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Project Improve, the new title for the Coast Guard Aircraft Repair and Supply
Center (AR&SC) Testing and Counseling Program in Elizabeth City, NC., expresses
idea of this study: to assist all employees in gaining better understanding of their full
potential and their training needs. The results of Project Improve are listed in tables
throughout this study, implying that it has worked effectively for the AR8SC; it can be
considered a prototype for other Coast Guard centers; it would not necessarily have
the same results under different conditions; and a more detailed evalvation of it must
wait until the program’s effect has brought about empirically measurable changes.

Results showed increases in employee participation in educational opportunities;

increases in employee productivity and morale; a favorable reception to the program

by the community educational institutions, the local union, and employees; participation
in after hours training inversely related to both educational level and job position
level; and no increase in personnel or budget of AR&SC necessary for t;se program.

(Appendixes contain letters and announcements pertaining to the program.) (if)
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I, FOREWORD

Project Improve is the new title given to the AR&SC Testing and
Counseling Programe The new title was adopted because this study indicates
that the secondary objective of the jnitial program, which was to provide
assistance to all employees in better understanding of their overall poten-
tial and their need for training, has produced the most noteworthy resultse
The primary objective of the original progiam to provide management with
the tools and information of use in selecting employees for special train-

ing has also been successfule

The name "Improve" suggests both change and the value and direction
of change. The new "Great Society" that we are all striving to build re-
quires such change. Improvement must ultimately be achieved by effort of
individual employees. Project Improve benefits managenent by providing
tools and procedures to identify and select, in the most objective and
valid way, the employees who can benefit most from training. The program
benefits the employee by increasing the nrobability of the selection of
individuals ready to receive training. This reduces the probability of

failure and the loss of status of the jndividual in his group and communitye

Project Improve encourages and guides realistic employee self-improvement
efforts at local and private education and training facilitles.

The program has also stimilated the local educatlonal resources and
encouraged them to recognize the need to devise educational programs which

more meaningfully satisfy the need of the communitye.
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IT. SUMVARY OF THE REPORT

1, INTRODUCTION

In early May 1965, a program was initiated at AR&SC to assist
Management in selecting employees most qualified for job-related training
provided at Government expense and also to facilitate the counseling of
employees with regards to their own self-development needs, and the edu-
cational opportunities available at local public schools and colleges.

On 17 August 1965, the AR&SC Testing and Counseling Program was
announced and implemented. (See Appendix A.)All employees were given the
opportunity to be tested, interviewed and counseled regarding educational
opportunities appropriate to their needs.

The program was well received by Management and by most of the
employees. Subsequent to the interview and guidance session, many em-
ployees participated in off-duty education in locally available programs.
The original program has been renamed Project Improve.

2. PURPOSE

This study was directed by the Chief, Office of Personnel to ascertain
the results of Project Improve after one year. Accordingly, it was neces-
sary to evaluate the effect of the program on the AR&SC complex and on the
Elizabeth City educational facilities. Also, it was considered desirable
to evaluate the degree and nature of employee interest and participation
in off-duty training programs during the 1965-1966 school year.

3. RESULTS

The complete results of this study are presented in the body of this
report and in Appendix B, C, and D¢ A summary of the results is presented
below: '

a. Project Improve appears to be of considerable worth to
Management. Command at ARZSC has stated "that lasting and important
advances in increased efficiency are likely results from upgrading the
education of our employees" and "that employee productivity and morale
have improved." (See Appendix B.) -

b. -ﬁroject Improve has been most favorably received by the community
educational institutions. Dre. B.A. Barringer, President of the College of
the Albermarle and Director of Adult Education, stated that "We are extremely

“interested in this project since the people of concern are our citizens."

Concerning Coast Guard's efforts in our cooperative educational improvement
venture (Project Improve), Dr. Barringer stated, "This is a procedure which
other government agencies and private commercial interests might well
emulate." (See Appendix C.) ‘
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c. Project Improve has been accepted and given positive support by tho
local union. The union has encouraged both members and non-members to par-
ticipate in off-duty training. (See Appendix D.)

d. Project Improve has received general acceptance by AR&SC personnel
and has been helpful to employees as indicated in the body of this report -
and in Appendix B and D.

e. Two-thirds of all employees (Wage Board and Classification Act)
at ARZSC stated the desire to participate in after-hours training programs
locally available.

f. Of the employees whc indicated a desire for training (during the
ARZSC interview phase of Project Improve), 314 actually attended the after-
hours courses and programs.

ge Participation in after-hours training as a result of the program
is inversely related to both education level and job position level; i.e.,
" the lower the education level or job position level, the greater the parti-
cipation in training programs. The highest percent of participation was
in the Negro group (51%). ' | -

h. Job or position level at AR&SC is directly related to educational
levels The relationship is noticeable in that the 'more responsible.’ jobs
and positions are more apt to be filled by persons with higher educations
Accordingly, it appears that persons with lower education have less chance
of promotion. -The Negro group, which is the least educated of all the
‘groups, -also holds a preponderance of the lower-level jobs.

1, The lower the education level, the greater the reluctance to

| participate in the personnel testing aspect of this projecte Many of those °
who refused testing at AR&SC did, however, follow the guidance and encourage-
ment given in the AR&SC.interview phase of Project Improve by enrolling in
.after-hours educational programs.v.

J. ‘The results attained in the Project Improve were accomplished
without an increase in personnel or budget. ,

. " ke The same level of support given in FY 1966 is planned for FY 1967.
(See Appendix B.)

' b, CONCLUSIONS

o 8¢ Project Improve is working effectively at AR&SC. The'prognosis
V;is for. continued success. of the project.

. . be Project Improve can be considered as a prototype to guide other
. 'commands in a similiar effort.

‘This overall good result, however, does not guarantee that Project

:'ImprOVe will work as well in other settings. Factors such as school ~ community
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relations, peographical and social conditions, ani opportunity for

"moonlighting™ might have different influence on a similar program at
other locations.

de A more comprehensive evaluation of the full impact of Project Improve -
must be deferred until such time a's the program has had time to bring about '
changes of sufficient magnitude in important factors which can be measured
ind evaluated in an objective and empirical manner.
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III. BASIC REPORT

1. BACKGROUND

Training provided for civilians at Government expense is a lManagement
responsibility. Therefore, 211 civilian iraining needs and ~.jlesits are
identified and recommended by Management at all levels. Henco, training
provided by Coast Guard for employces is all Management directeds In keeping
with this policy, training was requested and rocommended for erployees
concerncd with the new HH=-524 helicopter overhaul, repair and waintenance
programse These requirements generated urgent needs for new job knowledges
and skills for a large number of personnel (civilian and militazy).

Specialized training programs were provided at Coast Guard expense to
develop capable and effective teams of mechanics (military and civilian)
to meot tLc operational demands of the IfH-52A4 helicopter repair programe.
Civilian and military personnel were selected and attended the same courses
and in %ihc same classese There is no record of failure among the U.S. Coast
Guard's :ilitary personnel who were selected for and took the HH=52A heliw
copter repzir courses. Command's attempt to answer why civilians failed
generated the ARZSC Testing and Counseling Program which is deéscribed in
detail in Anpendix Ae The major objectives of the program were:

2. to dotermine which employees were ready for training provided at
Goverrmeni cxpense, and ;

i

b. <o identify training needs which coulid be met by local education
institvutions and facilities.

The fRE&SC Testing and Counseling Program was offered to all employees

- ba

en 17 August 1965. Better than €04 took advantage of the testing phase on
a voluntary basis. However, all employees were interviewed and counseled

concernings available training and education opportunities. Many employees

aeaeel’
-

participated in education and training programs as a consequences

lince tne AR&SC program was far more successful than anticipated; since
2o all employees; and since it challenges and motivates each

Since
it apniies
employcs to take prompt and positive action for self-development and self-
improverent, a more fitting title, Project Improve has been given to the

AR&SC prograiie
2, DISCIIDTION OF ZPLOYEE GROUPS PARTICIPATING IN PROJECT IMPROVE

(AU agp R W
L245C eivilian personnel are either Wage Board (Blue Collar) or
Classiticc (White Collar) workerse The Wage Board employees number 225
and arc involved in a wide range of jobs related to aircraft repair and

[#as )
maintecnancece
Diuve Collar job levels are as follows:

Forcman
I.ecdingman
Head




Journeynan
Intermediate
Helper
Laborer

Mo women are involved in Blue Collar work at AR&SC. Of the Blue
Collar men, 51 are Negroes and 174 are VWhite.

