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The quality of a company's execu-
tive corps is the critical factor in 
tha t company's performance. Yet, 
many organizations lack the execu-
tive talent they need, since man-
agement is deficient in experience, 
training, t emperament or some 
other requirement . 

The U.S. Coast Guard has two 
centuries of experience ensuring 
capable management . That there 
is a demanding managerial job to 
do is suggested by its $1 billion 
plus annual budget , 40,000 em-
ployees and many obligations, such 
as law enforcement, lifesaving and 
environmental protection. For the 
last 100 years its management has 
been trained at the Coast Guard 
Academy. 

The Coast Guard Academy se-
lects high-school graduates and 
turns out executives who: 

• Produce good results within 
the constraints of the work sit-
uation; 

• Per form well under s tress; 
• Practice leadership; 
• Operate honorably on a high 

ethical level; and 
• Have a deep commitment to 

the Coast Guard. 
Since the Academy supplies 

two-thirds of the officers up 
through the rank of captain and 90 
per cent of the Coast Guard 
admirals, their aggregate impact is 
g rea t (e.g., with a $1 billion bud-
get, every one per cent of im-
proved effectiveness can be valued 
at $10 million). Since the above ex-
ecutive a t t r ibutes are important to 
any organization, and because of 
their leverage on overall perform-
ance, these qualities are of wide-
spread interest . 

The selection decision is critical; 
perhaps more important than sub-
sequent training and education ac-
tions. Accordingly, the admissions 
staff works hard to locate the best 
pos s ib l e p r o s p e c t s , a t t r a c t i n g 
about 7,500 applicants for some 
400 fourth-class (freshman) slots, 
including women for the first time 
in the fall. 

What an individual has done in 
the past tends to be a reliable pre-
dictor of what he or she will do in 
t h e f u t u r e . T h e r e f o r e , t h e 
se lec t ion p r o c e s s p r o d u c e s a 
typical enter ing cadet who is 18 
years old, was in the top quar te r of 
his or her high-school class, parti-
cipated significantly in community 
affairs, and earned a place in var-
sity sports . To paraphrase an old 
expression: "Quality In — Quality 
Out." 
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Capable people a re given the re-
sponsibility for training and edu-
c a t i n g t h e s e c a r e f u l l y chosen 
cadets. The captain who is assign-
ed on a rotat ing basis to the Acad-
emy to administer the nonacadem-
ic areas — the Commandant of 
Cadets — is historically one of the 
Coas t G u a r d ' s f i n e s t o f f i c e r s . 
Those assigned to this task have 
been promoted with regulari ty to 
the grade of rear admiral, suggest-
ing that the training of the Coast 
Guard's managers is directed by 
the best persons available. 

Leadership training assumes 
tha t you have to follow before you 
can lead. During "swab summer ," 
analagous to "book camp," the 
fourth class (freshmen) experience 
withdrawal from civilian habits. 
Closely cropped hair for men, uni-
forms, intense physical training, 
and rapidly barked commands tend 
to change a collection of some 400 
individuals into a unit. During the 
one-week sailing cruise on the 
three-masted bark, "Eagle," the 
"swabs" serve as enlistees under 
t h e g u i d a n c e of u p p e r - c l a s s 
"officers." 

Keeping Time 
Self-discipline is immediately in-

duced. With limited time to accom-
plish much, swabs quickly perceive 
the benefits of budgeting time. 
Tough m e n t a l and phys ica l 
demands create pressure, so the 
swab learns how to function under 
pressure as he lives under it. At 
the end of swab summer, individ-
uals have the military training and 
orientation needed to join the 
Corps of Cadets. Fur ther , they are 
acquiring the self-discipline need-
ed to discipline others. 

Fourth-class year is a continua-
tion of swab summer 's lessons with 
academic pressures added. The 
cadet adjus ts to being a junior 
member of a military organization, 
the Corps of Cadets. A sense of 
teamwork develops within his or 
her class. 

Bottom rung on the ladder, 
fourth class learns to take orders, 

observe what are fair and unfair 
requests and learn how to handle 
pressure (swabs catch the brunt of 
others practicing leadership tech-
niques). First class (seniors) rota te 
in and out of command positions, 
allowing many cadets to experi-
ence leading at various levels in 
the chain of command. Followers 
thereby observe a variety of lead-
ership efforts and develop an un-
derstanding of leadership prac-
tices. 

Barracks life makes cadets ad-
jus t to all sorts of human-relations 
situations. They have to live with 
people t h e y m i g h t o t h e r w i s e 
avoid. This forces practice in 
learning how to deal with a variety 
of personalities, and helps prepare 
them to lead. 

Shipboard Training 
The summer following fourth-

class year involves shipboard 
training. The former swabs (now 
third class or sophomores) are put 
into the role of the enlisted per-
sons, living, eating and working 
with them. The dirty, boring work 
of chipping paint, peeling onions, 
cleaning toilets, etc., goes on for 
eight or 10 weeks. Cadets thereby 
understand enlisted life and pre-
sumably become bet te r supervis-
ors later. During this cruise the 
former second class (now first class 
or seniors) practices its fu ture 
officer roles. 

