Flag VVoice

BIU.S. COAST GUARD

Future Force 21

FF21 isabout maintaining and adjusting legacy systems while simultaneously creating the
foundation for tomorrow's systems.

"The federal government faces a human capital crisis of significant proportions. ... Steps need to be
taken to recognize that in order to maximize performance and ensure the accountability of government,
you can't do it without people, and you can't do it without making human capital strategy atop priority."

David Walker, Comptroller General

With an amazing breadth of missions and operations, an infinite array of operating conditions, and
uncertain political and budgetary environment, the Coast Guard is truly a complex organization. The
scope of activity in the Coast Guard's human resource system is similarly breathtaking. It is a cradle-to-
grave system that includes: a military workforce (comprising officers and enlisted members, active and
reserve) administered largely in accordance with the same laws that govern DOD's armed forces; a
civilian workforce administered under federal civil service laws and practices; an auxiliary workforce
with the proscriptions that one might imagine applying to a volunteer workforce, and numerous
contractors that are essential to our mission performance yet managed through the acquisition process.

Thanks to improvements in methods, technology, and information management, the Coast Guard no
longer relies strictly on physical labor to get the job done. It is still people that contribute the most to
mission accomplishment, but increasingly it isaresult of their knowledge, experience, and problem
solving and decision-making skills. Each person has become a unique, and in some ways irreplaceable,
asset to be nurtured, developed, given requisite resources, and then enabled to act in the best interests of
the Coast Guard. People are no longer "expense items" but have become the most crucial capital asset an
organization can have--itsintellectual capital.

"The demands of the 21st Century security environment are markedly different from those that shaped
the manpower requirements and personnel systems and policies that are used in the Department of
Defense today. The current set of human resources policies and practices will not meet the needs of the
21st Century if left unchanged"

The Defense Science Board Task Force on Human Resources Strategy
Our challenges reflect those of our sister military services and our federal agency counterparts:

Budgets are constrained while the cost of people rises.
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The economy continues to boom, as does the cost of benefits such as housing and health
care.

The military will continue to be manned by volunteers.
Our people will operate in amore complex, technologically sophisticated environment.

The future workforce will require the same skills and talents as demanded by the private
sector.

A diverse labor pool will require new strategies to access and retain amore diverse
workforce.

Demographic changes (e.g., increasing numbers of junior members with families,
Increases in single parent families, members married to members, and dual career
families).

The new workforce has little tolerance for performing unskilled labor and an increasing
desirefor lifelong professional development.

There is adifferent perspective on work-life balance.

An aging federal workforce in acompetitive job market foretells a civilian personnel
Crisis.
Our missions and operating concepts, and our suite of assets, infrastructure, technology, and
information, tell usthat our future workforce must have certain essential characteristics:

High levels of independent judgement in carrying out missions and making business
decisions.

Creativity & innovation necessary to get maximum advantage from advanced business
practices, technology innovation & new operational concepts.

The rates of change in technologies and societies demand that future leaders continue to
learn throughout their careers.

Leaders will have to deal increasingly with individuals outside their own organization in
coalitions with military counterparts, foreign governments, non-government
organizations, and with business and the media.
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The future workforce must have broader language skills and cultural understanding.
Sophisticated technology will demand enhanced technical competence.
A sense of commitment to service will be ever more important.

These characteristics surely define the needs of today's Coast Guard workforce as much as that of the
future--and they also define the characteristics demanded by most of the private sector and other public
agencies. The future will offer all of us a new challenge--awar for talent.

What arethe key issuesfor the Coast Guard?

A new military force concept envisions substantial changes in the way our workforceis
organized. The Coast Guard must be manned and supported by an occupational system
that integrates active and Reserve components as well as civilian personnel and
Auxiliarists. A more seamless force will require changes in the way we recruit, retain,
train, compensate, and retire our people.

Recruiting and retaining talent is an ever-increasing challenge, especially for diversity.

Continued trend for smaller, optimal, crews. Eventually all units will be optimally crewed
and demand fully trained people delivered just-in-time. The need for an all journeyman
force will accelerate.

The workforce must be "stabilized" for maximizing our return on investment in our
intellectual capital. The increasing technological complexity of the workplace requires
greater skill levels and longer timein the job.