The Classified Civil Service workers fill a variety of positions
including clerical, supply, and accountings Position structure is directly
related to grade numbers, ie.ce, the higher the number, the higher the posi-
tione Forty=-one of the Classified workers are male and twenty-six are
females There are no Negroes in this group.. -

3. PROCEDURE

Constraints on the study to evaluate Project Improve included difficult
limitations of time, money and personnel, which in turn imposed a restriction
on the use of empirical information already available. Also, there was a
restriction with regard to the amount of cooperation in time and effort that
could reasonably be requested from interested organizations and persons
involved in the studye Such limitations, including the fact that Project
Improve is only one year old, precluded the possibility of a complete or
elegant evaluation. Accordingly, evaluation of Project Improve was
directed toward obtaining the most*' meaningful and reliable evaluation
possible under the conditions imposed.

This Evaluation Included:

a. An evaluation of the effect of the program on the AR&SC
complex and on the Elizabeth City educational facilities.

be An evaluation of the acceptance of the program by employees
and by the local union.

ce An evaluation of the degree and nature of participation in
off-duty training and in the testing aspects of the program. ‘

Cne of tne two evaluation procedures used in this study is based on
informed opinion of responsible authority. This approach provides testi-
moaial inTormation which, at the very minimum, indicates organizational
attitude toward Project Improve and also organizational willingness to
participate in Project Improve. Though most of thie content of these testie
monials is based on informed opinion and is therefore somewhat subjective,
it is unlikely that the testimonials obtained for this study are out of
line with actual cohditionse These results are presented in Appendix B, C
and D.

The sceond evaluation procedure used in this study is based on interview
and questionnaire information and involves the analysis of frequencies of
persomnel in meaningful classifications and also a determination of the relation-
ship between important factorse

. - iR A R T SR e S ,
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L, RESULTS

The results of this study are prescnted in this section cxcept for the
2T

testimonial letters which are presented as Aopendix B, C, and e
a. Relationship Between Educational Level and Job or Position Levele.

Tsbles 1 through 5 indicate that a direct relationship exisis between
cducationzl level and job or position level for both Wage Board and
Classified workers. The relationship 1is noticeable in that the higher Jjobs
or positions are more apt to be filled by personnel from the higher educa=

tional levelse

Though the statistical interaction of age and experience on the
relationship of education with job or position level is not evaluated in
this study, it is reasonable to assume that the higher education level
personnel in the lower jobs or positions tend to be the younger and less
experienced personnel who will, in the course of time, be proroted to the
higher jobs or positions. But even irithout taking these facicrs into
account, it appears that, on the average, personnel in the l.ower educational
levels have less chance for promotion. A comparison of Tables 2 and 3 indi-
cates that the Negro group, which is the lesser educated of the two Wage
Board zroups, also holds a preponderance of the lower jobs. |

be Relationship Between Desire for Training and Job Level.

Tables 6 through 10 indicate a small inverse relationship between
the desire for training and job or position level; i.e., the lower the
job, the greater the desire for training. However, the relationship is
small and could have occured by chance at the «30 level..

Table 7 irdicates that the Negro group is the most desirous of
training with 767 responding in the affirmative. Among the Classified
workers, the males responded very favorably toward off-duty training while
women wers the least desirous of all the groups. In this regard, many of
these women indicated in the interview that family and home responsibility
preclude their participation in a training prografe

c. Relationship Between Desire for Training and Educational Level.

v

Y
"

vebics 11 through 16 indicate a direct relationship between stated
desire for training and educational level; lee€e, the higher the educa-
tional lovel, the greater the desire for more training. Table 12, however,
indicates that this relationship does not hold up for the Negro group; ie.es,
Negrocs with lower educational levels want training as much as do Negroes
who have achieved higher educational levelse.

Comparing these findings with the slight inverse relationship found
betwecn desire for training and job level, and the position relationship
between level of training and job level, i dicated a need to consider the

interaction of these factors which is presented in Table 14,
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d. Relationship Between Participation in Training and Job or Positicn

level.
7ables 17 through 21 indicate that participation o Wage ~:.:.d cmployees
in off-duty training progrars is inversely relatcd to .U Lo . f.Ce, the

lower tre grade, the greater the number of personnii .o vesw.cis.ed in the

training programe This relationship is due, in large ooy
the greatest percentage of partieipation in after-duty traininz was

~o tne fact taat

from the

Negro groupe

Classified wor

Tables 20 and 21 indicate that only 2 sm2ll numbar of the
“ers actually participated in training despite the indication

in Tables 15 and 16 that many were interested.
e. Relationship Between Participatlion in Training and Education Level.

Tables 22 through 25 indicate that there is an inverse rclzationship
between education level and participation in the training programj the lower
the education level, the greater the participation. This ~clationship is due,
in large part, to the fact that the greatest percent of participation in after-
duty training was from the Negro groupe

fo Relationship Between Education Level and Willingness 10 be Tested.

Tables 26 and 27 indicate that there is a relationship between education
level and willingness to be tested, i.es, the lower the education level, the
greater the reluctance to be tested; and the higher the education level, the
greater the willingness to be testede However, though this finding is reasone
able and statistically reliable, the trend, may also, in part, be attributed
to group membership. In this regard, Table 27 indicates that the'Classified
female workers have the highest education level and are most willing to be
tested. The Classified male workers are the next most educated and are the
next most willing group to be tested. The Wage Board White male is the next
most highly educated group and is, on the average, more willing to be tested
than the Wage Board Negro male who is the least educated and also the least

willing to be tested,
ge Relationship Between Job Level and Willingness to be Tested.

Tables 28 and 29 indicate a slight relationship between job level and
willingness to be tested. However, the degree of relationship is not large
enough to be considered as statistically reliablee.

he Reasons Given for Non-participation in Off-duty Training by Some
Employeese. ' '

Reasons given by employees for non-participation were classified and
tallied as presented below. These figures included both those who did not
wish to participate and those who stated that they wanted to participate
but could not. If employees gave more than one reason, only the more signie
ficant one was counted.
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1. WAGE BOARD ENPLOYEES

Transportation
Financial

Home

Personal

No Courses of Value
Age and Health
Lack of Interest
Moonlighting

No Need

Community Interests

2. CLASSIFICATION ACT EMPLOYEES

Transportation
Financial

Home

Personal

No Courses of Value
Age and -Health
Lack of Interest
Moonlighting

No Need

Community Interests
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S CONCLUSICNS

a. Project Improve is working effectively at ARZSCe The prognosis
is for continued success of the project. .

be Project Improve can be considered as a prototype to guide other
cormands in a similar effort.

¢. This overall good result, however, does not guarantee that Project
Improve will work as well in other settings. Factors such as school-community
rolations, geographical and soclal conditions, and opportunity for
vmoonlighting” might have different influence on a similar program at other
locationse.

de A more comprehensive evaluation of the full impact of Project
Improve must be deferred until such time as the program has had time to
bring about changes of sufficient magnitude in importani factors which
can be measurcd and evaluated in an objective and empirical mannere.
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Upper Jodss
Forenan ,
Leadinzman
Head

Middle Jobse
Journeyrnan o
Interrcdiate

Lower Jobs:

Helper
Laborer

TCTAL

TABLE 1
Educational Level vs Job Level

TOTAL WAGE BOARD GROUP

Elementary and Junior High School or 2ll
High School, grades grades 9-12, inclusive

1-8, inclusive and over
124 . 88%
2 people 22 people
35% | 65%
56 people 101 people
i
644 36
28 people 16 people
38% S 62%
86 people 139 people

Chi Square significant at .001 level of confidence

Contingency coefficient= «90

Total

1004
24 people

100%
157 people

100%
L4 people

1009
225 people
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Upper Jobs:
Foreman,
Leadingman,
Head

Middle Jobs:
Journeyman,
Intermediate
Lower Jobs:

Helper,
Laborer

TOTAL

- Insuificient

TABLZ 2
Zducational level vs Job Level
WAGE BOARD NEGRO GROUP

Elementary and Junior Eigh School or all
High School, grades grades 9-12, inclusive

1-8 inclusive and over
0% 100%.
0 o - .1 person

57% 43%

13 people 9 people
86 | 144
2L people L people
73% 27%
37" people 14 people

Total

100%
1 person

100%
22 people

100%
28 people

100%
- 51 people

numbers in some categories preclude. tests of significance.Y
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Upper Jobss
Foreman,
Leadingman,
Head

¥iddle Jobs:
Journeyman,
Intermediate

Lower Jobs:
Helper.,
Laborer

L TOTAL

TAELE 3

Educational Level vs Job Level

WAGEﬁBOARD WHITE GROUP

9%
2 people

324 -
L3 people

25%
L people

28%
49 people

Insufficient numbers in some

Elementary and Junior High School or all
Hizh School, grades grades 9-12 inclusive
1.8, inclusive

and over

917
21 people

68%
92 people

75%
12 ‘people

72%
125 peopile

Total

100%
23 people

1004
135 people

100%
16 people

1004
174 people

categories preclude tests of significance.'
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TABLE &
Tducational Level vs Position Level

CLASSIFIED FEMALE PERSONNEL

High School grades High School grades Total

9, 10 and 11 12 and above
GS=5 through GS-1ll 0% 100% 1004
0 people. 13 people 13 people
GS=3 and GS-4 15% 85% 1004
2 people 11 people 13 people
TOTAL &% 92% 100%
2 people 24 people 26 people

Insufficient numbers in some categories preclude tests of sigaificance.

