
 
 
 
 
 

 

The Coast Guard DUTY TO PEOPLE DEOCS: Final Report 
 

In support of the Commandant’s “Duty to People” (DTP) focus, Admiral Charles Michel charged the 

Civil Rights Directorate (CRD) with developing a plan to ensure every member of the Coast Guard 

workforce had the opportunity to take the Defense Equal Opportunity Management Institute (DEOMI) 

Organizational Climate Survey (DEOCS).  The intent was to reach members at small units, and others 

who, for various reasons, had not been given the survey.  Under current policy, units with fewer than 25 

personnel are not required to administer the DEOCS.  Approximately 5,000 personnel, or 9% of the 

workforce, are assigned to such units.  In January 2016, CRD launched a special “Duty to People (DTP) 

DEOCS” focusing on obtaining responses from the aforementioned target group. The survey used a 

Likert-type Scale ranging from 1 (lowest) to 4 (highest), with favorable scores considered to be a 3 or 

above.  The survey provides management with valuable feedback about the climate, whether positive or 

negative, and equips them with information that aids in effecting responsive plans of action. 

 

What is DEOCS? This survey is a management tool that measures critical organizational climate 

dimensions that can impact unit readiness, based on 22 years of extensive study, research, utilization, 

and customer feedback.  The DEOCS tool assesses employee perceptions in three primary areas as 

depicted below (Table 1). 
 

Organizational 
Effectiveness 
Factors 

Organizational Commitment; Trust in Leadership; Organizational Performance; Organizational 
Cohesion; Leadership Cohesion; Job Satisfaction; Organizational Processes; Diversity Management; 
Help Seeking Behaviors; Exhaustion. 

Equal Opportunity 
Factors 

Sexist Behaviors; Sexual Harassment; Sex Discrimination; Racist Behaviors; Disability Discrimination; 
Age Discrimination; Religious Discrimination; Demeaning Behaviors; Hazing Behaviors. 

Sexual Assault 
Prevention & 
Response Factors 

Perceptions of Safety; Chain of Command Support; Publicity of SAPR Information; Unit Reporting 
Climate; Zero Perceived Barriers to Reporting; Unit Prevention Climate; Restricted Reporting 
Knowledge. 

Table 1: The DEOCS three primary areas of assessment for employee perceptions. 

How Was the Duty to People DEOCS Announced?  The CRD developed a communication plan and 

solicited assistance from the Civilian Advisory Board, CG-092 and the office of the Master Chief Petty 

Officer of the Coast Guard (MCPOCG) to encourage participation for this massive undertaking of 

reaching the target 5,000 population.  Instructions for taking the DTP DEOCS were announced by 

ALCOAST 028/16 (enclosure 1) and reinforced through twelve communication channels summarized in 

Table 2 on the next page. The survey was open to Coast Guard personnel from January 29, 2016 to 

February 29, 2016.  During this time, CRD responded to questions about the DTP DEOCS mainly from 

commands seeking clarification on who comprised the target group. 
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Table of Communication Channels 
  

Channel or 

Network 

Target 

Date 

Actual 

Date 

Action to be Taken Comments 

All-Hands 

Email 

(HCS + 

DEOCS 

content) 

07 Jan 16 07 Jan 16 Inform workforce. VCG sent e-mail to senior leadership 

Meet with 

DCMS-ED 

19 Jan 16 19 Jan 16 Recruit SME assistance 

for review of service 

wide DEOCS open-

ended responses. 

 

Meet with  

DCO-EA 

19 Jan 16 19 Jan 16 Recruit SME assistance 

for review of service 

wide DEOCS open-

ended responses. 

 

Civilian 

Advisory 

Board 

(CAB) 

29 Jan 16 29 Jan 16 Issue Communications 

to the workforce to 

encourage participation. 

Help disseminate 

promotional material. 

Promotional materials e-mailed to POC 

with no response.  

2/2/16 - Follow-up call made with no 

response; will follow-up again on 2/3 

CG 

ALCOAST 

29 Jan 16 28 Jan 16 Officially notify the 

workforce and provide 

procedures for 

participation. Provide 

access link and code. 

