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UR ARMY WAk COLLEGE
CARLIBLE BARRACKA, $ENNEYLYANIA 1743

M ERELT AEFEA T 3-0 June 19 70

STUDY ON MILITARY PROFESSIOWALIEM

PREFACE

" This study of military professionalism was eopducted by the US Army

War Colilege at the direction of the Chief of Staff. The etudy began
on 2% April 1970 and this repork was submii.ed to the COffice of the
Deputy Chief of Staff for Persomnel on 30 June 1970, 4All agencies
and installaiions that were askad to contribute to the formulation
of the dats base for the study gave this project thelr immediate

end enthusiastic support., We are particularly indebted to the
Commanding Saneral, COMARC and the Commanding Generals at Fotts
Benning, Eustis, Knox, Leavenworth, and Sill; and the Comrandant

of the US Army Chaplains Schocl at Fort Hamiltor.

This study deals with the heart and soul of the Qfficer Corps of the
Army. Its subject matter—-involving ethics, morality, and praofes—
sional competence--1s £illed wirh emotional overtones. Necezsarily,
the derivation ~f rellable and useful conclusions and recommendacicns
involves imprecise definitions, as well as subjective evaluations and
relative value judgments. MWonetheless, spontameity amd perasonal
perception are essential to portray the prevailing climaté of pro-
fegsionalism wichin the Officer Coerps. While attempting to retain
the asgenca of these gualities, the study was so desigped as to
minimize the introsicn of emotionalism and individusl or group bias.

The subiects of ethics, morals, technleal competence, individual
motivatrion, &nd personal value systems are inextricably related,
interacting, 8ud mutually reinforcing. All of these aspacts of the
profesaional c¢limate, taken together, produce a whole which 1z
greater than the sum of 1ts separate, component parts. Consequently,
the atudy looked at the total picture. It follows that corrective
action must be based on comprehensive programs. Plecemeal actions
will not suffice, \




atudy are broad, complex, and
tarerdiscipl Inary 1n natute. They could, therefore, form the basin
for exteuded investigation alung a maber of different linea, The
deaign and rlgor of thic =tudy, however, #Ee guch that 1t is conaid-
ared to descrlbe reliably the prevailing professional climute, to
identify some aigniflicant causea of the problems which exist, and

to provide a solid bagls for proposed porrective meagured.,

ihe matters addreaaad Lo thise

It may be srgued that this repert poses a cholce between misaion
accomplishment and profeasional ethice. The thrust of thls report

s thac there is really no choles. Meagures can and must be found

o ensdre that a ¢limete of professlonalisn gxiscs in the Army. The
attainment of =zuch a climate is :he essentlal prerequisite for genuine

effeccivensgs.

G. 5. ECKHARDT
Mapior Gemeral, USA
Compandant
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ASSTHRACS

1. The Traditional Profassionmal Stlgd!rd-. The craditlonsl stendards

of the American Arwy officer may ba gyumsarized in thras words: Ducy=
Honor-Country. The Officar Corps of today sspouces this statement of
prafesnional jdealn. Junier officers-=]lleucenants and captains——ag &
group profess acciptance of the code of Duty-Honor-Country as sttongly
as de thelr senfora. Junlor of flcure are deaply sware of prafessivaal
standards, keenly interested in dfmcussions about thes sublect, and
{ntolerant of those=--elther pestd OT sanlors=--who cthey bellieve are

subatandard in sthical oT moral bahavior or in technical cedpetanca.

2. The Existing Climate. officars of all grades percelve a algnif-

jeant differsnce betwesn tha ideal valuse snd the actual or oparative

‘walueas of ths Officer Colps. Tala perception la strong, clear,

pervasive, aand atatiatically and qualitatively indepew. ant of grade,
branch, educaticnal laval, or source of commission. Thera is also
concern among officere that the Army is not taking action to endure
chat high Lldeals are practiced B well aa preacned, In faet, thara
18 extensive preoccupatlon among the younger officers with this condi-
tion but, fortunately, ilttle evidence of oynicliam or negativism on
thelr park.