TABLE 5§
Educational Level vs Position Level

CLASSIFIED MALE PERSONNZL

High School grades High School grades Total

9, 10 and 11 12 and above
GS=5 through GS=11 8% ' 92% 100%
2 people 24 people 26 poople
GS=3 and GS-4 ' 20% . 80% 100%
3 people 12 people 15 people
TOTAL 13% 874 ' 100%
5 people . 36 people 41 people

Tasusiicient numbers in some categories preclude tests of significance.
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T 7LE 6

Desire for Tra..i. -~ by Job Level

Ly e

f TOTAL WAGE BOARD GROUP
Do Not Want Training Want Training Total
;3[T Upper Jobs:
; Foreman, 37% 63% 100%
— Leadingman, 9 people 15 people 2l people
& Head o
| e o
Intermedia%e 55 people 102 people 157 people
[T o s
E : Laborer 11 people 33 people L4 people
in |
| TOTAL 33% 67% 100%
75 people 150 people 225 people
Statistical significance at «30 level :
) TABLE 7

Desire for Training by Job Level

WAGE BOARD NEGRO GROUP

Do Not Want Training Want Training Total

2= Upper Jobs:

Foreman,
Leadingnan,
Head

¥iddle Jobs:
Journeyrman,
Intermediate

Lower Jobs:

Helper,
Laborer

TOTAL

0%
0 people

19%
L people

29%
8 people

oy

12 people

100%
1 person

813

18 people
71%
20 people

764
39 people

1004, |
1 person

100%
22 people

100%
28 people

1004
51 people

Insufficient numbers in some categories preclude tests of significance.
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TABLE 8
Desire for Training by Job Level
WAGE BOARD WHITE GROUP
Do Not Want Training Want Training

Uvper Jobs: '
Forerman, 4o% 60%

Leadingman, 9 people 14 pebple

Head ‘

tiddl bs: - ‘

%zurn:yi:nf 38 gﬁ%

Intermediate 51 people people

%I:g.rgxe.riObS: : 1914’ v 81%

Laborer 3 people 13 people
L% 644

TOTAL 63 people 111 people

Tnsufficient numbers in some categories preclude tests of

TAELE 9
Desire for Training by Position Level

TOTAL CLASSIFIED GROUP

Do Not Want Training Want Training

GS=6 and above | | 37% 63%
. 6 people 10 people

GS-3, & and 5 33% 67%
.17 people 34 people

- 304 ' 66%
TOTAL 23 people Ly people

Insufficient numbers in some categories preclqde tests of

12

Total

1009
23 people

1004
135 people

00%
16 people

100%
174 people

significancee

Total

100%

16 people
100%

51 people

100%
67 people

significancee.
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TAELE 10

Desire for Training by Sex Category

TCTAL CLASSIFIED GRCUP

Do Not Want Training Want Training Total
Male 29% . 714 100%
12 people 29 people 41 people
Ferale Lo ' 584 1004
" 11 people 15 pcople 26 people
TOTAL 3k} 664 1004
23 people 4 people 67 peosple
Insufficient numbers in some categories preclude tests of significance.
-
N
L
n
| 13

p——




'!
{
!
|
|
1
I
{
i
l
hatld

High School

Grade 12 and

above

Grades 9, 10

ard 11

Grades 7
and 8

Grades 16,
inclusive

TOTAL

TOTAL VAGE

Do Not Want Training

274

25 people

2455

11 people

wes

22 peonle

17 people

3%

75 people

Desire for Training by Educational Level
- BOARD GROUP

Want Training

73%
68 people

76%
35 people
52%
24 people
57%
23 people
674

150 people

Chi Square significant at 01 level of confidence.

High School
Grade 12 and
above

Grades 9, 10
and 11

Gredes 7
ard 8

Grades 1-6,
inclusive

TOTAL

TABLE 12

Desire for Training by Educational Level

WAGE  BOARD NEGRO GROUP

Do Not Want Training

20%
2 people

25%
1 person
22%
3 people

26%
6 people

244
12 neople

Want Training

80
8 people

75%
3 pecple

78% i
11. people

Al
17 people

764
39‘7peop1e

Total

1004
93 people

100%
L6 people

100% .

46 people
100%

40 people
100%

225 people

Total

100%
10 people

10C%
4 people

'1004

14 people -

100% ;
23 people

100%
51 people

Insufficient numbers in some categories preclude tests of significance.
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TAELE 13
Desire for Training by Educational Level

WAGE BOARD WHITE GRCUP

Do Not Want Training Vant Training Total

- e

B s o e

s R s
l‘r‘ l

High School
Grade 12 and
above

Grades 9, 10
and 11

Grades 7
and 8

Grades 16,

inclusive

TOTAL

28%
23 people

24
10 people

- 603

19 people

655 .
11 people

36%
63 people

724
60 people

76%
32 people

o,
13 people

35%
6 people

64%

111 people

Chi Square significant at 01 level of confidence.

15‘

100%
83 people

100¢
42 people

1004
32 people

100%
17 people

100%
174 people
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High School
Grade 12 and
above

-

Grades 9, 10
and 11

TOTAL

TABLE 15

Desire for Training by Educational Level

CLASSIFIED MALZ GROUP

Do Not Want
Training

26%
11 people

20% .
1 person

29%
12 people

Want Training

744
25 people

80%
4 people

71%
29 people

Total

1004
36 people

100%
5 people

1004
41 people

Insufficient numbers in some categories preclude tetsts of significance.
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High School
Grade 12 and
above

High School
Grades 9, 10
and 11

TOTAL

Desire for Training by Educational Level

TABLE 16

CALSSIFIED FEMALE GROUP

Do Not Want
Training

2%
10 people

50%
- 1 person

7 .
11 people

Want
Training

58%
14 people

0%
1 person

58%

15 people

Total

1004
24 people

100%
2 people

100%

26 people

.Insufficient numbers in some categories preclude tests of significance.
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TAELE 17 >

Participation in Training Program by Job Level
' TOTAL WAGE BOARD GROUP |

Did not take training Took training Total
but Want to :
Upper Jobs: :
Foremar., 67% . . 33% 1004
Leadingman, 10 people 5 people 15 people
Head '
¥iddle J obs: 73% : 27% 100%
Jouraeyman, A
Intermediate 77. pepplg 25 people 102 people
Lower Jobs: 529 484 1004
Jelper,
Laboror 17 people 16 people 33 people
695 ' N4 1004
TOTAL 104 people 46 people 150 people
Chi Square significant at ¢05 level
TABLE 18

Participation in Training Program by Job Level
‘ WAGE . BOARD NEGRO GROUP

Did not take training’ Took training Total
but Want to ‘ .
| Loper Jobs: of - 1004 1004
§ = ViG ? .
1 Leadingran, Q people . 1 person - 1 person
‘ lead
i 1ddle Jobss 624 3 1004
. eyman, |
Tntermediate 11 people o 7 peoplg B 18 pepple .
D e, éos Cwes
1 ab&rex’- , 8 people 12 people 20 peoplea
E o 49% - 5% 1004 -
TOTAL | 19 people s 20 people 39 people . -

Sy

Insufficient numbers in some categories preclude tests of significance.
e - 19
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TABLE 19
Participation in Training Program by Job Level
WAGE BOARD WHITE GROUP

Did not take training Took training  Total

but Want to
Upper Jdbs: :
Foreman, 714 29% 100%
Leadingman, 10 people 4 people 14 people
Head
s o B

9
Internediate people | 18 people 84 people
Horoae, o0e 674 33% 100%
Labora; 9 people 4 people 13 people |
0 77% ‘ 23% 100% j
TAL 85 people 26 people 111 people

Insufficient numbers in some categories preclude tests of significance,

) TABLE 20
| Participation in Training Program by Position Level
TOTAL CLASSIFIED GROUP

- Did not take training | Took training Total |

3 but Want to | E
- GS-6 and above 80% 209 1004 j
r 8 people ‘ 2 people 10 people 4
- GS-3, 4 and 5 88% . 12% " 1004
30 people 4 people 34 people ;

_ﬂ TOTAL 864 W4 2004
| 38 people 6 people b4 people !

