillets lacked identified job descriptions. Some
billets required skills that go beyond the expected performance qudlifications of that particular
rating or assigned hillet (i. e BM, MK, TC), while other billets had members assigned that were
overqudified for the job. When we base assgnment preferences upon the member’s last
geographic location as a determining factor, and not on future performance potentia, we end up
with member’ s being assigned to pogtions ether overqudified, underquaified, or undertrained.

SENA found that Senior and Master Chief assignments should be based upon a *best qudified”
system only, not on the current SPEAR assgnment process. We found the SPEAR process
worked well with E-4’s through E-7’s, but didn’t work well with the senior enlisted ranks (E-8
& E-9). Why? Firg, Senior and Master Chiefs have more experience within the enlisted ranks
and are organizationdly designed to be “closer to the deckplates’ where performance counts
themost.  Since job classfications for Senior and Master Chiefs were never clearly defined, the
organization has done it's best to fulfill the needs of unit commands. Second, now that Senior
and Magter Chief roles and responghilities have been identified, we must dign our human
resource policies and assignments to support this new change and place the “right person in the
right job.” SENA condders Senior and Master Chief assgnments are just as important if not
more S0, than senior officer assignments. The leve of influence that is distributed based upon
the member’s skilled set and contributions -- provides an everlagting impact a the unit and
organization leve.

One of SENA'’s recommendations is to reward Rating Force Master Chiefs and Command
Master Chiefs who successfully complete a tour of duty for their dedicated efforts. Not
because they are specid, but because we need to minimize assignment barriers and encourage
our senior enlissed members to pursue non-raterelated assgnments.  Unlike DOD, who
grooms their future E-8's and E-9's a an early age, we do a poor job preparing and
encouraging our Senior and Magter Chiefs to pursue specid assgnments. Each year, less than
5% of our E-9's seek out-of-rating leadership assignments.  The next lower Sster serviceisthe
Air Force with 28% of their E-9's seeking out-of-rate assgnments.

What does thismean? Firgt, many of our Master Chief billets must be restructured based upon
the defined definition:
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Master Chief Petty Officer (M CPO/E-9)

The senior most members in the enlisted workforce, Master Chief Petty Officers are leaders
and managers at the organizationd levd. Their primary responshilities are to focus on the
globa view of the Coast Guard in order to participate in developing and implementing strategic
policies and programs. In addition, Master Chief Petty Officers serve as mentors who
communicate personnd concerns and issues that impact misson accomplishment between the
workforce and senior management.

Generdly, Magter Chief billets should focus on organizationa level management and workforce
development. As an active organization, we must provide avenues and rewards for members
who seek “out of the box” assgnments that benefit the organization as awhole.  Using the
officer corps promotion/assgnment model, any 0-3 through 0-6 who didn't seek higher
leadership opportunities, would have a short-lived career. Not so for the enlisted workforce
dructure.  Under current assgnment policies, a member must volunteer for leadership
assignments.  Ultimately, the ided organizationd god should be every Master Chief Petty
Officer is reviewed for a RFMC, CMC, or other leadership postion, regardless of persona
preference.

SENA recommends that in order to attract the best candidates to these profoundly influentia
jobs, we minimize the motivation and incentive barriers to attract the highest caliber candidates.
Either assgn under a “best qudified/future potentid modd” smilar to our officer assgnment
policy, or remain with the SPEAR policy procedure, but revard RFMC's and CMC'’s with an
assgnment preference of 2, vice the current category 5.  Category 5 means our CMC's and
RFMC’ s must compete with non-leadership billets that are generdly “good rating assgnments.”

SENA found that RFMC's and CMC'’s held one of the most important postions of al enlisted
members, in terms of trudt, resources, decison-making, and problem solving. These positions
ded with organizationd involvement, not amdl unit involvement. They are truly accountable to
many, not a few, and we must encourage the ‘best of the best” to seek these postions.
Unless we change this policy, we will not see an increase in Magter Chief’s who seek these
types of assgnments. SENA cannot overemphasize the importance of having the “right person
in the right pogition.”