Traditional personnel tempo coupled to operating tempo severely degrades readiness and
retention.

The need for technical specialization isincreasing; one size no longer appearsto fit all.

A number of recent DOD studies call for new ways of effectively managing people and
anticipating and responding to the ever greater contribution of people to mission
accomplishment. Providing organizational agility will be akey success factor.

Future Force 21 will answer three crucial questions:

How should our workforce be structured? Our generalist paradigm may not be suited for afuture
characterized by sophisticated technology, complex platforms, and increased mission demands.
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Wor kfor ce structure considers the way the workforce should be organized across the Coast Guard. The
potential exists for increasing speciaty knowledge and skill within a system (e.g., Deepwater,
icebreakers, buoy tenders) by managing career paths within individual systems.

How should we manage career entry and progression? We may need increased flexibility to bring
people in and out of the Service at different levels. Career entry and progression considers where and
how people enter and |eave the Service as well as how high and how fast they are expected to climb a
career ladder, and whether a continuous climb is even in our best interests. The potential exists for
increasing lateral entry vs. the "everyone-enters-through-the-bottom" approach. Also, a change from the
"up-or-out” system to an "up-or-stay" system.

How should we manage our human resources system? We may need to move beyond a one-size-fits-
all approach to compensation and assignments that provide more flexibility to deal with recruiting,
retention, and force shaping issues. Our policies may be completely uniform across the workforce, or we
may introduce flexibility to meet changing demands. This includes aternativesin compensation,
retirement and assignment practices that may profoundly affect recruiting and retention.

Aswe consider options along these dimensions, the question before us is not which option is right or
wrong, but which ones may make better sense in meeting our mission needs. Whatever new platforms
and systems come our way, they must be staffed with people. It follows that we must offer those people
attractive careersin a high quality work environment. Thus we must re-evaluate our traditional human
resources policies and practices.

Choosing among the alternativesis not trivial. In many respects, the impact of these choicesrival the
scope and depth of the Integrated Deepwater System effort itself. It will take a significant investment in
people, time and resources to chart the path - building upon Department of Defense research and our
own assessments and studies. This effort must take a systematic, systemic, comprehensive, holistic
approach to a new future.

FF21 is about maintaining and adjusting legacy systems while simultaneously creating the foundation
for tomorrow's systems--embracing change while maintaining those features that are inherent in a
military, multimissioned, maritime service.

"The Department of Defense has a wide range of tools for shaping its workforce, yet many of those
available today are either not used or are no longer as effective as they need to be. Some of thesetools
tend to reflect the ‘ one-size-fits-all’ approach that has evolved from a system in place for many decades
and are no longer well suited to the current needs of the workforce. The Department needs to recognize
that ‘one size' does not fit al and to develop tools that alow flexibility for the different career patterns,
compensation, expectations, and motivations in different occupations. "

The Defense Science Board Task Force on Human Resources Strategy
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Our work indicates the same is true for the Coast Guard. To learn more about Future Force 21, please
refer to ALCOAST 077/01 (below) and our website http://www.uscg.mil/ff21/index.htm.

Regards, FL Ames

ALCOAST 077/01

COVDTNOTE 1000

SUBJ: FUTURE FORCE 21

A. COMVANDANTS DI RECTI ON 2000 - 2002

1. REFERENCE A DETAI LED MY PRI ORI TI ES TO RESTORE SERVI CE READI NESS
AND SHAPE THE COAST GUARDS FUTURE. ONE OF MY FOUR | MPERATI VES TO
SHAPE THE FUTURE | S TO | MPLEMENT THE FUTURE FORCE 21 (FF21) STRATEGY.
OUR CURRENT WORKFORCE SYSTEMS WERE DESI GNED DECADES AGO, BUT OUR
HUVAN RESOURCE (HR) NEEDS HAVE AND W LL CONTI NUE TO CHANGE | NTO THE
21ST CENTURY. FF21 IS A LONG TERM COVMPREHENSI VE, EVOLUTI ONARY
WORKFORCE REI NVENTI ON PLAN THAT CHALLENGES OUR CURRENT SET OF HR
MANAGEMENT POLI CI ES AND PRACTI CES. OPERATI ONALLY, FF21 IS ABOUT

MAI NTAI NI NG AND/ OR ADJUSTI NG OQUR LEGACY HR SYSTEMS WHI LE

SI MULTANEQUSLY CREATI NG

NEW HR SYSTEMS. FF21S GOAL | S TO MORE EFFECTI VELY PROVI DE A WORKFORCE
THAT CAN MEET BOTH THE CURRENT AND FUTURE WORK REQUI REMENTS OF THE
COAST GUARD.