Insufficient numbers in some categories precludé tests of significance.
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TABLE 21

Participation in Tra:lnirig Program
by Male and Female Category

"TOTAL CLASSIFIED GROUP

Did not take training Took Training  Total
but Want to
; Male 8 184 1004 |
[ 24k people 5 people 29 people
- Female 93% 7% 1006
14 people 1 person 15 people
TOTAL 864 144 1004
] 38 people 6 people Uk people

Insufficient numbers in some categories preclude tests of significance.

TABLE 22

Participation in Training by Education Level
TOTAL WAGE BOARD GROUP
Did Not take training Took training Total
but Want to - o
High School C o o
- Grade 12 and %% eople ig% eople lggp eople
i} 2bove peop peop peop
| Grades 9, 10, 66% 344 - 100%
and 11 23 .people 12 people 35 people
Grades 7 and 8 58% L2% 100%
— 14 people 10 people 24 people °
- Grades 1-6 incl. 524 A 100%
12 people .~ 11 people 23 people
TOTAL 69% 314 100%
104 people 46 people 15 people

Chi Square significant at .02 level of confidence. R - ;
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TABLE 23

Participation in Training by Education Level
. WAGE - BOARD NEGRO GROUP
Did Not take training  Took training Total
but Want to
High School 87% 13% 1009
Grade 12 and 7 people 1 ‘person 8 people
above
Grades 9, 10, 0% 100% 100%
and 11 0 people ° 3 people 3 people
Grades 7 and 8 bsg 55% 100%
5 people ) 6 people 11 people
Grades 16 incl. k1% 59% 1004
7 people .10 people 17 people
TOTAL 49% ! - 514 100%

19 people ~ 20 people 39 people
Insufficient numbers in some éategor:les preclude tests of significance.

TABLE 24
Participation in Training by Education Level
WAGE- BOARD WHITE GR%UP
- Did Not take training . Took training Total

but Want to

High School ' 80% 20% 1004
Grade 12 and L8 people 12 people 60 people

Grades 9, 10, an 724 | 284 1004
23 people 9 people 32 people

Grades 7 and 8 694 . 3% 100%
9 people 4 people 13 people

Grades 1-6 incl. 834, 17% 100%
5 people 1 person 6 people

77% 23% 100%

" 85 people 26 people

111 people

Insufficient numbers in some categories preclude tests of significance.
22




TABLE 25
= Participatipn in Training Progra:n by Education Level
3 TOTAL CLASSIFIED GRCi:?
= Did Not take training Tock training Total
but Want to .
| ﬂ High School |
| e 1D o 88% 124 100%
. Grade 12 and | .
| % above 34 people | 5 people 39 people
1 Grades 9, 10, . 80% 20% 1004
and 11 4 people g 1 person 5 people
. :
TOTAL | 86% BT 1004 ,f
- 38 people - 6 people 44 people ]
_ Insufficient numbers in some categories preclude tests of significance.
L . D ]
23 ;L




T T R

L e T

B ety

! M - T

)am : % .
: W

i | | .

: mw.np:wﬂo«mmmoo hoamm:ﬂacoo M

monmvﬂmﬁoo Jo ﬁoboﬁ T00° pm pamoﬁmacMﬂm axenbs T M

(403990 aodpmosﬁm somm ut mmwhdﬁmaw Jo nmn€5zazv

JAOUdHT aomwOMm.-zﬁmwomm ONIISHL ZH ZOHeamHoHHM4m gzmommm

i
M !

 w & 09 om o

.. a:...?.;,,:....?.,..gn,.;..1.-,:: oot s i s it
y : :
' { {
: | m b
4 5 m i " H
{ : i « :
: ! : ! ¥
¢ . : Nmﬁ - .
[ u t— H H
~ s
. - i i
: ;
: : w\\ ; B
H o e
- - e :
e :
\
prd
\,\\ ' :
q WW\QW
t A
\\\
P -
P
7
-\1 ¢
\ &
.\
n\\-,
s
3
To=N
X .
.
.

QEISEL %6 04 sS0.L J0TITM LIV TAAST 'T00HOS NEEMIZE JIHS

7o GLEVE

D T T v,

SHOTLVIZY

CRra et et

¥ H
i i
¢ H
< .
b
<
%

s @ivmws.
—

N

; i

w,, . wﬂ‘

L tH

. °outT ‘9=T A
sapeIy ‘g
To0Yo8 '
LrequasuwsTyq

T

g%.
. s9paay
i Tooyds i ¥
YSTH JoTUap :

&4 O

0
‘N
' a

g

T 0t6

mmﬁmku -

1ooyos y3dig I

A
I
I
H
9)
v

SAOQY
ue
sgeupsdy
TCOYSS YITH

I

-
=y

Wmsroeamoan Wi

PR

.

o




AR T A

High School
Grad. 12 & above

HS Grades 9,
10 and 11

Jre. High School
Grades 7 and 8

Elementary School
Grades l-6 incl.

TOTAL

TABLE 27

School Level and Willingness to be Tested

.Not Tested
Feﬁi:ﬁf;:ge Wh?'tee | B;;:go
2 6 & 5.
o 1 7 2
0 0 10 5
0 0 9 11

25

Tested

Classified ~ Wage Board

Female Male White

22 3 .78
2 A 36
0 0 23

24 gn 4k

Negro

5

12

28
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TABLE 28

" Job Level and Willingness to be tested
TOTAL WAGE BOARD GROUP

Not Tested Tested Total

Upper Jobss .
Foreman, 134 874 10094
Leadingman, 3 people - 21 people 24 people
Head
Journcraany. 2t ™

o oally ,
Intermcdiate 36 people = 121 people 157 'people
ke L m gt
i:abgr;; - 13 people 31 people 44 people

23% 77% ‘ 100% : .

TOTAL 52 people 173 ‘people 225 people

Chi Square not significant at «05 level

TABLE 29
Position Level and Willingness to‘}bé Tested -
| TOTAL CLASSIFIED GROUP

Not tested Tested ~  Total
GS=6 and above | 124 | 884 | - 100%
: 2 people 14 people 16 people
GS=3, 4, and 5 144 . 8% 1004
| 7 people ' . . 44 people 51 people
TOTAL - 13% &g | 2009
9 people 58 people - 67 people

]

R
ik

Insufficient numbers in some categories precludfe tests of »sighificanca.

b :
.‘{éy R
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3 OPTIONAL FORM NO, 10
3 MAY 1942 E0ITION
‘ G3A FPMR (41 CFR) 101=180.6

- UNITED STATES GOVERNMENT

Memorandum

) PC-3
"1 TO : Chief, Civilian Personnel Division DATE: 26 October 1965

e i v

t 11 FROM : Chief, Employee Development Branch

_ sup'icr: Testing Program for Civilian Personnel at AR&SC

E L 1. In response to a request by the Commanding Officer, Captain J. W.
] Williams, I visited AR&SC during the period 4-8 October 1965, to assist
- in finalizing the testing program for the civilian personnel at AR&SC,

b | Mr. Joseph J. Cowan, Research Psychologist, in the Officer Personnel
‘ Division accompanied me on this visit,

2. Briefings, presentétions and discussions were held with local
educators on Monday, Tuesday and Wednesday, L, 5, and 6 October 1965 at
AR&SC and in the offices of the various educators‘gs follows:

- a, Dr. W. N, Ridley, President, Elizabeth City.State College
, b. Dr, Henderson, Dean, English Department, Elizabeth City State College

] Ce Dr. Sutton, Dean, Mathematics Department, Elizabeth City State College
de Dr. R. I. Hislop, President, College of the Albermarle

o e, Dr. R. Barringer, Dean, College of the Albermarle

- fo Mr. J. T. Wicker, Director, Adult Education, College of the Albermarle
g8+ Mr. R, G. Proctor, Carolina College of Commerce '

= h. Father J. P, Robinson, S.S.E,, Parochial Schools

3. Courses and programs presently available and those which can be made
B avallable in the near future will provide for the basic educational and
training needs of almost all AR&SC personnel, civilian and military.