Direct COs/OICs to link 

for promotional 

material. 

Live on CG Portal- ALCOAST 036/16 

https://cg.portal.uscg.mil/library/general

messages/ 

General%20Messages/GENMSG2016/

ALCOAST/028-16_ALCOAST.txt 

 

 

Leadership 

and 

Diversity 

Advisory 

Councils 

(LDACs) 

29 Jan 16 29 Jan 16 Encourage participation 

by all hands. 

Disseminate 

promotional material. 

Promotional materials e-mailed to 

POC’s; POC’s forwarded via their 

distribution lists. 

HQ 

Kitchenettes 

29 Jan 16 

– 05 Feb 

16 

29 Jan 16 Encourage participation 

at Headquarters by 

posting promotional 

materials.  (We Want to 

Hear From You) 

Promotional poster distributed to all 

CGHQ kitchenettes  

Special 

Notices 

01 Feb 16 29 Jan 16 Encourage participation 

at Headquarters by 

posting promotional 

materials. 

2/2/16 - Promotional material is 

displayed on TV monitors at CGHQ 

entrances and on CG Portal website: 

https://cg.portal.uscg.mil/units/dol/dol-

3/BNCR/sn/SitePages/Home.aspx  

Internal 

Communicat

ions Bulletin 

29 Jan 16  

 

03 Feb 

16 

Encourage participation; 

Reiterate procedures. 

Provide links, password. 

ICB released to Coast Guard CO’s and 

OIC’s 2/3/2016  

CG Blog 

(HCS + 

DEOCS 

content) 

05 Feb 16 02 Feb 

16 

Reminder that survey 

period is open. Repeat 

links and password. 

Blog post is live: 

http://allhands.coastguard.dodlive.mil/2

016/02/02/duty-to-people-special-

deomi-climate-survey-now-available/ 
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HQ 

Kitchenettes 

05 Feb 16  12 Feb 

16 

Encourage participation 

at Headquarters by 

posting promotional 

materials.  (Express 

Yourself!) 

 

HQ 

Kitchenettes 

12 Feb 16  19 Feb 

16 

Encourage participation 

at Headquarters by 

posting promotional 

materials.  (Got Input?) 

 

Command 

Master 

Chiefs 

Network 

15 Feb 16 29 Feb 

16 

Encourage participation. 

Repeat links and 

password. 

 

HQ 

Kitchenettes 

19 Feb 16  29 Feb 

16 

Encourage participation 

at Headquarters by 

posting promotional 

materials.  (What’s on 

Your Mind?) 

 

EA Network 22 Feb 16 29 Feb 

16 

Issue Final reminder to 

staffs for participation. 

Restate location of links 

and password. 

 

 Table 2: The 12 Communication Channels used to promote the DTP DEOCS. 
 

How Were Results Reviewed and Analyzed?  The standard DEOCS is known to generate responses that 

contain sensitive information or allege prohibited activity requiring careful handling.  CRD reached out 

to the Deputy Commandant for Mission Support (DCMS), the Deputy Commandant for Operations 

(DCO), Coast Guard Academy (CGA), and the Sexual Assault Prevention and Response Military 

Campaign Office (SAPR MCO) to establish teams which reviewed every response, and identified those 

requiring follow-up attention.   In addition to obtaining support with communication channels, CRD 

staff also obtained help to review, distill and analyze the DTP DEOCS results. CRD staff developed 

guidance to facilitate the DTP DEOCS review team and ensure consistent methods for reviewing and 

analyzing all results. Pages 4-8 display the objective results of the Likert-type Scale questions while 

pages 9-13 describe how the more subjective open-ended question data was collected and studied.  

 

What Was the Outcome? A total of 1,450 military and civilian members participated in the DTP 

DEOCS.  Fifty-seven percent of the respondents reported they had not completed any DEOCS within the 

previous 12-months.  Thus the targeted audience was successfully surveyed.  Responses were 

substantially aligned to those obtained in the FY 15 Coast Guard DEOCS results. These results are 

graphically displayed on with Charts 1-9 on pages 4-8. 