2. OUR LEGACY HR SYSTEMs | NCLUDE ALL THE PRESENT HR PCLI CI ES AND
PRACTI CES. VH LE EFFECTIVE IN THEIR TI ME, THESE HR SYSTEMS REQUI RE
FREQUENT AND | NCREASI NGLY COVPLEX | NTERVENTI ONS TO KEEP THEM

FUNCTI ONI NG I N AN OFTEN MARG NALLY EFFECTI VE WAY. FOR MANY YEARS, WE
HAVE PATCHED OUR HR SYSTEMS TOGETHER, AND WE HAVE NOT' BEEN ABLE TO
ANTI CI PATE HOW THESE PATCHES WERE RELATED TO EACH OTHER. TODAYS

| NCREASI NG DEMANDS FOR SKI LLS, SPECI ALI ZATI ON, AND AN AG LE WORKFORCE
ALSO REQUI RES US TO RETH NK SOVE OF THE BASI C PREM SES ON VWH CH THESE
SYSTEMs ARE BUI LT. THE FF21 WLL REVI EW QUR PCLI CI ES AND PRACTI CES
VH LE RETAI NI NG OUR FUNDAMENTAL M LI TARY, MARI TI ME, MJLTI-M SSI ON
CHARACTER. THE | MPACT OF FF21 ON THE COAST GUARD HUMAN RESOURCES
SYSTEM IS SIM LAR TO THE | MPACT OF DEEPWATER ON OUR CUTTERS AND

Al RCRAFT.

file:///F|/Flag%20V oi ce/flagvoice/fv139.htm (5 of 7)4/23/2008 11:22:28 AM


http://www.uscg.mil/ff21/index.htm

Flag VVoice

3. SOVE SPECI FI CS OF THE PLAN | NCLUDE THE FOLLOW NG

A. ENLI STED. WE MJUST DEVELOP, TRACK AND RE- USE THE SKI LLS POSSESSED
BY OQUR MEMBERS MORE EFFECTI VELY. STUDI ES SUCH AS THE JO NT RATI NG
REVI EW BUOY TENDER SYSTEMs STUDY AND PROJECT Kl MBALL EACH UNDERSCORE
THE NEED TO BETTER | NCLUDE THE SKI LLS POSSESSED BY COAST GUARD
MEMBERS | NTO THE FACTORS THAT MAKE UP ACCESSI ON, ASSI GNVENT, AND

TRAI NI NG DECI SI ONS. FI ELD COMVANDERS HAVE REPEATEDLY ClI TED THI S NEED
AS VELL. SKILL BASED ASSI GNVENT TESTS W LL OCCUR DURI NG THE S. P. E. A
R 2002 CYCLE. AS WE BEG N TO CHANGE THE FACTORS CONSI DERED I N THE
ASS|I GNMVENT PROCESS, WE W LL SEEK A BALANCED APPROACH. MEMBER

ASS|I GNVENT DESI RES AND ASSI GNVENT PRI ORI TY W LL REVAI N | MPORTANT AS
VE TRANSI TION. AS A FI RST STEP, WE W LL ALSO SEEK WAYS TO REDUCE THE
FREQUENT TRANSFERS AND SHORT TOURS | N TODAYS WORKFORCE W THOUT
COMPROM SI NG UNI T READI NESS.

B. OFFI CERS. WE WLL EXAM NE THE NEED FOR SPECI ALTI ES I N THE OFFI CER
CORPS. THE OTHER ARVED SERVI CES ARE EXAM NI NG CHANGES I N THEI R

OFFI CER WORKFORCE STRUCTURES, AND THE CQOAST GUARD | S AN ACTI VE

PARTI CI PANT I N THE JO NT SERVI CE EFFORTS. THESE STRUCTURE CHANGES

W LL I NCLUDE AN EXAM NATI ON OF THE UP OR QUT ASSUMPTI ON OF THE

M LI TARY WORKFORCE. WE W LL MAKE DECI SI ONS ON OFFI CER SPECI ALI ZATI ON
BY SEPTEMBER 2002.