L. The tests were taken voluntarily by 80% of the civilian personnel at
AR&SC, and scored, The raw scores were converted to Navy Standard Scores.
__ Participants were interviewed and advised of their scores and courses or

programs which they should be able to pursue with success should they
L desire to do so at this time, :

B 5. The Commanding Officer and I made a staff study report of the subject
| program. See enclosure (1). A Management Improvement Report dated

22 October 1965 was forwarded to the Commandant (CAM) by the Commanding
- Officer. See enclosure (2). |

6. Based on preliminary information gathered concerning this program, it
~ appears that the ARLSC testing program may prove beneficial to other in-
; dustrial bases and may have servicewide application. This program may be
| a topic of interest to those attending the Area and District Commanders?

Conference, 1-5 November 1965. ‘
65;2tZZ?’,gﬁ:iizcﬁqééi_.——»ﬂ
J

| . L. KRANKE
Buy U.S. Savings Bonds Regularly on the Payroll Savings Plan
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UNITED STATES COAST GUARD
AIRCRAFT REPAIR & SUPPLY CENTER
ELIZABETH CITY, N. C.

21 October 1965

STUDY ON CIVILIAN EMPLOYEE EXAMINING PROGRAM
TO DETERMINE EDUCATIONAL LEVELS AND APTITUDE
FOR USE IN DETERMINING READINESS TO PURSUE
ADDITIONAL TRAINING AND EDUCATION.

1. PROBLEM. To improve the overall efficiency and effectiveness of the
civilian personnel at AR&SC by determining their educational levels and
aptitudes, identifying their training and educational needs, facilitating
the arrangement of programs of development designed to meet their needs,
and encouraging and motivating them to participate in existing educational
programs, and those which may be arranged. :

2. ASSUMPTIONS.
a. That the educational levels of AR&SC civilian employees are below
national averages. ‘

b. That the performance levels and promotion potential can be improved
ty increasing educational levels.

¢c. That some sufficiently accurate testing program is available which
will be adequate to determine educational levels and aptitudes to provide a’
zourd basis for recommending programs to meet the personal educational
needs of the individual, as well as provide improved criteria for gselection
of persornel for special job related training.

3. FACTS BEARING ON THE PROBLEM. The principal facts bearing on the problem
relate to the changes in the type of aircraft maintained, overhauled and
serviced by the AR&SC, and the changing social climate in which employees
with relatively low educational levels and aptitudes feel that they are being
discriminated against when they are unable to qualify for advanced job
opportunities.

a. There is a need for new job knowledge and skills, and a necessity
to provide special job related training -programs which will meet the needs
particularly related to the new HH=32A helicopter program.:

b. Military and civilian personnel attend the same specialized job-
related training programs in connection with the transition to the HH=52A
helicopter, and some other new skill requirements such as the X-Ray non=
destructive inspection program.

¢. Several civilian personnel selected to attend special job related
training programs on the HH-52A helicopter failed the courses.

et
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AR&SC Civilian Employee Examining Program '

d. We have no record of military personnel selected for HH-52A
helicopter courses having failed.

" e. All Coast Guard enlisted personnel have taken the Navy Basic Test
Battery and their Standard Scores are in their personnel records.

£. The Navy Basic Test Battery has proved successful and valid for
the selection of Navy and Coast Guard military personnel to attend special
training schools at various levels,

g. There is a iard core of civilian employees who are illiterate and
thus cannot qualify for advancement.

h. There are a number of civilian employees who are functionally
illiterate, and hence have extremely limited opportunity for advancement.

i. A numbter of employees with an elementary school education are
employed in various trades; most are“limited in trade theory and in their
ability to improve due to their low educational achievement level.

jo A number of employees failed to complete high school and are in
need of educational courses which will help them to improve thexr level
of performance.

ke Several employees are high school graduates, but have not continued
their educational efforts and ‘need review and refresher type courses which
will return their educational level to that of the present day high school
graduate.,

l. Several employeeé who graduated from high school or have equiva-
lent levels possess the immediate capability of pursuing college level
academic, technical and vocational courses and programs.

m. Adult educational programs are now available in the Elizabeth City
area which are adequate-to provide for almost all of the personal ‘educational
needs of the employees - when -such needs are determxned, and additional
programs can be arranged.

4. DISCUSSION.

ORGANIZATION

The Coast Guard's largest aviation complex consists of the COAST GUARD AIR
BASE, Elizabeth City, North Carolina and the AIR STATION and the AIRCRAFT
REPAIR AND SUPPLY CENTER, which are tenants of the AIR BASE.

The AIR BASE (ECAB) includes all the Elizabeth City Coast Guard property
and related planning, maintenance, and support services. The AIR BASE is a
Fifth District unit.

The AIR STATION (ECAS) is an air operating unit and operates aircraft
primarily in the search and rescue mission under the Fifth Coast Guard
District,.
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AR&SC Civilian Employee Examining Program

The AIRCRAFT REPAIR AND SUPPLY CENTER (AR&SC), as its name implies, is a
logistics and industrial organization. It is the only Coast Guard activity
devoted to service-wide aircraft overhaul and repair, aeronautical supply,
and special training for certain aviation personnel. It operates under the
direction of Coast Guard Headquarters.

CIVILIAN EMPLOYMENT

The Elizabeth City Coast Guard Complex has a total of 752 personnel, excluding
students, 321 of which are civilians. As the AIRCRAFT REPAIR AND SUPPLY CENTER
is the largest employer of civilian personnel, it has been assigned the respon=
sibility for Industrial Relations and Civilian Personnel Administration for all
the Elizabeth City Coast Guard units. Civilian personnel are employed by the
AR&SC in management positions related ‘to ‘aircraft overhaul and supply, general
administrative positions, administering and operating the aeronautical supply
program, and in aircraft overhaul and repair production; by the AIR BASE in
public works and some other services positions.

JOB RELATED TRAINING

With the introduction of ‘the HH-=52A helicopter into service to replace the
HE19, and subszquently into the repair and overhaul line at the ARSC came the
necd for certain civilian and military personnel to have new knowledge and
new skills related to that program, and the need for special job-related
training programs to provide the new knowledge and skills. Factory training
programs were established, and certain military and civilian personnel were
selected to attend.

Military personnel were selected for the training on the basis of their
miiitary rating and performance. Their cpportunity to originally pursue
trzining in their specizlty was baszd on their Navy Battery Test scores.
Civilian personnel were selected for training based primarily on their per-
formance. Several of the civilian employees failed the courses, however no
military personnel failed. It thus appears that the basis for selection of
military personnel for training was better than that for civilian personnel.
Since failures reflected a waste of funds, embarrassment to the employee, and
a set-back in training and production plans, it was necessary to £ind some
means or criteria for selecting civilian personnel for training with some
assurance that they would be successful. :

A test program to determine educational level and aptitudeé appeared to be
appropriate. Since the Navy Battery Test had proven so successful as a
criteria for selection of Coast Guard enlisted personnel for training in
their specialties, it appeared logical that the same test battery would be
a good tool to use for selection of civilian personnel for special training.

i |
v e




AR&SC Civilian BEmployee Examining Program

PROBLEMS RELATED TO SPECIAL EMPHASIS PROGRAMS

The fact that scme of our better civilian employees selected for special
training on a basis of performance had failed in training, pointed up the
possibility or probability that some of our other personncl probliems way
very well be seated in the relatively low educational background of mary of
our employees.

In the social climate which generally exists today, and with the various
Government programs emphasizing the importance of insuring that equal oppor-
tunities are made avaiiable“to-all citizens regardless of race, color, sex or
creed, there is some unrest and discontent, particularly among those employees
in the lower level jobs who have ‘been left behind when better job opportunities
occurred. While these ‘employees are léft behind because they cannot qualify
for any higher level work due primarily to their low educational levels, many
of them still feel that they are being discriminated against. In fact we have
employces at various levels of employment who have reached the limit of their
promotion potential considering their present educational levels. They may be
marginally qualified for promotion, but when better job opportunities come
alorg, there are competitors who are better qualified.

Hence in most grade levels, there are people who have reached the limit of
their pntential. They are unhappy and their morale is low because they have
been in the same grade level for a number of years. They have seen others
pass them by, and they seem to not realize or understand why. Explanations
normally fall on deaf ears.