 

How Were Follow Up Actions Identified and Taken? The team considered each data point and either 

took follow-up actions or re-directed responses to the appropriate entity.  The team also offered a 

summary of their findings at the Senior Executive Leadership Conference (SELC) in April, 2016.  The 

follow up actions identified by the DTP DEOCS Team were derived from the four queries inviting open-

ended responses. See pages 10 and 11 of this report. 
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DTP DEOCS Results from the 98 Multiple Choice/Likert-type Scale Questions 
 

Participant demographics for the DTP DEOCS were comparable to CG FY 15 DEOCS consolidated 

report (an aggregate DEOCS report of the commands normally required to complete DEOCS annually).  

The DTP DEOCS results were substantially similar to the CG FY 15 DEOCS results. 

 
Minority and Majority Groups by Participation Rate 

Majority participation rates were 59.96% for the DTP DEOCS and 61.24% for all DEOCS the previous 

year.  This DTP DEOCS participation was substantially similar as shown in Chart 1 below.  

 

 
Chart 1: Participation rates for DTP DEOCS show the minority group participation decreased by 1.5% while the majority group 
participation increased by 1.3% as compared to the FY 15 DEOCS. 

 
Participation Rate by Ethnicity and Racial Identification (ERI) 

The special DTP DEOCS respondents were similar in terms of race and ethnicity to those who 

participated in the CG FY 15 DEOCS.  However, it should be noted that the response rate for Asians 

and Hispanics in the DTP DEOCS was lower than in the CG FY 15 DEOCS by 0.78% and 0.83% 

respectively.  The percentage of participants who declined to identify their race/national origin for the 

DTP DEOCS was nearly identical to those for the FY 15 CG-wide DEOCS. 

 

 
Chart 2: Participation rate of DTP DEOCS was similar to FY 15 DEOCS with the exception of Asians (0.78%) and Hispanics (0.83%) which 
were lower. 
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Participation by Ethnicity  

The survey compares participation between Non-Hispanic and Hispanic personnel.  The Non- Hispanic 

participation rate was 73.86% in the DTP DEOCS survey, which was 1.14% higher than the CG FY 15 

DEOCS. The Hispanic participation rate was 8.48% in the DTP DEOCS slightly lower (0.83%) than CG 

FY15 DEOCS. This small difference may be attributable to the ethnic make-up of units in the targeted 

audience (units with fewer than 25 personnel). 
 

 
Chart 3: Participation rate by Hispanic personnel for the Special DTP DEOCS was lower (0.83%), but not significantly, than in CG FY15  
DEOCS (9.31%). 

 
Participation by Gender 

Fewer women participated in the DTP DEOCS compared with the CG FY 15 consolidated DEOCS. This 

disparity is attributed to the female make-up of the targeted audience - units with fewer than 25 

personnel – which tend to have a lower female population. 

 

 
Chart 4: DTP DEOCS shows a small decline of 3.30% in female participation compared to the FY15 DEOCS. 
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Participation by Rank 

The DTP DEOCS participants by rank were unlike the results of CG FY 15 accumulative DEOCS 

results. This was solely due to the targeted audience (small units) and the predominant makeup of that 

group is junior enlisted service members.  It should be noted that the participation rate of junior enlisted 

members (58.34%) was significantly higher by 8.5% in the DTP DEOCS than their participation rate in 

the CG FY 15 DEOCS. See Chart 5 below.  

 

 
Chart 5: Participation rate of Junior Enlisted (58.34%) was significantly higher (8.5%) in the DTP DEOCS. 
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Sexual Assault Prevention and Response Variables 

DTP DEOCS respondents were favorable about the climate as it pertains to sexual assault prevention 

and response.  These results were in range with the Coast Guard average. 

 

 
 Chart 6: SAPR responses for the Special DTP and FY 15 DEOCS indicated favorable Likert scores of 3 or better for both surveys. 
 