E-9 s should be assigned to the following organizational positions:

Enlisted Assignment Officers. We are the only military service that has officers assgning
enlisted members. All other branches of the Armed Forces have senior enlisted members
as assgnment officers. SENA data clearly showed tha our current enlisted assignment
dructure performs exceptiondly well. However, individua
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career counsdling and leadership development influence should rests soldly with the senior
enlisted corps. Based upon Senior and Master Chief optimals, respongibility for leadership
devdlopment a the individud, unit, and organizationd level has been identified as
characterigtics within the role of senior and master chiefs. Always has been....Always
should bel!

As dated earlier, an andyss of Coast Guard leadership indicates that the “organizationd
leadership” mogt often affecting enlisted performance is from the CPO Corps rather than the
Officer Corps. Mager Chief’'s are “developers of the workforceg’ which includes the
oversght of the Human Resource Management System; Advancements, Assgnments,
Rewards, and Evaluations of enlisted personnel.

SENA recommends that the 22 CWO billets currently assgned to Coast Guard Personnel
Command/EPM-2 be reprogrammed with 22 Master Chief billets. Using a4 year rotation
modd, the god is to provide a garting point by using existing experience, knowledge, and
skills of current assgnment officers and rotate annualy 5 CWO hillets with 5 E-9 hillets --
over afour year period, beginning with SPEAR FY01. (New Title: “ Rating Assignment
Master Chief (RAMC).”

“A” School Chief/Course Writer: The senior most members a each “A” school should
be a Magter Chief Petty Officer. Of three “A” schoal training centers, none have the same
enlisged pyramid structure in regards to “A” school leadership. Basicdly, a mismatch of
leadership ranges from senior chiefsto warrant officers. As aresult of non-dignment within
our training system, we have dlowed hillets to be reprogrammed based upon persondities
and conveniences. Madter Chiefs are truly the senior most member of each enlisted rating
and should be assgned pogtions that exhibit “role modeing and developing of the
workforce”  SENA recommends al “A” Schools have MCPO's assigned as School
Chiefs.

Accepting the new optimals of a Senior Chief, SCPO’'s should be assigned as “technica
advisors a the unit level” which clearly demongrates their role as ‘Rating Information
Senior Chiefs (RISC).” Currently, this billet is the rating course writer, which varies in
pay grade from E-7 to E-9, depending upon the training center. SENA recommends that
al course writer billets be reprogrammed to E-8 hillets and be titled “Rating Information
Senior Chiefs” RISC's will have complete oversaght of dl rating courses, servicewide
examinations, and other pertinent rating information that pertains to one's enlisted career.
The Magter Chief assigned as the “A” School Chief will be responsible for the E-9 Rating
Servicewide Examination only.  In partnership with the Rating Force Magter Chief, Rating
Assgnment Master Chief, and the Rating “A” School Magter Chief, the Rating Information
Senior Chief will now be organizationdly aigned to administer an effective nonresident

course(s).
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Developing Our Workforce
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Therefore, al assgnment officer and “A” school positions should be reprogrammed to Magter
Chiefs.  The course writer recommendation is dragticaly needed due to the high turnover
currently being experienced within the course writer arena (promotions, advancements, and
assignments).

MRN Course Writer:  (Tracen Petaluma) Based upon the above recommendation and
the contents of the Enlisted Career Development Program (ECDP), SENA recommends
reprogramming the MRN course writer billet from CWO to E-9 to dign with the “A”
School Chief pogtion. This hillet will be responsible for E-8 and E-9 courses and military
requirements, in addition, will supervise dl Rating Information Senior Chiefs (E-8) assgned

to Tracen Petaluma 2
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Enlisted Leadership Program Manager: (G-WTL-2) This billet is currently a SCPO
billet. Should be upgraded to MCPO based upon the identified optimals required of
MCPO's and Raing Force Magter Chief’s.  Direct liaison with organizationa level
management of enliged leadership programs (military requirements, enlisted leadership
training programs (LAMS, CPO Academy, Unit leadership program, A school leadership,
senior enlisted NCO courses, €tc).