The climata, as perceived and daescribed with ymeomoon sinilerity
by the sampla of 450 officers directly queried, a= well as by other
a=gnenta of the of ficar Corps who had participated 1n Tecenk BuTveys

and studles on related matters, 15 one in which there 1r dishargany

iil
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between traditional, accepted ldealy and the prevailing institutinnal
pressures. These p:eusurn; geem to stem from a voobination of self-
oariented, success-morivated actlions, and a lark of professional grills
on the part of middle and senlor grade officers. A scenarle that was
repeatedly described in semlnat gesslons and narrative TeSponsed
fncludes an ambltipus, transitory communder--marglnally akilled in the
complexities of his duties--eogulfed in producing statistlical results,
fearful of parsonal faillure, tao busy to talk with or li;tun ta his
supordinates, and determined to submit acceptably optimistic reports
which refiect faultless completion of a variety of tasks at the expense

of the sweat and frustration of his subordinates.

3. Composition of Study Sample. In some respacte, many of the offi-

cars whe provided input to this study represeat an elite rather than
2 crogs mection of the Qfficer Curps as a whole. Certainly, a large
and proparly stratified random sample would be required to provide

a4 stacistlcaily representative description of the entire Offlcer
Corps. However, much of the quantitative and qualitative data

was generated from six different service scheols: the service srhool
environment encourages an objectivity and breadth of view greater
than can ba expectad from other asaigmments where unit or individual
loyalties abide; and the wample of affirers represents g bhroad
wpectrum of exparience, grade, and branch, These facts support the
belisf that the views expressed by these offlcers are represeatative

of an lwportant cross section of the Cfficer Corps, More gsignificant,

iv
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snd in fact striking, is the consensus in viswpolnt and naar unanimity

of the descriptive responses., Thase tasponkas, tmiptorced by the
ptatistical data and related siudiem, dapict climaze which Ln euffi-
ciently ocut of step with our tine-honsred aspirations and the craditional
rchice uf the professionul eoldiar to warrant immediste atcentioo at the

highast echelons of the Army.

4. Cauggtive Factors. a. The primary causative Factors are unclear.

It ia difficult to disringuish beiween cause and gffact. There is
widespread feeling that the Army has geanerated ko snvironmant that
rawards relatively insignificant, short-temm indicators of muccess,
and disregards or discoyrages the growth of the long-term qualitles

of morml and ethical strength on which the future of the Army depends.
Communicatlons between junior and menler officet. are tenuous on thie
as well &g othar mattery. There appears to be inadequate upward com-=
aunicaticn of reliab_u data to keep the uuﬁinr accurataly infurmed and
both inadequate and unfeeliiug dowrward communication ta keep the junler
contented. Senlor officers are pften pavcalved as being iwclaced,
perhaps willingly, from raality.

b. There 1s nu direct evidsnce chat axternal fiscal, policical,
sociological, or managerial influencea ars the primaty causative
factors of thia lees than optimum climate. Heither does the public
reaction to the Vietnam war, the rapid expansion of the Avmy, or the
current anti-militery syndeoms stand cut as & significant Tesgon for

deviations from the lavel of profeasional behavior the Aroy acknowledges

as lts attalnable ideal.




9. Corrective Mzgsuras. a. The pervasivencas of thiis climate, and
the uhderstandably human motivet--guch as drlve for persuonal recug-

nitiocn=-=which tend te perpetuste the discortion of che peafesslopad

ethle, {ndicate chat the sirwarion I8 probably not self-correcring.
The strong deairs expressed almogi unanimously by officers to make -

the vperative systom more nearly perfect represents 8 healily rveser-

yolr af voergetic ldealism, Bubt the lndividual officer is greatly -
hampetred in any local crusade for uadherence to fdeal mechods Dy the

need to produce results in order to remain comperitive for [uburs

advancement. Change, therefore, must be instituced from the Fop af

the Army. Admemitlon is not enough. The jmplementation of correc-

tive measures must L. romprehensive, and the systen of revards [for

exampie, prometion, selection for advanced education, and desirable

and challenging assignments) mudt in face support adherence Lo Lrudi-
tional ethical behavlor.
b. 4 number of recommedndaclons appear appropriate. These are

presented in three cntegories:

For Frompt Implementation: .

1. Disseminating the pertinent findinmgs of this study.

2. Adding the sublects of interpersc,.al sommunication and prnE;s-
dional ethica to service school curricula. .

\.