All personnel can probably improve their potential to take advantage of oppor-
tunities for advancement by improving their educational level, and their
vocationzi skills. A test program to'make a determination of their educational
level and aptitudes would be very helpful as a basis for recommending the
proper level and kind of adult education for the individual to pursue.

For such a testing program to be successful an opportunity for participation
shouid be offered to all employees, however participation should be strictly
voluntary. Hence great care in publicizing ‘the program and its objectives is
necessary to obtain as much participation as possible, and to allay any
individual fears.

5. CONCLUSION. The Navy Battery Test or any other valid and reliable general

knowledge type of battery test for which norms have “been established would
give the AR&SC the necessary information-concerning the educational levels and
aptitudes of civilian persormel to use as a factor in making selections for
special job related training, amnd also to serve as a solid basis for making
recommendations to the individual employees concerning training programs which
they may successfully pursue to increase their educational levels and improve
their vocational skills. |
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AR&SC Civilian Employee Examining Program

6. ACTION TAKEN,

a. The initial step was a request (AR&SC Rapidraft letter 12400 dated
27 May 1965) to the Recruit Training Center, Cape May, New Jersey for a copy
of the General Classification Test (GCT) as ‘administered to new lCLCULtS for
the purpose of checking its possible use in determining the generai knowiedge
of civilian employees nominated or applying for advanced training. The
Recruit Training Center referred the matter to the Commandant (PTP), who in
turn by telephone call to AR&SC on 25 June 1965 requested amplifying infor=-
mation concerning the need for the Battery Test (GCT). Initial indications
were that the Navy Battery Test could not be made available for this purpose.

b. AR&SC letter 12400 dated 28 June 1965 to the Commandant (PTP) furnished
additional information, and indicated that "information is desired as to the
availability of any gemeral -aptitude type of battery test to serve as a criteria
for selection of civilian personnel for training.*

c. Since civiiian personnel were concerned, the Commandant (PTP) referred
the matter to the Commandart (PC) for comment and any appropriate action.

d. Subsequently the Commandant (PC), (PTP), and (PO) all became interested
in this problem for each was involved or had something to contribute. For
instance, the Commandant "(PC) "approves training requests and pays the cost of
trairing fcr civilian personnel. The Commandant (PTP) is responsible for
administering and maintaining the security of various military tests, such as
the Navy Battery. Commandant (PO) employs ‘a research psychologist who is an
expert in the area of testing and thus would be able Lo contribute to the
selection of some valid tests.

e. A team composed of Messrs. Bud Kranke from the office of the Commandant
(PC) and Joz Cowan, Research Psychologist f£rom the Commandant (PO), made a full
study of the problem at AR&SC, including interview of those civilian personnel
who had failed the training courses. During this study the Commanding Officer,
AR&SC, also emphasized that beyond the problem of selection of personnel for
special training was a great need to determine the educational level and
aptitudes of all civilian personnel to make it possible to recommend to them
training which they could pursue in adult education programs to improve their
general and vocational educational levels as explained earlier in the discus-
sion. After making a thorough study of the problem and exploring the possibil-
ity of various tests which may be used, it was determined by the Headquarters

team that the Navy Battery of Tests, including the-GCT, the ARI, and the MECH
was probably the best suited and most valid to use xn resolving the AR&SC
prcobiems.

£. Through Commandant (PTP) letter 12000 dated 3 August 1965, to the
Commanding Officer of ‘AR&SC, Navy Battery Tests were made available in
sufficient quantity to test all civilian persomnnel, and arrangements were made
to have an officer from the Recruit Training Center, Cape May to Lnstruct an
AR&SC officer in the administering of these tests.

g. After considerable study and discussion concerning the plans to
administer the voluntary testing program, COARSC/ECAB NOTICE 12410 (Enclosure 1)
was issued announcing the program. The Commanding Officer addressed all civilian
employees in three groups explaining the NOTICE to them and handed a copy to
each employee at that time.. Questions were invited, and all questions were
answered. '

-
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AR&SC Civilian Employee Examining Program

h. Subsequently, on a daily basis, employees were assembled in groups of
about twenty and were offered the opportunity to take the Navy Test Battery,
as well as the Sikorsky Electronics Test, and the Navy Electronics Technician's
Selection Test. The program was again explained tn each yrouan, and those not
desiring to take the tests were allowed to go back to their regular work.
Approximately 80% of the civilian personnel took the tests.

i. The officer-in-charge of the program graded the tests, assigned raw
scores and converted the raw scores to Navy Standard Scores. This was essential
since Norms are based on ‘Standard Scores and since selection for attendance at
service schools is made by the Navy and Coast Guard based on the standard scores.

j. Before employees could be interviewed and advised concerning possible
courses of actisn available to them for improving their potentials and educa-
tional levels, it was necessary to develop a Decision=Logic Table (Enclosure 2).
The Table indicated a range of employee poteritial and achievement from the
illiterate to the acceptable for college training leading to a degree. The
information derived from the interview, plus the Standard Score accomplishment
level would provide the ‘interviewer with a reasonably accurate and acceptable
recommendation to the employee. As an example, we will use an employee who
scored over ii0 on the combined GCT and ARI Tests. The interview and records
show that he failed to complete high school but that he wants a high school
certificate. Tne Table indicates that the interviewer should suggest the
High School Certificate Program (GED). Such a program’ is available through
the Coliege of the Albemarle in Elizabeth City and the employee would be
advised accordingly. ) ‘

k. Fmployees who took the tests were interviewed by the Industrial
Relations staff. The Civilian Personnel Training and Guidance Information
Sheet (Enclosure 3) was completed by the interviewer. After the interview,
the interviewer advised the employee that he would receive a letter from the
Commanding Officer listing the scores made on the test, and an explanation of
any ccademic and vocational programs available, should the employee desire to
participate at this time. The Commanding Officer reviewed the interview
information, and signed a letter (Enclosure 4) to each employee giving the
tests scores and indicating adult educational programs available which the
employee could probably pursue with success.” Along with the letter, each
employece was given a newspaper which describes fully the many academic and
vocational programs just now available at the College of the Albemarle.

1. The test and interview information was filed for use as a factor in
future selection of civilian employees for special job related training.
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7. PRELIMINARY RESULTS.

a. In developing this program, meetings with the various educators,
administrators, and coordinators of ‘local’ educational organizations has
resulted in a warm cooperative atmosphere between AR&SC and public, private,
parochial, and business schools, and-colleges, and a mutual understanding of

the educational problems as related to the government, the community, and
the educational community.

N .
b. Increased interest in self-development educidtion and training courses
by all personnel, military and civilian, at the Elizabeth City Coast Guard

Complex; based on unsolicited discussion with various personnel in their
respective work areas.

¢. Seweral empioyees have indicated they are now enrolled in the High
School Equivalency Certificate Program (GED) at the College of the Albemarle.

d. During the interviews a number of employees expressed plans to par=
ticipate in educational programs to improve their work performance, and be
better able to cope with the ever changing technology of the times. The
HH-52A aircraft program and ARSC ‘computer installation and applications
program are prime examples of changing technology.

. The locai educators have indicated that the AR&SC program has moti-
vated socme employees directly and others indirectly to ‘enroll in ‘the various

programs ncw available. The program is too new for conclusive evaluation,
hewever all indications are favorable.

f£f. AR&SC has been able to indicate to local—educators the approxlmate
rnunbzrs of employees at the various educational levels, and to suggest .
additional courses and programs  which 'may be needed to provide for the devel-
opmzn:tal needs of the civilian employees. This information facilitates
planning onu the part of local, state and federal educators and institutions.

g. Advice and assistance -has been given to help local educators to
establish proper educational standards for the various non-accredited college,
technical, and vocational programs and courses so that certificates granted
to students will reflect a satisfactory and acceptable performance level to
students and employers, present and future.

8. PLANNED ACTIONS.

a. Based on preliminary results, plans are to continue this program at
AR&SC. ' :

b. Future selections for special job related training will be based in
part on the Navy Battery Test scores.

C. Empldyees who decline to take the Navy Battery Tests will not be
selected for special job related training.

o
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AR&SC Civilian Employee Examining Program

reviewed, be interviewed, and based on the best information at hand, be given

d. Employeces who declined to take the Tests will have their records

recommendations similar to those given to participating employees.

the
and

and
six

9.
ary

e. When the program devélops further, an effort will be made to correlate
Navy Battery Test scores, the GED test scores provided by local educators,
the success of trainees at the recommended levels.