Enlisted Fellowship Programs. The ultimate god of the U. S. Army Sergeants Mgor
Academy (USASMA) is to conduct a qudity educationd program that will contribute
ggnificantly to the professona devdopment and motivation of our Senior Enlisted
Workforce. Building upon team and military leadership, fitness fundamentas, professond
development, strategy, logidtics, training management, and war fighting skills, attendees who
complete USASMA will be assigned to dtrategic leadership podtions.  This provides a
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logicd stepping stone toward building “optima” Rating Force Magter Chiefs, Command
Madgter Chiefs, and other high profile leadership positions.

SENA recognizes tha many Senior and Maser Chiegf  hillels must  be
reexamined/reprogrammed in order to meet Public Law 85-422. SENA recommends that
the Senior Enlisted Advisory Team work directly with each Coast Guard Directorate on
identifying billets that should be reprogrammed to meet this need.

And last......

E-6'sthrough E-9's should remain in
Officer-In-Charge and Executive Petty Officer pogitions.

“Manning lifeboat stationsis an enlisted role,
Always has been, and always should be.”

This humanitarian misson is the livelihood of
every enlisted member’s contribution to “ Semper Paratus.”

Allowing any one ese to assume this role would be
detrimenta to what we stand for in terms of
pursuing lifdong commitment.

RECOMMENDATION # 14

Approve dl recommendations
G-C for action

SENA recognizes that many Senior and Mader Chigf  billetss must be
reexamined/reprogrammed in order to meet the defined definition of Public Law 85-422
(Senior Chief and Magter Chief Peity Officers roles and responghilities).  SENA
recommends that the Senior Enlisted Advisory Team work directly with each Coast Guard
Directorate on identifying these billets for reprogramming.

G-CCSfor Action

Reguired Resources. Minimal  (Reprogram billets)

COMMENTS:
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AC — Enlisted For ce M anagement (EFM)

Organizationad Control: The current Rating Force Master Chief (RFMC) sructure is divided
within 4 programs. G-S, G-O, G-M, and G-W. SENA'’sdata found that the current structure
(e.g., separate Flag Officers for each program) exacerbates a problem of aignment among
enlisted rating management.  Bagicdly, rating force master chiefs are not located where they
can achieve best results,

Conggtent with practices of other Services, dl RFMC's should be accountable to the same
Flag Officer for the same results. Placing a greater emphasis on the common god of producing
the same results across the board only better prepares our enlisted members for service to the
Coast Guard, and provides better management within the human resource management arena
Removing the assigned Rating Force Magter Chiefs from their current structure, and replace
each directorate with a Senior Chief (E-8) for technical advisory purposes, will provide the
“One Boss — One Way” concept, which reduces resource demands now being placed on the
four directorates.

SENA found 65% of the required work that is performed by each RFMC, has a direct
connection to the Office of Personnd Management (G-WP).  In addition, using a “best
business approach” model, RFMC's should be located under one directorate based on such
factors as customer service, personnd issues, and policy and procedures. The objective is to
tie productivity standards to our enlisted rating structure.
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RECOMMENDATION # 15

Option # 1 Relocate al Rating Force Master Chiefs under G-CCS directorate (CROSS
PROGRAMMATIC BOUNDARIES)
G-CCSfor action

Option # 2 Relocate al Rating Force Master Chiefs under G-WP directorate
G-CCSfor action

Option # 3 Rating Force Magter Chiefs remain in respective programs. SENA’S main
objective with the Rating Force Magter Chief program was to identify the required optimals
0 each RFMC will have access to a “reference guide’ that will guide them in the
performance of their duties. The current billet structure does work. However, the “one
boss-one way” concept would organizationaly ensure each program was aigned with other
programs in terms of support, logistics, and current CG policies.

G-CCSfor action

Relocate the SN and FN Force Management program under G-WTT, rather than G-OCU
and G-SRF respectively. Thiswould shift dl nonrate performance requirementsto G-WTT
who now has oversght of al military requirement performance qudifications (particularly E-
2/ recruit training curriculum).  This change would be resource neutra with no billet move
required.