Leadership 
Third-class year is mostly an 

academic struggle. There is a re-
quired leadership course of 15 
sessions with case studies, role-
playing, and guidance from expe-
rienced officers. Actual leadership 
practice is confined to some mili-
tary indoctrination of the swabs. 
In the spring, the third class 
begins taking over more indoctri-
nation duties from the second 
class. 

Second-c la s s s u m m e r ( r igh t 
af ter the sophomore year) prob-
ably involves several assignments 
in addition to an important two 
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weeks with the swabs. Aircraf t in-
d o c t r i n a t i o n , f i r e - f i g h t i n g and 
damage-control school, and light-
weapons training is a typical mix. 
The fortnight with the new fourth 
class requires each second class-
man to lead a group of swabs. It is 
a chance to practice what was 
learned in the leadership course, 
and requires the individual to per-
form in a supervisory role instead 
of as a subordinate, thereby devel-
oping leadership potential. 

Second class, squad leaders or 
special officers in the Cadet Bri-
gade, are responsible for the mili-
tary training and orientation of the 
swabs. Counseling individual sub-
ordinates, teaching, and punishing 
(for f a i l u r e to p e r f o r m to 
prescribed standards) are some of 
the leadership situations second 
class routinely encounters. Ideally, 
the second class helps fourth class-
men learn self-control and disci-
pline, get used to operating effi-
ciently under pressure, acquire the 
concept of teamwork and develop 
pride by meeting the challenges. 
T h e second c lass p r e s u m a b l y 
thereby learns how to lead, to 
motivate and to accept responsibil-
ity. 

Role Playing 
The summer right af ter junior 

year , when cadets are new first 
class, calls for playing the role of 
shipboard officers. Taking respon-
sibility for underclass and enlisted 
watch sections, taking charge as 
Officer-of-the-Deck, and helping 
juniors attain the required profes-
sional level are typical summer 
cruise duties. 

First-class cadets largely man-
age the Corps, handling money and 
people in positions such as platoon 
leader. A company commander, 
for example, will guide how the 
second class t ra ins the third class, 
will be responsible for the com-
pany's physical area, and will 
monitor the company's competitive 
position (in athletics, academics 
and drill). Constantly in touch with 
their subordinates, these first 

classmen have f requent contact 
with the officers of the Command-
ant of Cadet 's staff. Thus observ-
ing and practicing, they develop 
their leadership potential. 

While there is a simulated, un-
real facet to these leadership roles, 
incumbents often have to get per-
sons to do jobs the others do not 
feel like doing. This is a common 
problem in the world of work and 
the cadets practice handling it. 

Physical education has an impor-
t an t place in cadet life, since cadets 
must participate ei ther in intra-
mural competition or in varsity 
sports . The time and effort devot-
ed to sports makes life even busier 
and more demanding, adding as it 
does to the academic and military 
burdens. The cadet thereby learns 
how to function under pressure by 
living under pressure . 

A unique fea ture of cadet life is 
the Apti tude Poll . . . whereby all 
cadets are ra ted by their seniors 
and their peers within their com-
pany as to performance (e.g., lead-
ership, composure under pressure , 
and ability to get along with 
others). Those who are rated poor-
ly in the poll receive intensive 
counseling in an effort to improve 
their shortcomings. These evalua-
tions prepare cadets for commis-
sioned service where, as officers, 
they will be rated semiannually 
and be required to ra te their sub-
ordinates. 

Lab Work 
The Cadet Brigade is a labora-

tory for leadership. Cadets learn 
leadership by practicing with real 
human beings. In such a learning 
situation there is clumsiness, mis-
takes happen, and there may be 
abuses. Nevertheless , very few 
academic institutions provide the 
opportunity to learn leadership by 
its practice under the guidance of 
experienced managers . The Coast 
Guard's most important resource 
is its people. Hence, people-lead-
ers are needed. The Academy pro-
duces them by giving them the 
m a n a g e m e n t e x p e r i e n c e t h e y 
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need. 
The Coast Guard can be regard-

ed as a matrix of capital equipment 
(ships, aircraft , shore stations, 
etc.) and missions (maritime law 
enforcement, search and rescue, 
environmental protection, etc.). 
Their summer program exposes 
cadets to many elements of this 

matrix. That is, cadets "learn the 
business" by working in a variety 
of its functions during their sum-
mers . This is another important 
par t of the training for leadership. 

Cadets keep very busy. The 
Coast Guard Academy is similar to 
a good, small engineering college, 
and the academic level is corres-
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pondingly demanding. Military ob-
ligations include jobs in the Corps 
of Cadets, as well as daily efforts 
for personal grooming (e.g., press-
ing clothes, polishing shoes and 
shining buckles). Athletics soak up 
attention, since cadets must parti-
cipate either in intramurals or in 
intercollegiate sports during two 
out of th ree seasons. In the aggre-
gate, these academic, military and 
athletic requirements force a cadet 
to use time effectively. 