£. A follow up report will be prepared when the program is more mature
results more conclusive. This report should follow within approximately
months. '

‘RECOMMENDATIONS. These recommendations are necessarily based on prelimine-

information, and are as follows:

a. That this program be given a trial at another large Coast Guard

industrial base.

b. Trat this program be considered for servicewide use, especially where

relatively large concentrations of clerical, supply, and wage board employees

are

located.

c. That this program be forwarded to the Treasury Department and Civil

Service Commission for their consideration in view of the potential government
wide application.

Prepared by:

7 7/
W%%M
JAMES W. WILLIAMS, CAPT, USCG
Commanding Officer
U.S.C.G. Aircraft Repair and Supply Center

Elizabeth City; North Carolina
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i UNITED STATES COAST GUARD
AIRCRAFT REPAIR & SUPPLY CENTER
ELIZABETH CITY, N. C.

COARSC/ECAB NOTE 12410
17 August 1965 '

COARSC/ECAB NOTICE 12410
TO: Elizabeth City Coast Guard Civilian Employees
SUBJ: Testing of Civilian Employees; announcement of

1. Purpose. To announce a testing program for Elizabeth City Coast Guard
civilian employees to:

a. See if you are ready for spec1a1 tralnlng occasionally offered at
government expense and :

b. See what training you need which you may obtain through adult education
courses, correspondence courses, or other places.

2. Discussion:

a. Our workload is changing almost all the time. The most marked recent
change is the new HH-52A Overhaul Program. Such changes require new knowledge
and new skills for our people to do the job. The government furnishes some
 training where a new kind of work makes it necessary.

b. Each of us has a certaln amount of experlence and education or tralnlng.
We will get more out of life and be more valuable to our employer and our
community if we can increase our experience and improve both our general and
technical education and training. This improvement depends on-you; opportunities
are available.

c. So we can see what you need, the Commandant in Washington has told us
we may use the same tests which are given to military people for the same reason.
They are:

GCT - General Classification Test

ARI - Arithmetic

MECH - Mechanical

ETST - Electronic Technlclan Selection Test

Sikorsky aircraft is also letting us use their’ test for electrical and
electronlcs courses which is called: SET - Slkorsky Electronlc Test.

d. The first three tests will be given to all - the last two to electrical
and electronics people and others who request it. You will be scheduled, but you
do not have to take the tests unless you want to...If you take the tests, we will
give you your scores and an explanation of what they mean. If you desire, we
will recommend training which you may get yourself. ' '

e st e
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* COARSC/ECAB NOTICE 12410 ';
17 August 1965 | _ |

3. Action. We will start giving the tests in the near future.
dates will be published in the Plan of the Day.
answered - don't be afraid to ask them.

The time and
Any questions will be

L. Cancellation. This notice will be cancelled when abo

ve information
is noted and for record purposes on 31 August 1965. : |

R
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A. Name: Date:

U. S. COAST GUARD

AIRCRAFT REPAIR AND SUPPLY CENTER

ELIZABETH CITY, N. C.

CIVILIAN PERSONNEL TRAINING AND GUIDANCE INFORMATION

1. Present position (job factors):

2.

3.

e 5 N2

a. Position or job:

b. Grade or rate:

¢c. Time in grade or Jjob:
Educational baékground:
a. Circle highest grade completed:

_(1) Elementary "1 2 3 4 5 67

(2) Jr. and High 8 9101112

(3) College 13 14 15 16 17 18 19
b, Major area of study while attending:

(1) High School

(2) Vocational School

(3) Business College

(L) College or University

c. Previous millitary service schools attended:

location and dates of attendance):

(1)

(List by name,jf

(2)

(3)

Basic Test Battery Scores; GCT ARI MECH ETST

i ~ b e R e o O e R R R T T S Y A ST STINGRE T R BLOIRE S et e
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3 L. Employee Interests and Motivation:

a. You are now a/an , what is your immediate jJob goal? %

b. Vhat are your long-range plans? #

¢. Are you interested in further training?

d. If yes, what do you plan to study?

f[i when? where? do you consider it Job related?

If so, how

e. If you do not choose to further your education at this time, do

§~~ you care to explain?

'y

5. Explanation: Test scores plus information gathered in the interview
indicate that the follcwing educational objectives could be pursued:

Z 7 a. College level academic courses and programs:

¢ [ (1) Elizabeth City State College - no night time courses are
g || scheduled at present but may be arranged in the future.

; (2) College of the Albermarle - Evening courses available in 4
E 1 Liberal Arts, Business Education, and Business Administration. g

Z__? b. Two-year college technical programs at the College of the Albermarle
- no night time courses are scheduled at present but may be arranged in the

future.

e =]

/7 ¢. High school academic courses: . ‘ ]

(1) Elizabeth City High School (night school)

G Frrntu LT B 1 Tt BTy B

/7 d. High School Equivalency Certificate Program (GED); available at the
College of the Albermarle - call Mr. Walter Dunmn, telephone 335-5L61. ]

{ 7 e. Vocational programs at College of the Albermarle, evening classes ]
no--college credit courses); available at the College of the Albermarle - i

L call Mr. Walter Dunn, telephone 335-5L6l.

S = —m o
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f. Basic educational skills in English, Arithmetic and related
subjects for adults; available at the College of the Albermarle - call

o Mr. Walter Dunn, telephone 335-5L6l.

LB M e ms et o et

Interviewer ;
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U, S. COAST GUARD
AIRCRAFT REPAIR & SUPPLY CENTER
ELIZABETH CITY, N. C.

E e AR AR

;El From: Commanding Officer, CG.Aircraft Repair & Supply Center, ilizavetn City, N. C.
Tos

Subj: Civilian Personnel Training & Guidance Information
. Ref: (a) COARSG/ECAB NOTE 12410 dtd 17 Aug 65
1. In accordance with reference (a), your Basic Test Battery Scores are:

GCT: ARI: MECH: ETST: SETs

2., Explanation: The above information regarding your test scores plus that
¢ § gathered in the interview indicate that you could pursue the following educa-
B é tional objectives should you desire to do so at this time:

Z__? a. College level academic courses and programs:

(1) Elizabeth City State College - no night time courses are scheduled '
at present but may be arranged in the future. « :

(2) College of the Albermarle - evening courses available in Liberal
Arts, Business Education, and Business Administration.

/7 b. Two-year college technical programs at the College of the Albermarle -

no night courses are scheduled at present but can be formed in January 1966.

Z__? ¢. High school academic coursess i

(1) Elizabeth City High School (night school)

o

/7 d. High School Equivalency Certificate Program (GED): Available at the

College of the Albermarle - call Mr. J, Tivis Wicker, telephone 335-5u6l.

s - e -
TPy oy RSP TV T Tt TP

/~ 7/ e. Vocational Programs at College of the Albermarle, evening classes
. Tno-college credit courses): Available at the College of the Albermarle - call
Mr. J. Tivis Wicker, telephone 335-5u61.

L /7 f£. Basic educational skills in English, Arithmetic and related subjects j
for adults: Available at the College of the Albermarle - call Mr. J. Tivis Wicker, 3
telephone 335-5L61. ' :

3. Occasionally special training courses and schools are required in order to
develop new skills necessary to support our Coast Guard mission. When employees

| are selected to attend such special training, the costs will be paid by the Coast
- Guard. Test scores will be used as one of the factors in selection.

L. Your participation in this program demonstrates your desire for self- i
8 improvement, and I trust the information furnished will prove most helpful. é

J. W, WILLIAMS




REPORT CONTROL SYMBOL

TR A kD N MANAGEMENT IMPROVEMENT REPORT

CG=3816 (kv 12.00) CAM-1030

T emom.  Commanding Officer, CG Aircraft Repair and Supply Center, | 2. OATE

Elizabeth City, North Carolina 22 October 1965
vro: Commandant (CAM) "

S. () oUARTERLY

o * (X] occasionan
e omwr pescamTive TiTee:  CIVILIAN EMPLOYEE EXAMLNING PROGRAM 10 e erosccr muusen 1
PETERMINE EDUCATIONAL LEVEL AND APTITUDE . . 5 ARl

0. DESCRIPTION OF PROCEDURE OR SITUATION BEFORE IMPROVEMENT:

Employees were selected for special job related training based primarily on job
performance; some failed the courses.