1. Promulgating an Officer's Creed (such as that shown at Inclosure 2},

-
4, Making all command assignments of lieurenant colonels and ¢olunels
directly from Headquarters, Department of the Avwy. |

..J-
5. Giving otabilitry in comomand cselgnments preceuence over all other

veassignment considerations. .

vi
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b. Removing from the oprimum carcur pattecnsd Eor combat arme otflcers
the reguirement that Co advance rapidly in grade they must vommand both
at battallon and brigade level ap well as werve un high level staffs.

7. Placing higher priority for maaignment of USACGSE and S50 geaduates
tn metvice schocls, tralning centery, and RUTC ztaffs at Lhe expense
particularly of Headquartera, Depaltment af cthe Arav aszlgnments.

8. Hodifying promotion palicies by ¢xtending "primary eunca” and
¢limlnating the “secondary zone' concept, while still retalnilng provi-
cione for thowe officerm who are definitely cumpetent it grade but who
are not suiced for further prompction to remaln on active duty.

9. Returning-the suthority for selection of offlcers fotr promotion
to vaptain to Headquacrtars, Department of the Army: and lengthening
the time in grade requirement from Iirat lisutenant to captaln, by
incremants, to what it was prigr to tha Vieinam bulldup.

10. Providing to outstanding coleaels {(perhaps 10 percent of those
retirfng in ARy yeRAr RIOUp} arC retirement a promotion to the grade of
brigadier general ("Tombatone Promntion™); and making the selection by
a Hyadyuarters, Department of the Army board.

11. Taking immediate disciplinary aceion againat offficers who violate
ethical standards.

12. Providing each officer upon cosmmiseioning with a hagd-bound copy

of a special rexchook which would include The Armed Foreces Gfficer, the
Officer's Creed, a measage on the subject of professional standards from
tha Chief of Staff, and other auitable dopumeants which set enduring

guidalines for an Army offlcery,

13, Establishing uniform standards for these practices which are now
subject to iaterprstaticn ard vary between unibs or posts, and which
ace amensble to Army-wide policies. (The recent taircur standatd
prescribed by Headguarters, Department of tha Army is one exapple of
a step in che right direction.)

For Implementation on & Trial Basls:

14, Including an a supplementary input to officer efficlency flles
the rasults of peer ratings which weuld be compilad from periadic
golicitationg, by mail, from Hesdquarters, bapartment of the Army, of
comnents from selected cfficers on those contemporaries with whom
they had served in past aisignmenta,

15. Having students at the USACGSC and tae USAWC submit confidential
comments on proapectlve selectesd for brigadier general and making a

vwii
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tabulation of tlw results available vo che president ol the promotivo
board for wse as he soes Pl

For_¥wther Study:

S e e — - ..

3 16, Reassesslon as o mattey of coptinuing priorlty all facels--

E locludlng buaxic aggumptilons--of the system of afficer evaluation,

inclwding: the role or the eftleloney report in making arsignmonis; -
e possilble tole of the Indocalng officer 08 an evaluator of the
teeing officer as well ae an evaluvator of the rated officer; the
woight and nature of the indocsing offlcor’s comments and entries
whitn ks diities obvivasly preclude Llotimate Knowledge of (e tatod
pfficer; and the pogsililicty of deslgning ditferent efflelency
raport forme [or different officer grode level geouplings (such as
i rathier vonclse foem [we O-1 thvoogh 023, anether foom for 0-4
and 0-5, vne tar O0=6, wund one [of general ofFleers).

T T —

L7, Begoulripg complotion of a weitben cxomingtlcn ot common abd braoch
material subjects prior to selection for attendence at DSALGSC uor
equlvalent uchauls.

14, Providise tor agtondanee at speclat shero courses at branch sclools
and rthe UsAGGSC Tor sefecieed to brigadier general,

19, Upgrading the acodenic challenge ot Advanced Coutdes and elinl-
nating from the saervice those students whoe [al)] to weet Teasonable
acadenic or traditional cthical gtondacds.

20 Developlng & weitten gquestionnalire oo of fleer calue gystoms to be
adwinlstered over phe yasrs at Advanced Courecs, USACGEG, ond USAWC
o geierate o date Dase, adsegs tronde, and keop cthe gsue of Indl-
wicdual and groop walued alilwe,

21, Troviding instructlon in counseling suberdlnaces at the Adwnneed
Coutsea amd fhe USALGEL.