The next set of charts (7-9) represents respondents by various groups compared to the Coast Guard 

average. 

 

Organizational Effectiveness Factors 

Senior civilian employees consistently rated organizational effectiveness lower than their counterparts in 

the senior military officer ranks.  Their opinions scored below Coast Guard average and data variances 

were slight. 

 

 
Chart 7: Average Likert response by Senior Civilians (2.83) indicate they view organizational effectiveness less favorably than do Senior 
Officers (3.18). Variances were moderate. 
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Equal Opportunity Factors 
Senior officers believe that discrimination is less likely to occur in the service than senior civilian 

members.  Their view in the DTP DEOCS scored higher than the Coast Guard average and variances 

were moderate. 

 

 
Chart 8: Average Likert responses by Senior Civilians (3.20) indicate they view equal opportunity factors less favorably than Senior 
Officers (3.49). Variances were moderate. 
 

Sexual Assault Prevention and Response (SAPR) Factors 
Senior enlisted members have a more positive perception of the Coast Guard climate as it pertains to the 

prevention of sexual assault, the likelihood of units reporting activity and safety.  This is consistent with 

communications and training that is heavily targeted to military members. Variances were moderate. See 

Chart 9 below. 
 

 
Chart 9: Average Likert responses by Senior Enlisted members (3.77) view the SAPR climate more favorably than do Junior Civilian 
members (3.45). Variances were moderate. 
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DTP DEOCS Results based on the four queries inviting open-ended responses 

 

In addition to multiple choice questions, the DTP DEOCS queried participants in narrative form. Four 

open ended series of questions solicited feedback in the areas of: (1) Organizational Effectiveness; (2) 

Equal Opportunity/Equal Employment Opportunity and Fair Treatment; (3) Discrimination, Sexual 

Harassment, and Sexual Assault Prevention and Response; and (4) General Written Comments. 

 

Due to the fact that narrative responses do not easily lend themselves to automated analysis, CRD first 

used text analysis software and identified main concepts, and trends. These were summarized in a Digest 

to the Vice Commandant titled: “Special Defense Equal Opportunity Climate Survey Results” dated 9 

March 2016. 

 

To effect a fuller analysis of the narrative responses, CRD assembled a multi-directorate team 

representing the four subject areas embodied by the queries. CRD sorted the responses into subject 

areas, and the multi-directorate team into sub-groups.  The sub-groups received a set of questions 

commensurate with their assigned areas of responsibility.  Table 3 depicts the breakdown of the 

subgroups and which office was assigned to which subject area. 

 

DEOCS Open-Ended Subject Areas 
Responses Reviewed 
by 

Organizational Effectiveness DCMS, DCO, & CG-8 
Equal Opportunity, Equal Employment Opportunity and Fair Treatment CRD 
Discrimination, Sexual Harassment and Sexual Assault Prevention and 
Response 

SAPR MCO 

General Written Comments DCMS, DCO, & CG-8 

  Table 3: Areas of Responsibility and Designated Review Teams. 

 

Comment Review Methodology 

CRD developed a methodology to ensure that each response was reviewed, analyzed and queued for 

follow-up action where indicated. The methodology consisted of several steps: 

 

1) Review each open-ended response. 

 

2) Using the comment analyzer in Figure 1 (next page), team members assigned a code to each response.  

These codes were then grouped into quadrants based on the urgency level of the statement.  The level of 

urgency was based on if the action in the response was a violation of law or policy and if the individual 

doing the action was identified.  It must be noted that DEOCS respondents, at times, include allegations 

of prohibited activity in their comments. These are reports of crimes, fraud, waste and abuse, prohibited 

discrimination, or unlawful personnel practices.  For this task, prohibited activity was termed violations.  

The methodology ensured that these violations were forwarded to the appropriate organization for 

follow-up.   

 

3) Codes were assigned based on common themes so that responses could be easily organized, analyzed 

and summarized.  
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 Example Comments Using Comment Analyzer 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

                   Figure 1: Comment Analyzer used to assess and review participant responses to open ended questions. 
 