C. G VILIANS. QUR Cl VI LI AN MANAGEMENT SYSTEM MUST BECOVE MORE

ADAPTI VE TO CHANG NG NEEDS. RECRUI TI NG | S BECOM NG | NCREASI NGLY

Dl FFI CULT, AND HI RI NG DEMANDS ARE | NCREASI NG WE W LL DEVELOP A

NATI ONAL RECRU TMENT PLAN THAT MEETS THE | NCREASI NGLY COVPLEX HI RI NG
DEMANDS I N OUR CI VI LI AN WORKFORCE. | N ADDI TI ON, WE W LL BENCHMARK THE
MANY AGENCI ES THAT HAVE REI NVENTED THEI R CI VI LI AN MANAGEMENT
PROCESSES, AND SELECT THE PRACTI CES THAT WLL WORK BEST FOR THE COAST
GUARD.

D. WE WLL CREATE A WORKFORCE MASTER PLAN THAT PROVI DES STAFFI NG

LOG C AND GUI DANCE TO PROGRAM MANAGERS, OPERATI ONAL COMVANDERS, AND
FI ELD UNI TS. AT THE HEART OF THE PLAN IS MAKI NG A DETERM NATI ON AS TO
VHAT SHOULD BE THE GENERAL SKILLS (OR COVPETENCI ES) EXPECTED OF EACH
WORKFORCE COVPONENT ( ACTI VE DUTY AND RESERVE M LI TARY, OFFI CER AND
ENLI STED, CIVILIAN AUX LI ARY, AND CONTRACTOR). THI S PLAN W LL FOCUS
ON MATCHI NG THE AVAI LABLE WORKERS TO THE WORK REQUI RED OF THE COAST
GUARD.
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E. WE WLL | NTRODUCE NEW TOOLS TO MATCH COAST GUARD MEN AND WOMEN TO
THE MANY CAREER FI ELDS I N THE SERVI CE. W WANT PEOPLE TO DO THE WORK
THAT THEY ARE BEST SU TED FOR. IN TH S WAY, WE CAN HELP PROVI DE EACH
W TH THEI R BEST OPPORTUNI TY FOR SUCCESS. WE W LL ALSO REEXAM NE WAYS
TO MAKE SEA DUTY MORE ATTRACTI VE, AN | MPERATI VE AS VWE BRI NG THE NEW
| NTEGRATED DEEPWATER SYSTEM ON LI NE.

4. THE FUTURE FORCE 21 TEAM HAS DEVELOPED A COMMUNI CATI ONS EFFORT FOR
UPDATES ON CURRENT PROJECT STATUS. THE WEB SI TE ADDRESS | S http://waww.

uscg. ml/ff21/index. htm TH' S | NCLUDES A TWO- WAY | NTERNET PRESENCE.

FF21 TEAM LEADERSH P HAS ALREADY BRI EFED SEVERAL DI STRI CT CO
CONFERENCES AND THE GOLD BADGE CMCS.

5. THE FUTURE FORCE 21 TEAM ANALYZED OVER 75 COAST GUARD AND EXTERNAL
WORKFORCE STUDI ES | N DEVELOPI NG THI S PROJECT PLAN. AS PART OF THAT
ANALYSI S, SEVERAL | TEM5 WERE BROUGHT FORWARD AS STROKE OF THE PEN

I NI TI ATI VES. THESE CHANGES DO NOT CHANGE THE FUNDAMENTAL

CHARACTERI STI CS OF OUR WORKFORCE SYSTEMS, BUT THEY ARE CHANGES THAT
HELP PO NT OUR LEGACY WORKFORCE SYSTEMs TOMRDS THE FUTURE FORCE 21
DI RECTI ON. MANY OTHER, MORE COVPREHENSI VE CHANGES, HAVE BEEN | NCLUDED
IN THE FF21 PLAN AND THE HUMAN RESOURCES BUSI NESS PLAN. THESE STOKE
OF THE PEN CHANGES W LL BE PROMULGATED BY SEPARATE ALCOQOAST.

6. | NTERNET RELEASE AUTHORI ZED.

/. RELEASED BY ADMJ. M LOY, COVMANDANT.
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