22, PFubllehing w zultable bext, poraibly fo Department of che Aoy

Pamphilet formot, cullining the gecd aond explaining the metmxls Tor

cguise b Ing subordinetes and permicting thoem to partleipoaee o tle

dlaioguy., +

23, Hav.ung promotion boards gerve dlse oas vereconloyg boarde ter capdl-
dater for elimination from the servlee.

2, HSimplilfying cthe mdmint=me allve procedures For o lbelow fop of
eof Cleers From the Mervice.

will




75, Reducing to a minimum, oT eliminating entirely for all grades
below 0—6 the "nominating" of officers for aselgaments and the

honoring «. '"by name' requesté.

. 6. Removing wherever peacible statisrical competitlon within orge=-
nlzations, ond redofting wherever practicable to a "pasa-fall” eyatem
of recings wichout numerical acores in organizational inspectlonE.

' 27. Epsuring that promecion boards receive comprehensive instructions
] which are compatible with announced policles of career partern and

[ agsignment priovities, and which do not in effect validate "tickek
punching” as the unique route o capld promotion.

74, Fliminating Junlcr af Ficar Counclls except Eor thase groups of
officers who ate in atudent or ssgentially cransient status and have

: no regular chain of command.

! 2%, Epcouraging Inltiative and lesrning by vaperiszace theoygh public
' recognition that human activities are not susceptlble Eo complete
atatiastical measurement, Chat mivtakes in training are expected, and
ihat—-while perfection may be a long term goal--the concept of "zero
d:fects” is not applicable to all aapects of management.

E . Including an additional grade--such a senlor captaln—-betwcen
- the present 0-3 and -4 grades and authorlzing that grade level for
positfions of command at company level.

i 31. Including the substance of this study as & tople tor the next
i Army Commanders' Conference.

ix

Ll b o

sttt T B s A g



T

3 :
.
.
-
E 1
3 ' ) -
, .
N
1
1
§ .
R

N et Ea el Il toa
3T S T

G




STUDY ON MILITARY PROFESSLONALISH

3} JUNE 1970
PART I ~ INTRODUCTION

A, AUTHORITY.

This study was directed by tle Chief of Staff, US Army, by letter

dated 18 April 1970, Soef Inclesure 1.

E. PURFOSE OF THE STUDY.

The study was designed to assess the professional cliuate of the
Army, to ldeutify any problem aveas, and to Formulate correctlve
artiopns. Ite goal was to produce a pruduct which could be usefully
and directly applisd, as compatred with a dissertaticn that would be

primarily thecratical or philosophical.

C. WATURE OF THE STUDY.

Tha subject explored In this study is highly complex. Milicary
arofesaionalism {igrolves a whole panorami of disciplines of varying
preclsion and gophistication. BExactly what it eucompasses——clther
guantitetively ot qualitatively—is a malbiar of widely differing
spinlon. Bur tha foral point of the prcfeﬂaiﬁn is clrarly man him-
gelf: ga an individusl, a member of a number of groaps and sub-groups,
gnd & product of his oulture. The behavioral scleuces, with their
tallapce on intuitive judgment and their vrecceupation with being ag

unemorional and non-subjective as poesible, represent the primary




diwciplines which would be the theoretical Eramework for further and

more abeErack exploitationt of the content of this teport. The € gatnlas
clona of this study were tne pecceptions of the existing climate by !
membera of the Officer Lorps. Regardless of whether all'cf thesa ate
in accord with the Eacta, they appear Lo roflect aceuvately the wilde-

gpread convictione withip the Ufficer Gorps ab te wiat the Iante ATL.

1. ORGANTZATION QF THE REPORT
The buody of the report provides a concise review of the problem
deinition and methodolugy, findings and discuasion, conslusions, and

reuamméndarl¢n54 ﬂddiriundl datslls are included Ln the Annexes.
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PART II - METHODOLOGY

A« MISBELION.