G-WT/G-O/G-Sfor action

Recommend the YNCM hillet assigned to G-WTT be redesigned to a MCPO hillet. This
billet would serve as the “Nonrate Reting Force Magter Chief” in adignment with other
enligted rating force magter chiefs.  This billet would have adminigrative responsbility for al
nonrate performance qualifications (SN, FN, Aviation, and MRN qudifications & courses).
In addition, this member serves as the program coordinator for recruit training
implementation. Under our current structure, only aYNCM could assume thisrole and this
would eiminate any possible qudified candidates who have acquired the necessary skill set
as a Rating Force Magter Chief to assume this position.  This recommend change would
create your basic “one-stop shopping” structure in regards to al nonrate issues.  Resource
neutrd.

G-WT for action

Required Resources. None (SEAT involvement with recommendations)

COMMENTS:
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AC — Evauations & Advancements

SENA found that advancements, rather than bonuses or incentive pay, offers the increased
responsibility and opportunity that appeds to our most talented members. Only advancement to
ahigher pay grade enables our members to improve their qudity of life.

Based upon the findings of the Enlisted Performance Evduation Study (EPES) and the
Enlisted Advancement Study Team (EAST), SENA recommends that the Senior Enlisted
Advisory Team (SEAT) and the Rating Force Magter Chiefs are involved in any and al
EAST & EPEF implementation.

Required Resour ces: None

COMMENTS:
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Section V

| mplementation Plan

5A — Senior Enlisted Advisory Team (SEAT)

Senior Enlised Advisory Team (SEAT) is an independent body that acts under an informa
charter a the discretion of the Master Chief Petty Officer of the Coast Guard (G-CMCPO).
SEAT mests regularly and works closdy with G-CMCPO on issues affecting the enlisted
workforce. SEAT’sgod isto assst and provide guidance to the Magter Chief Petty Officer of
the Coast Guard.

RECOMMENDATION # 16
SENA recommends that SEAT review all recommendations for implementation
feaghility.
G-CMCPO for action

SEAT should review public law 85-422 and explore the possbility of drafting legidation
that would alow the Coast Guard to expand the 3% ceiling limit on E-8'sand E-9's. Other
armed forces have been successful with this recommendation.

G-CMCPO/G-L/SEAT for action

Required Resources: None

COMMENTS:
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5B — Implementation Schedule

The Office of Training and Reserve (G-WT) having served as overdl planner, coordinator, and
leader of the SENA project, will work with the SEAT team and other programs involved
toward implementation. Because 98% of SENA’S recommendations are resource
neutral and G-WT's proactive nature, work on many of the recommendations are being
addressed through other HR studies (Enlisted Career Development Program, Joint Rating
Review, Junior Officer Needs Assessment, and the Skills Andyss Management Study, to name
afew).

COMMENTS:
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5C — Summary of Recommendations

RECOMMENDATION # 1

Adopt the defined role, respongbilities, and optimals of a Senior Chief Petty Officer.
G-W for action

Incorporate the defined definition into al Coast Guard publications (CG Persman, CG
Enlised Qudifications Manud, Enlisted Qudifications Code Manud, and CG Organization
Manual, €tc).

G-WT/G-WP for action

Resour ce Neutral

APPROVED: DISAPPROVED:

RECOMMENDATION # 2

Adopt the defined role, respongbilities, and optimas of a Master Chief Petty Officer.
G-W for action

Incorporate defined definition into al Coast Guard publications (CG Persman, CG Enlisted
Qudifications Manud, Enlisted Qudifications Code Manud, and CG Organization Manud,
etc).

G-WT/G-WP for action

Resour ce Neutral

APPROVED: DISAPPROVED:

RECOMMENDATION # 3

Adopt the defined role, responsihilities, and optimals of a Rating Force Magter Chief.
G-W/G-S/G-O/G-M for action

Incorporate defined definition into al Coast Guard publications (CG Persman, CG Enlisted
Qudifications Manud, Enlisted Qudifications Code Manud, and CG Organization Manud,
etc).
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G-WT/G-WP/G-0O/G-SG-M for action

Using the required optimals as a guide, program/force managers should provide on-the-job
training to dl new RFMC's. A desktop reference (“recipe book™) guide should be
developed that provides guidance, resources, and problem solving tools (standard operation
procedures) to increase effectiveness.