Self-management is painful to 
learn. The benefits making it 
worthwhile include: a good educa-
tion, a good job at graduation, and 
a professional career . Peer pres-
sure plays a part , since no one 
wants to fail when others succeed. 
The management of t ime begins 
with the management of self, and 
cadets s ta r t on tha t during swab 
summer. 

Wi th e x p e r i e n c e , i nd iv idua l s 
learn tha t investing time to plan 
activities saves overall execution 
time. With so much to do, they 
must accurately evaluate what is 
important , and set priorities. In 
due course they perceive tha t the 
best way to tackle priorities is to 
do one job at a time, concentrating 
on it to completion, and only when 
it is done well do they move to the 
next task. 

Af ter four years, the cadet un-
derstands the importance of time 
and knows how to use it. 

Integrity 
Coast Guard officers are in a life 

of service to humanity. As law en-
forcement officers, they must be 
individuals in whom the public can 
repose their t rus t . Their actions 
have to be straightforward and 
above reproach and their signa-
tures need to be verification of 
t ru th . Accordingly, Coast Guard 
Academy cadets are expected to 
accept the concept of honor. Held 
to high ethical s tandards, cadets 
are expected to resolve doubtful 
situations in favor of duty, integ-
rity and public confidence — and 
not in their own favor. 

Circle No. 461 on Reader Service Card 

22 Training and Development Journal, July 1976 



Cadet rooms are unlocked and 
remain open all day. Individuals 
unable to conform to this environ-
ment of trust tend to eliminate 
themselves. Again, training and 
education are intense, demanding 
performance under adversity, and 
requiring cadets to depend on each 
other. People who do not care to do 
their part in an honest, worklike 
manner are poor fits and typically 
seek greener pastures. That is, the 
system tends to flush out people 
who are not basically honest. 

The system reinforces itself, 
since an ethical organization at-
tracts high-caliber people. Also an 
ethical organization develops bet-
ter internal and external relation-
ships. Operating honorably, on a 
high ethical level, produces im-
portant, long-term benefits. 

Conclusion 
During four years of academic 

work, military indoctrination and 
summer training, the cadets have 
moved toward an honorable goal 
with their friends. Adversity has 
taught them to rely on each other. 
They believe that they "belong," 
that the Coast Guard is worth-
while, and that their work is im-
portant to the total enterprise. Be-
lieving thus, they go out and meet 
their obligations with commit-
ment. Perhaps overdramatic, it is 
nevertheless true that, in their 
lifesaving role, Coast Guardmen 
have to go in any weather to help 
people in trouble — but, there is 
no regulation that says they have 
to come back. So, commitment is 
needed. 

Within a couple of years after 
g radua t ion , the new ens igns 
typically have significant jobs. 
They may be responsible for two 
dozen men at an isolated naviga-
tion station or for the crew of a 95-
foot coastal rescue vessel. In gen-
eral, therefore, their training 
helps graduates to "land running" 
in leadership jobs. 

The relevance of this article is 
not the interesting story of how 
the Coast Guard's management is 

trained — since few organizations 
can afford the Academy. Rather, 
its pertinence is in the principles 
observed. The principles tend to 
stand out when seen in the un-
familiar context of the Academy. 
These include: 

• The quality of the organiza-
tion's executives is the most criti-
cal factor in its performance. 

• The selection decision — who 
gets a crack at being trained? — is 
more important than any subse-
quent training and education ac-
tion (i.e., quality in — quality out). 

• What an individual has done in 
the past is a good predictor of what 
that individual will do in the fu-
ture. 

• There is no free lunch! Being 
selected is not a free ride, but a 
ticket to hard work and serious ob-
ligations. 

• It begins with you, because 
you cannot manage others until 
you can manage yourself. Hence, 
management training is largely 
"do-it-yourself." 

• Managing your time is im-
portant, and it involves investing 
time in planning so as to save exe-
cution time; setting priorities; and 
concentrating on one priority until 
it is done properly before moving 
to the next. 

• There is no substitute for man-
agement experience and it can be 
proved systematically under the 
guidance of experienced managers 
to produce high-quality junior ex-
ecutives. 

• A high ethical level is essential 
for success, because people then 
know what to do and what to 
avoid; the organization thereby at-
tracts and holds able people; and 
you thus attract and hold good 
clients. 

• There is a world of difference 
between individuals who believe 
they "belong" in an organization 
and persons who are merely "em-
ployees." 

• The people you have just 
trained should be given serious re-
sponsibilities right away. 

Your Coast Guard has two 
centuries of experience choosing, 
training and developing managers. 
With the help of these "principles," 
your Coast Guard Academy pro-
duces junior executives who be-
lieve themselves to be members of 
an elite group of problem-solvers 
with a commitment for public ser-
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