The mlsglon assigned for this study was to assess the exlscing
climate of professionalisw in today's Army, gilving particular estten-
tiom to the prevalling =tandards of professionnl competence and
moral/ethical behavior. Aleo included wam the requirsment to cutline

measures for the eolution of any problems which were idencifiad,

B. FROBLEM DEFINITION.

1. It was asszsumed that the professional climate in the Army today
could be assessed by properly obtaining the opinions, perceptlens,
and atticudes of a selacted sanple of the Officer Corps.

2. Problem definitlon led to the conclusien that the research

zfforc should be desigoed around five basic gquestions!

FIRST: WHAT ARE THE PROFESEIONAL STANDARDS OF 1DEAL VALUES WHICH
TRADITTIORALLY HAYE BEEN SET FORTH FOR THE ABMY QOFFIGER?

SECOND: WHAT ARE THE ACTUAL STANDARDS-—AND, iF DIFFERENCES EXIST
BEIWEEN THE IDEAL AND THE ACTUAL, WHAT ARE THEY?

THIRD: OF THE EXISTING DIFFERENCES BEIWEEN IDEAL AND ACTUAL
STANDARDS, WHICH RAVE MATOR SIGNTRICANCE FOR THE ABMYS

FOURTH: WHAT F&ﬂTﬂRS. CONDITIONS, AND SITUATIONS (BOTH INTERNAL
AND EXTERNAL) UNDERLIE THE SIGNHIFICANWNT LIFFERENCES BETWEEN IDEAL
AND ACTUAL STANDARDS?

FIFTH: BY WHAT MEANS CAN THE AEMY, THE OFFICER CORPS, AND THE
INDIVIDUAL OFFICER MAKE THE LDEAL AND THE ACTUAL ETANUDARDS MORE
NEARLY LDENILICALT

T T T
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C. STUDY DESIGH. (Sas Annex A, Mythodology, for details.}

1. Concept of Research.

Thie effort wan Jesigned as A0 axpleTatoTY gtudy to probz the dapth
and breadth of the five baslc questions Jerived from problem dafini-
tion., The focus of the reszarch sffort wWas or the walue eystem of
today's Army of§icar. The major portion of the dats base wad der Llved
from interviews, aepinare, and questlonnalreas sonducted and adpinigrered
in Way 1970. The participants Were a croas section of the gtudents and
faculty of the US Army Chaplaine gehool, the Advanced CourBes at Forta
panming, Eustis, ¥pox, and 5ill, «nd USACGSC at Fort Leavanworth.
ipproximately 250 pfficers from thess postd participated. Addicionally,
all of the Army members of the class of 1970 et the USAW( along with
Aymy members af the faculty and USACDCIAS wWere gueried by questiommalre,
snd mAnY partictpatad in meminars ak carligle Bar=acka which addrassed
pelected areas of the acudy. prddiclonal parts of the data hase con-
platad of & 1{carature survey, ineluding & review of recent DepartmenF
of the Army studies; {nformal interviews with genlor ¢iflcers asglgned
to OPD, OPD; and priat, infovmel sigits to the psMA Office of REsearch
and the US Actwy Benavioral Sclence Besmarch Laboratory. A gonceptual
podel of the data base ig at Flgure II-l. {A biblicgyraphy is ineluded
an Annex 3 results of dara compilation and analysla are fpcluded in
Annex B, Findings and Digcussion.}

2. Conceprual Model of the Study-

Flgurae 11-2 depicts w4 conceptual model of tho study. It starts
with @n analysis of professlonallsm, ghowa the theoretical derivation

&
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of an Lndividuasl's value aystem, and mymbolizes how the answers to the
quastilone contained io ponblem definiticn derermine the angle or the

divetgonce batwaen the ldea. -ud the actual patt2rns of behavior.

b. PLAW FOR AHALYSLS.