4) Instructions were given for the transfer of reported violations to the appropriate organization for 

follow-up.  Sub-group members were provided points of contacts for the Civil Rights Directorate, CG 

Investigative Service, Human Resources, Sexual Assault Prevention Response for violations pertaining 

to respective areas of responsibility.  

 

5) Sub-groups developed action plans to address actionable items.  

 

Report Preparation 

DTP DEOCS review teams were tasked with organizing respondents’ comments by most salient themes 

based on the four open-ended subject areas: Organizational Effectiveness; Equal Opportunity/Equal 

Employment Opportunity and Fair Treatment; Discrimination, Sexual Harassment, and Sexual Assault 

Prevention and Response; and General Written Comments as shown in Table 3 on page 9.  Once all the 

comments were categorized, each team prepared a summary based on their review, analysis and 

recommendations.  They also developed corrective action plans to address concerns and/or problem 

areas. The summaries from each team were used to prepare this report. 

 

Open-ended Questions Results 

The majority of feedback in all of the four sections for the open-ended queries was positive.  Namely, 

respondents felt favorably about their leadership and the Coast Guard, they felt that their commands 

were supportive of SAPR efforts, and they reported favorably on the quality of CG Sexual Assault and 

Prevention Training.  Tables 4.a-d on the next page are representations of overall concerns and problems 

that were raised by respondents along with recommended solutions.  
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Open-Ended Comments and Recommended Actions 

1. Organizational Effectiveness 

Overarching Response Themes from 484 

Respondent Comments 

Recommended Actions 

1:01 Issues with Leadership Require additional leadership training at 

all levels. Action: FORCECOM 
1:02 Poor communications – at unit level, between 

the field and headquarters.  Also, CG poorly 

designed portal/website infrastructure 

requires too much research time to obtain 

information to complete tasks.  

Communicate clear leadership 

guidance/expectations via regular 

ALCOAST or Flag Voice messages. 

Action: CG-1 

1:03 Lack of Accountability - Lack of transparency 

– No transparency on discipline matters; 

senior members receive little, if any, 

punishment while junior members are 

separated from the service. 

Require more transparency: Discipline 

and investigative outcomes; Frequent and 

detailed Good Order and Discipline 

Messages. Action: Legal Services 

Command 

1:04 Lack of Resources – field personnel 

expressed pressure to maintain mission 

success despite budget cuts and personnel 

gaps. 

 

  Table 4.a Organizational Effectiveness concerns expressed by CG members with their corresponding potential solution. 

 

2. Equal Opportunity, Equal Employment Opportunity and Fair Treatment 

Overarching Response Themes from 317 

Respondent Comments 

Recommended Actions 

2:01 

Favoritism - Preferential treatment based on 

personal relationship between supervisors and 

subordinates, and not performance based.  

Investigate the feasibility of 

incorporating civil rights/social climate 

training into all pre-command courses. 

Action: FORCECOM 

2:02 

Harassment – Non-EEO bases. Unwelcome 

conduct (verbal or physical) that 

unreasonably interferes with individuals’ 

work performance; and creating intimidating 

or hostile working environments.   

Communicate the results of this survey to 

the workforce via ALCOAST message. 

Action: CRD 

2:03 

Majority Discrimination - A perception of 

discrimination against members of the 

majority group incorporated in policies and/or 

procedures intended to promote equal 

opportunity. 

Communicate the results of this survey to 

senior leadership.  Action: CRD 
 

Completed: 04/28/2016 

  Table 4.b EO/EEO concerns expressed by CG members with potential solutions for each problem area identified. 
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3. Discrimination, Sexual Harassment, and Sexual Assault 

Overarching Response Themes from 143 

Respondent Comments 

Recommended Actions 

3:01 

Training Quantity/Quality - Too much sexual 

assault and sexual harassment training. 

Obtain the training requirement for 

sexual assault and sexual harassment.  

Action: SAPR/CRD. 

 

Incorporate evaluation surveys for all 

mandated training courses.  Action: 

FORCECOM 

  Table 4.c Discrimination and SAPR concerns expressed by CG members with potential solutions for each problem area identified. 