G-SG-0O/G-M/G-W for action

Changetitle: From Rating Manager to Rating Force Magter Chief (RFMC).
G-CCSfor action

Elevate Satus of the position
G-SG-0O/G-M/G-W for action

Resources: Minimal cost to develop a desktop reference guide

APPROVED: DISAPPROVED:

RECOMMENDATION # 4
Adopt the defined role, responsibilities, and optimals of a Command Master Chief. (Gold
Badge)

G-W for action

Incorporate defined definition into al Coast Guard publications (CG Persman, CG Enlisted
Qudifications Manud, Enlisted Quadlifications Code Manua, and CG Organization Manud,
€tc).

G-WT/G-WP for action

Incorporate defined definition into Commandant Indruction 1306 (Command Master
Chief).
G-CMCPO for action

Explore the option of adding a Command Magter Chief training course (resdent or
nonresident) each year. The agenda would consist of building upon the required optimals.
Conduct a a Training Center to reduce cost or explore the development of a nonresident
on-lineinteractive course.

G-WTT For action

Resour ces: Minima cogt for training development (resident/nonresident trng)
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APPROVED: DISAPPROVED:

RECOMMENDATION # 5
Adopt the defined role, respongihilities, and optimals of a Collatera Duty Command Chief,
Command Senior Chief, & Command Master Chief (Silver Badge).

G-W for action

Incorporate defined definition into all Coast Guard publications (CG Peraman, CG Enlisted
Qudifications Manud, Enlisted Qudifications Code Manua, and CG Organization Manud,
etc).

G-WT/G-WP for action

Incorporate defined definition into Commandant Ingtruction 1306 (CMC ingruction). G-
CMCPO for action

Work with Areg, Didrict, and Group commands to explore the option of conducting a
collatera duty Command Chief training course (resident or nonresdent) eech year. The
agenda would consigt of building upon the required optimas. Conduct a a Training Center
to reduce cost or explore the development of a nonresident on-line interactive course.
G-WTT for action

Resour ces. Minimd cogt for training development (resident/nonresident trng)

APPROVED: DISAPPROVED:

RECOMMENDATION # 6:
Adopt the defined role— Publish ALCOAST
G-CCSApproval

Resour ce Neutr al

APPROVED: DISAPPROVED:
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RECOMMENDATION # 7

Publish senior enlisted roles and respongibilities at recruiting and al accesson-training points
(Brochure & Video). Incorporate into Military Requirement (MRN) courses and
Servicewide Examinations (SWE).

G-WT for action

Resour ces: Minimal

APPROVED: DISAPPROVED:

RECOMMENDATION # 8
Recommend reprogram 14 SCPO hillets (Programs can reprogram current E-7/E-8/E-9
billets within their particular reting)

G-S, G-O, G-M, G-W, G-CPA for action

Resources: Normal AFC20 funding —reprogram existing billets

APPROVED: DISAPPROVED:

RECOMMENDATION # 9
This organizationa program digns with the identified roles and respongibilities required of E-
8sand E-9's. Usng PACAREA modd, SENA recommends a “Fir st Unit Professional
Development Board" (PDB) be established at al mgor commands where E-7’s— E-9's
aeassgned. Ultimate respongbility lieswith the Chief’ s Mess.

Area Commandersfor action

Basicdly, chartering a career road map for our junior enlisted members with an emphas's
on“ Target for Success.” Tieinto Enlisted Career Development Program.
G-WT for action

Resour ce neutral

APPROVED: DISAPPROVED:
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RECOMMENDATION # 10
Reprogram one E-7 billet to one E-8 hillet onboard al 270's.
G-0O/G-S/G-CPA for action

Reprogram two E-8 hillets to two E-7 billets onboard dl 378's. One E-8 billet onboard al
378 will remain asthe Chief of the Mess.
G-O/G-S/G-CPA for action

Reprogram 2 E-9 billets (MKCM & EMCM) on al Icebreskers to 2 E-8 billets (MKCS
& EMCS). Leave QMCM hbillet onboard.