The gqaantitative data obtained frem the questionriaires werw sub-
jectwd to A computar—asasintud analyals. Cuestionnalre narratlves ware
anal red for content and tecurring themes by & panel ol jmiges selpcied
Ecum the VSAWC ertudent body, Seminar leaday teams of two olficera
aach wone USAWE faculty mewmbar and one gtudent--wore debriefed sep-
arately dhortly afcer thelr rerfurn from wlsits to other lnetallationa.
{Reptesentative extracts from thase tapad debriefing seasions and the
quesatlonnaire narrative sre included in Appendlx 1, #-=sgdoral Input,
to Annex B.J

Ferceptivna of tha atrtitudas of mReminar participants ame well as
content summaries of fenlinars were inserted lato the data matrilx along
with the other information. Pertinent remarks Erom experiencad offi-
cers ip OPD alomg with the findinga of racent studlea, such aa tha
franklln Institute Eesearch Leboratories Carger Motivatlon Study
published in 1969, USAWC atudent research papers, and pralimlnaty
findings by the USMa Office of Research on a study of attitudes of
gelected junior officer resignees, vere nged as backgreund or corrob-
crative information. in order to ensure that theak varjicug sources
4id not contaminate each other, and that one primary source did not

prajudice the total analyals, the different inputs (guestionnalre
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multiple choloe; questiconalirs narcacive; sezinar leader debrief
background intecvieus at OFD, BESHL, USMA; related atudiss) were

spalyzad first separacely, than ax 2 whole.

E. 'WHE CHARACTERASTICS OF THE JAMPLE.

The 415 officars who respondsd te the gquastionnaire and the 250
among then who particlpatsd inm saminsrs {group discussioms)} reprasent
a varisty of grades, branchas, and expecience. They were generally
reptesentative of tha cfficers who will be the middle and senior
prade leaders during the weut decade. However, the sanple WAS Tul
designed to be, and deas not purpc+t to be, atatlatical representa-
tion of the encire Qfficer Corph. The sample 1m heavy in millcary and
civilian education, and heavy in officers who have given evidence of
above average tatlnge of performance as evidenced by thalr selection
for USACGSC and USAWC. The sanple was designed to cbtaln collective
judgment , racher than to provide comprahensiva reapresantation of the
Qfficar Gorps as & whola.

During the analysis, the reaponses of the different characteristic
groupinge-—-source of comeisslon, grade, Lranch, ete,--were analyeed
separately as well as in the overall group. (As the analysils developed,
it becams appatent thar the content of the different responses depictlng
the climate was gerikingly uniform and significantly independent of the

variables of grade, branch, education, and scurce of commlssion.)

f. THE KANDLING OF BIAS IN ANALTSIS, AND MISPERCEFTION IN YVIEWPOINT.

1. Scresning of Blas.
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Tha study group andeavorad co ACTARN p:lnonnuptlmnq, pootionalliam,
and biam Erom dats intetpretation and analyein. This gulidelinw Was
fundamantal in poth study dasign and sxecubion. Thare Wam fho ALLempt
by anyona 1in the chaln of command Eo prejudge or prajudice tha [éindings.
Inpute ko the stuly described above wers anslyzed separately. Theds
analysean werd perforued by aultipla judges. Quantitative spalynin
vas initially hald ssparite from qualitative anslysln. Analysis of
cavgative factors and development of solutlsn concepti Wars done At
two Bmeparate javele=—=by tha intarview teams and by the persanent atudy A
toan m;mhnrn. Analysinm of cadae and concepts for solution werm sub=
jected to raview and debats by dimcusaion groups of students and
faculty at the USAWC.

2. Percepticn va Realicy-

%

a, Impact on the Data Base, Much of the data bmEe Was constrocted
by weaving togathet the perceptiond of the officers in ‘ne sample.
Sometimes perceptlons aquate Lo reality. Sometimes—in reflecting
feelings about the climate in which one axistp-—tha parcaption is oy
asfinition the reality. At other timea an individual vievs incomplately
or amotionally the actipns of potivacicns of others.

These principles Wers conpldered in the design and gxecution of the
study, {(Most of the petrceptiond of the particlpants in this study wera
gupporced by other svidence——such as similar indepeadent patcapcions by
chearvers with diffecent perapectiva, findings of other grudies, and tha

rasults of zecent OPD and LSMA {nterviewa on similar topics. The comsen~

gus which developed in terme of nearly identical themes belng ponteibuced

9
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hy a variety of officera of disparate hackgrounds end prasent FLERE]
ments also tended to confiTm the validivy of individual perceptions.}

b. The Limitatjons of Individual Perception. There are goud

reatons t¢ be guspleious of the apsumption that membars of any Orphe-
nigeticn, particularly at che lover achelons, can accurately judge

tha marits of the total system or the adequacy or quality of the
behavior patterns of others in the organization. Complaints about
supericrs and About limirations on ocne's initiative could be, and often
are, convenient rationalireations for personal inadequacles. Legloslly,
coma .of the derogatory comments from junior efficers atem from thelr
jncomplete knowledge of the larger acheme of things ot their disceomfort
with the many ardupus tasks that accessarily confronc the Army today.
These proclivities were considered by the study group when the quali-

tative lnputs were assessed.