 

4. General Written Comments 

Overarching Response Themes from 112 

Respondent Comments 

Recommended Actions 

4:01 

Leadership Issues - Micromanagement and 

other toxic leadership traits exhibited at the 

unit level. 

List all of the comments that pertain to 

this leadership issue theme, redact all 

identifiable information, and forward 

them to DCO, DCMS, LANT and PAC’s 

LDACs to address.  Action: CG-1. 
4:02 

Generational Gap – A perception that 

leadership is slow to accept and adapt to the 

differences between the generations that 

make up today’s Coast Guard. 

4:03 

Training Issues – Dissatisfaction with 

mandated training in general and sexual 

assault prevention and response training 

specifically. 
  Table 4.d General concerns expressed by CG members with potential solutions for each problem area identified. 
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Conclusion 
 

In summary, this DTP DEOCS accomplished its intended purpose to give all Coast Guard members the 

opportunity to share their views on Coast Guard climate.  While it was open to all personnel, the target 

audience was those at small units who would not otherwise receive the opportunity to participate in 

DEOCS.  Though not a completely representative sampling of the entire workforce because smaller 

units have a much higher enlisted to officer ratio, tend to have fewer females and civilian employees and 

more junior members of the workforce, there was little variation from perceptions expressed in the fleet-

wide DEOCS.  For the most part, this report shows that the results of this DTP DEOCS were aligned 

with the broader Coast Guard population that participates in the DEOCS annually.   

 

The administration of the DTP DEOCS and subsequent planned corrective actions are unlike those 

conducted at unit levels where COs/OICs have the ability to target action plans to local problems 

identified.  In lieu of local interventions, the DTP DEOCS review teams implemented fleet-wide action 

plans to respond to concerns and problems conveyed by respondents in Tables 4.a-d. 

 

Recommendations 

 

1) Members of the workforce participated robustly in this activity based on the Vice Commandant’s call.  

Therefore, we recommend a communiqué (draft provided) be sent to all personnel that accomplishes the 

following: 

 

a. Express appreciation to the workforce for participation in the DTP DEOCS. 

 

b. Offers a short statement of how results were shared with leadership. 

 

c. Offers a short statement on how action plans were developed and are being implemented. 

 

d. Directs leadership to continue DEOCS and other methods which offer insight to the concerns 

of their respective workforces, and ensure follow-up actions. 

 

2) Surveys including the DTP DEOCS, are useful for obtaining feedback over a large group.  Therefore, 

CRD recommends periodic messaging from senior leadership of the utilization of activities for 

employee engagement, such as:  

 

a. All Hands meetings and other official gatherings attended by all unit personnel at which 

information is passed and questions are encouraged. 

 

b. Morale Events in the form of a unit picnic, lunch outing, potluck, etc. 

 

c. Small-Group Discussions and semi-structured unit dialogues led by an expert facilitator, 

centering on key topics related to climate. 

 

3) All members of the workforce should have the opportunity to participate in periodic DEOCS.  

Therefore, CRD recommends a policy change so that all commands, regardless of size, complete a 

DEOCS survey within 180 days of a change in command and annually thereafter.   
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These and other activities should be used regularly to: 

 

a. Express unit leadership value for perspectives of every member and an atmosphere where 

personnel feel free to raise concerns without fear of reprisal. 

 

b. Reinforce leadership duty to ensure that no members are discriminated against or harassed. 

 

c. Invite personnel to make appointments to discuss concerns with leadership of the unit. 

 

d. Encourage all members to reach out to other avenues to express concerns including the 

Chaplain, Coast Guard Investigative Services (CGIS), civil rights staff, ombudsman (for 

military), the union, Command Chiefs, Command Senior or Master Chiefs, Command Drug 

and Alcohol Representatives, human resources staff, Sexual Assault Response Coordinators, 

Employee Assistance Program Coordinators, and others. 

 

e. Reinforce the message that no one will be retaliated against for engaging in the foregoing 

actions. 