In the social climate which generally exists today, with the various programs
emphasizing the importance of insuring that equal opportunities are made available to
all citizens regardless of race, color, sex or creed, there is somec unrest and discon-
tent, particularly among those employees in lower level jobs who have been left behipd
when better job opportunities occur. While these employees are left behind because
they cannot qualify for any higher level work due primarily to their low educational
levels, many still feel that they are being discriminated against. In fact, we have
employces at various levels of employment who have reached the limit of their p;omotioq
potential, considering their present educational levels.

s T .

oyl

7. DESCRIPTION OF PROCEDURE OR 3ITUATION AFTER IMPROVEMENT:
Employccs are now offered the opportunity to take the Navy Battery Tests (GCT, ARI,
MECH, & ETST), and encouraged to do so. '

Test results are used as a factor in selection of employees for job related train-
"ing; employees who decline the tests are not selected.

After interview, each employee receives a letter from the Commanding Officer giving
the test scores and indicating adult education programs available which he cculd
probably pursue with success.

After interview and record review, each employee who declined to take the tests 1
receives a letter from the Commanding Officer indicating adult educational programs he j
could possibly pursue with success.

.T EXPLANAYION OF IMPROVEMENT AND/OR SAVINGS:

' With Navy Battery Test scores used as a factor in selection of employees for

i training, it is believed that failures will be eliminated or at least minimized,

| Recurring annual benefits of this program include dollar and man-hour savingg of
) elimirating employee course failures; the timeliness of this program will eliminate
! | heavicr losses. o

Lo ther measurable benefits will include employee self improvement which will
increcase the average educational level of employees, and-hopefully eliminate illiteracx.
with consequent improved job performance and morale, and increased individual potential.
With available educational programs, there is no good reason to remain illiterate.

The attached "STUDY ON CIVILIAN EMPLOYEE EXAMINING PROGRAM TO DETERMINE EDUCATIONAL
+LEVELS ..ND APTITUDE FOR USE IN DETERMINING READINESS TO PURSUE ADDITIONAL TRAINING AND
EDUCATION" describes this program in detail from its inception. |

; 9. ESTIMATED RECURRING ANNUAL SAVINGS ) ’ 10. ONE TIME SAYINGS
1 CUNTINUC ITEMS G, 7, AND @ . . , —
P ON REVERSE IF NECESSARY A, MANYEARS B. MONETARY

: .08 $1,081 -

, s ST > C 27 . TITLE o
‘. o 4 B r’/QY".. g A ATl ] .
E . WL JTLLYAMS, CART, USCG Commanding Officer

) ' ‘ GPO 8710349
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TREASURY DEFARTMENT Asdronsreply t0.
UNITED STATES COAST GUARD COMMANDING OFFICER
AIRCRAFT REPAIR & SUPPLY CENTER
ELIZABETH CITY, N.C. 2799 P

112110
17 June 1966

JFrom: Cormanding Officer, CG Aircraft Repair & Supply Center, Elizabeth |
City, N. C.
Tos Commancant (PC)

Subj: ARSC Testing Program Progress Report

Ref: (a) Management Improvement Report 5-AR-Ll of 22 Oct 65
(b) Management Improvement Report 5-AR-LLi(a) of 6 May 66

1. The ARSC Testing Program was reported in Management Improvement Report
S-AR-Ll of 22 October.1965. A follow-up report, S-AR-Ui(a), was submitted
6 May 1966.

2. The testing program had two objectives; (a) to help management select
employes who are most likely to be successful in job-related training
provided at government expense; and (b) to facilitate counselling of
employees with respect to their own self-development needs and educational
opportunities available at local public schools and colleges.

3. As reported in reference (b), we believe that significant educational
improvements have resulted from the program. Our review of the program
indicates that lasting and important advances in increased efficiency are
likely results from upgrading the education of our employees. The improved
status of minority group employees is an integral and important part cf

this program. It should result in improved morale and personnel iela‘bions. '

M‘\
L. Since the implementation of this program is an indication to all 3
employees of management's interest in their welfare and development, we ]
believe that employee productivity and morale have improved. No objective 3
rneasurement of this is available. However, this type of result, known as B
she "Hawthorne" effect, is typical of such management effort. " 3

5. Meaningful measures of possible improverment in job productivity and
performance resulting from the training effort have not yet been developed 1
because of the recency of the completion or the continued participation )
of employees in the training effort. However, it is expected that 3
improvement in basic skills, such as English and math cannot but help
enhance the performance and productivity of employees who, previous to |
participation in the program, were classified as illiterate or functionally 1
illiterate. ' ' ]

romTency

6. More conclusive and objective evaluation of the full impact of this
program must be deferred until such time as the consequences of the
program can be fully evaluated through an objective and empirical follow-up

E St . . . .
po) Keep Freedom in Your Future With U.S. Savings Bonds




CO ARSC 1ltr 12410 of 17 June 66

study. It is not expected that changes of sufficient magnitude in the
important factors which might be used as criterion would likely occur
in the first or even second year of the program. Accordingly, a more
meaningful follow-up study to determine the full impact of the program
should be deferred until the program has been in operation for at
least three years.

7. The achievements reported in reference (b) were made without an
increase in the size of our staff. Approximately LOO man hours were
expended in 1965 in the implementation and management of the program

by cur Industrial Relations staff, and about 80 hours by the military
officer who conducted the written tests. This does not include the

time of management and supervisory personnel and Union representatives
in planning and developing the program, nor the test and interview time
of employees away from their work. This cormand is able to provide the
same level of support in Fiscal Year 1967 as was provided in the previous
year. We believe that the program is capable of returning far more
benefits than in 1965, if added emphasis is given it. However, increased
support of the program would require additional funds and personnel.

8. Enclosure (1) is a statement of the interest, findings and support
of the major adult education facility in the area. It indicates that
the experience gained in planning, developing and providing for the
educational needs of our employees is a mutually beneficial cooperation
arrangement, which may have broad applicatiop—in Governmernt.

J. R.
Acting

Encl: (1) COA Pres. ltr of 6-16-66
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College of The Albemarle

ELIZABETH CITY. N. C.

OFFICE OF THE PRFRIDENT June 16, 1966

Commanding Officer

Aircraft Repair and Supply Center
United States Coast Guard Base
Elizabeth City, North Carolina

Dear Sir:

I am pleased to render our assessment of a co-
operative venture in educational development between
the Coast Guard, Employee Development Branch, and the
College of the Albemarle.

Last October members of our staff met with staff
members from the Employee Development Branch in order
to discuss what each staff could do to motivate Coast
Guard employees toward greater utilization of educa-
tional resources in this area.

In the insuing year the College has attempted to
cooperate with the efforts of Mr. Kranke, Mr. Cowan,
and Mr. Robertson in assuring the employees a genuine
reception in all phases or our activity. This includes
our adult basic education (literacy training), high
school equivalency preparation with the use of program
materials, and the regular credit academic programs.

I might add that in this venture the Coast Guard
is the first agency with which we have worked in any
cooperative educational improvement venture for employ-
ees. Our past experience has been with individuals.
We are very pleased to know of the effort of the Coast
Guard in the attempt to encourage employee participation
in the educational process. This is a procedure which
other government agencies and private commercial inter-

ests might well emulate.

The College of the Albemarle, a community oriented
college, is very pleased to continue our past associa-
tion with the Coast Guard. We plan to continue our basic
program offerings as was discussed last year, and we are
hopeful of also providing guidance from our Student Per-
sonnel Division. We are extremely interested in this
project since the people of concern are our citizens.

. T G
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Q[i B. A. Barringer Page 2

ET I want to commend the Coast Guard and especially
Mr. Kranke and his staff for the effort and encourage=
ment rendered.

Sincerely yours,

[ VL e

B. A. Barringer
President
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WL oA International Association of fachinists
B I S Rl and Aerospace Wlorkers
: Local Lodge 2203

Affiliated with AFL-CIO
EvrizaseTH City, NorTi1 CAROLINA 27909

June 29, 1966

Commanding Officer
Coast Guard Repair & Supply Center
Elizabeth City, N. C.

Dear Sir:

Tocal Lodce 2203, IAM & AW, has always been interested in self-
jrprovement of working men and women. We know this can be done
best by an educational plan, where by the employee and manage-
ment can work together as a team.

n was started last year. Farticipation was very good from

e start. Local Lodge 2203 encouraged its members and non-

pers to rarticipate in this programo. We still do, and a number
o still participating 1in this program.-

e in the local Lodge consider it one of our greatest goals to
encourage all employees of AR & SC to continue in this education
programe.

Sincerely yours,
Lo b7l

ERNA D.-BRIGHT, esident
Loca” Lodge 2203, IAM & AW