G. CONSISTENCY OF CONTENT WITHIN THE DATA DASE.

Ad the data basa developed, one of the most significent features
was the complementaricty of the various inputs. Divern-uze of oplaion
on the magnitude or prevalance of the defacts in the present climate,
and descriptions of examples of deviation from the ideal standards, or
jdems on the hasic causes for the flaws in the professional climate
was lmas than one might expect.

The quantitative data were used primarily to arsess the climate
by discrete imcrements Buch as “gatting a good example," or "being

loyal to superiors,” or 'daveloping the skills reguired for present

i0




assignment." These data were alse indedged to biographical data,
permitting correlation petwesan such characteristics as grade and
sducation level and each af the repponses Lo the forced cholce type

of question. The wrirers' narrative responses and the discusslons
were ugsed to interpret some of the quantitative data, to provide pack-
ground for diagnosis of rhe mare baslie causer of the prevalling
zlimate, and--particulariy during che latter phases of the stedy--to
generate ldeas for scluticn concepts.

Where thetre were minar conflicta or apparent contradictions between
quantitative and qualltative ilnpuk, the members of the study group
evaluated the evidence ané decided which indicator appeared co reflact
most accurately the perceptions and attitudes of the respondents and
the underlyilng facters of causality. In no instance Were the incon-
slstencles irreconcilable. Vot erample, in Figure B-9, Causation

Themes, Anmex B, the cheme of "permissive soeiety”

appeared a graater
number of times than the theme "requiring expertlse in too many areas."
Yet o comprehensive analysis of all the Lonput resulted in a concluglon
that for a number of reasons the Army's tendeucy to hator the training
of "genmeralists' to the point of condoning if not dictating rapid
turnover of officers for "career development' Teasons was a much more
impertant consideration than wag the impact of a "permissive soclety."

Each lnecrement wlthin the data base must be viewed withipn the entire

coptext of the rTepert.
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PART I1I -~ FIMDINGS AND DISCUSSION

I A, THE PREVAILING PROFESSIONAL CLIMATE. (See Annex B, Findings and
Discueelon, for further elaberarion and rabular dara.)

1. Atcitude toward Professionalism.

The gfficers who provided informarien for this study were an
impressive group. There ls good reason Lo believe that they represenc
an important section of that part of the Officer Corpe which will

provide the key leadership in the pext decade. Especially reassurlng

TV I

for the future was the vigotous, lnterested, intelligent scutlock of
the captains and junior majors-~individuals who had been commiszsicned
in the past three to seven years, They teflected as a group a deep
; commitment to the ideal of Duty-Honor-Counery. They were latolerant

of otherg--he they subordinates, pesrs, or senlors——who transgressed.

They were ingisteat that the inept, dishonest, or immoral officer be

eliminated from the Servlce, The junior officers did net question--—
pirher in seminar, personal interview, ot ot the questiomnaire

responses whete Lbhelr anonymity was guarantesed-—the tradirional, essan-
tially suthoritarian mede of the military organization, or its vital

and unique reapomsibilities which could rasulc in an officer’s accow-
plishing a4 particular task at the cost of hiz life. They were frustrated
by the pressures of the system, disheartened by thoase seniers whe
gacrificed integrity oo the altar of persomal suceess, and impatient
with what they perceived as precccupation with insignificant statistice.