Resources: Normal AFC20 funding — Reprogram existing billets

APPROVED: DISAPPROVED:

RECOMMENDATION # 11
Incorporate Senior and Master Chief non-resident courses into our Military Requirements
(MRN) System.

G-WT/G-WTT for action

Resources. Minimal - Course writer billet dready exists (cost to produce & distribute
COUrses)

APPROVED: DISAPPROVED:

RECOMMENDATION # 12
Implement a Workforce Evaduation Competency Assessment Modd (Current training
Structure supports this initiative — Partner with Leadership Development Center/HRSI C/CG
Ingtitute (research & assessment) and G-WP.

G-WT for action

Resour ce neutral

APPROVED: DISAPPROVED:
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RECOMMENDATION # 13
SENA recommends an enlisted continuation board process be implemented.  This board
would be chartered by a precept that requires al E-6's through E-9's (active and reserve)
with over 20 years of active or reserve military service to be reviewed for continued service,
G-WP/G-CMCPO for action

Recommend the Senior Enlisted Advisory Team (SEAT) review and st criteria references.
G-CMCPO for action

Resources: Minimal - CGPC coordinate board review

APPROVED: DISAPPROVED:

RECOMMENDATION # 14

Approve dl recommendations
G-C for action

SENA recognizes that many Senior and Mader Chigf  billetss must be
reexamined/reprogrammed in order to meet the defined definition of Public Law 85-422
(Senior Chief and Madgter Chief Petty Officers roles and responghilities).  SENA
recommends that the Senior Enlisted Advisory Team work directly with each Coast Guard
Directorate on identifying these billets for reprogramming.

G-CCSfor Action

Resource neutral - Normal AFC20 funding

APPROVED: DISAPPROVED:

RECOMMENDATION # 15

Option # 1 Relocate al Rating Force Master Chiefs under G-CCS directorate (CROSS
PROGRAMMATIC BOUNDARIEYS)
G-CCSfor action

Option # 2 Relocate dll Rating Force Master Chiefs under G-WP directorate
G-CCSfor action

Option # 3 Rating Force Magter Chiefs remain in respective programs
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G-CCSfor action

Relocate the SN and FN Force Management program under G-WTT, rather than G-OCU
and G-SRF respectively. Thiswould shift dl nonrate performance requirementsto G-WTT
who now has oversght of al military requirement performance qudifications (particularly E-
2/ recruit training curriculum).  This change would be resource neutral with no billet move
required.

G-W-T/G-O/G-Sfor action

Recommend the YNCM hillet assgned to G-WTT be redesigned to a MCPO billet. This
billet would serve as the “Nonrate Rating Force Magter Chief” in dignment with enlisted
rating force magter chiefs. This billet would have adminigtrative respongbility for dl nonrate
performance qudifications (SN, FN, Aviaion, and MRN quas & courses). In addition,
this member serves as the program coordinator for recruit training implementation.  Under
our current sructure, only a YNCM could assume this role and this would diminate many
possible quaified candidates who have acquired the necessary skill set as a Rating Force
Magter Chief to assume this pogtion. This recommend change would create your basic
“one-stop shopping” structure in regards to al nonrate issues.

G-W/G-WT for action

Resource neutral Norma AFC20 funding —interna program redignment

APPROVED: DISAPPROVED:

RECOMMENDATION # 16
SENA recommends that SEAT review dl recommendations for implementation feasibility
and organizationd dignment. In addition, SEAT will work directly with CG Directorates on
billet review/dignment in accordance with Public Law 85-422.

G-CCS/G-W for action

SEAT should explore the possibility of drafting legidation that would dlow the Coast Guard
to expand the 3% ceiling limit on E-8's and E-9's.  Other armed forces have been
successful with this recommendetion.
G-CMCPO/G-L/SEAT for action

APPROVED: DISAPPROVED:
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