4, The Characteristics of the Climate,

12
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a.  Geperal., There is a signiticant, widely perceived, rarely
disavowed difference betweon the Ldealized professional c¢limate and

the exlating peofessional climute, N

b, Ihe tdeal ol the ¥xisting Climote. The ldealized climate 1a

characterized by! dndivildual fnteprlty, murual trest and confidence,
wnselfiah motivatrion, technical competence, and an waconstrained flow
of [ofaymarion. It 1s cpltomized io the words, Duty-Honor=Country. -
The existing ¢limate Inclwdes a wide spectrun of pecformance.  Home
perfurmance conferns closely to the ldeal. 8Bui a widespraad, alfi-
clally condoned or dpscitutionalized purtion of the performance of
Indlvidunls warias slgnificantly from the standards that the Avmy
uspouses dar an organlzation, aud that the officers aubs:rigc SV L

being ehe proper standards Eor thelr personal behavior. An a rrsult,
the existing cllmata fogludes perslabent nnﬂ rathier ubiqulicous over-
toned of: scelflell behoavioe that places porsenal succoss aheod of the
good of the Service; Lovking upwakd Lo plesgse superiors [nstead of
lockiog dowoswatd to Eullill che legltimsee peeds of subcrdinates; pre-
vocupalion with the atcalmment of trivligl ghore-tern ob)ectives even
through dishonest practices Chat injure the long-term [albvie of the
organization; incomplece communicatlons barween junloer and senlvres

witieh feave the wenior uplnformed and the Juatior feeling unimporant;
and loadequate technical or manpserial competence to perforn eflect lvely
the uﬂntanﬁd duglew, A sScenario Lhat was pepeated!y descoribed §n
sewinar sesBlons aml nocracive respoumos Locludes ao ambIbious, bren—

aitory comnander——margined ly akllled {fo Lhe comnlexicles of his

. li
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duties--engulfed in producing atatistical results, fearful of peraonal
failure, too busy to talk with or listen to his subordinates, and deter-
miged Lo submit acceptably cptimistlc reports which reflact faulcless
completion of a wvariety of tasks at the expense of the sweat and frue-
tration ~f his subordinates. The junlor gffleer baars a particularly
hesvy part af the burden. He is the sxecutor of comend decisions and
bears.the brunt of the burden of execucing gimultanegusly and Flawlassly
all the policies conceived by all the echelons abowve hilm.

The Ffollowlng are representative remarks extrected from the narra-

tiva comments of questionnaires. (sdditional extracte from narrative

comments are included in Appendix 1, Anecdotal Input to Annex B.)

These are fram gfEficers at various posts.

CPT: . . . overerphasls on ZeIo defacts. . . .
Commanders must realize that #histakes are human,

. . . they should he used ag lessons learned and
not vehicles for destroying an individual.

LI: I have observed that the willingness of an
oificer to assume responsibiliry fer his owm plans
and sctions seems te vary inversely with rank up to
the rank of general. While obviousiy a gross
generalization, this behavioral pattern ip consist-
tent with ., . . covel your aad. _

CPT: . . . reluptance of middle grade officers to
rendar reports reflecting the true macerial readiness
of their unit. Because they and thelr raters hold
their leadership positions for such short pericds,
they feel that even ome pooT Teport will reflact
harshly upon their abilities.

CPL: . ., . fear in the subordinate of relief and

@ bad OER if he admits that his unit 1s less than
perfect or he ls presenting a point his superior
doesa't want to hcar. . . . The subordinate must
have the integrity to 'tell it like 1t is' in s5pite
of fear for him career, etc., while the gupet ior
owes it to his subordinates ce help him as moch as
pwssible as opposed to the actltude of 'you get 1t
gquared gway or I'll get someone whe will' over a
ome-tipe defliciency. « » .« It takes g graat deal

14




of pervonal courage to say 'the acrew up occurved
hore' rather than passing the blame down te a lower
level. The only solutiocn would again he the develup-
ment of personal integrity and moral courage. . . .
Perhaps an emphasis on thege trelts as opposed Lo the
sledgehammer of, "you screwed up once and now it will
haunt you foraver on your OER.'

CPT: In other words, the CO who allows lils subur-
dlnates tp make certain mistakes in order Lo lucrease
thelr proficiency and ability even though !t makes
the 00 loek bad is cthe officer zapped by the OER,
Reduce this . . . by effective leadership.

CPT: Military persennel, primarlly career types,

are too concerned wich promotlans, efficiency
reports, and conforming to the wishes of their com-
mander. . . . Many times a geod soldiler is . . .
treaced wnfalirly by hls superiors for matantalning
high standaris of professional milltary competence.
CPT: Too many officers place the value of a high
OER over the welfare of thelir men., . . . The Army
should select men for command pesitions who have some
beckbene and wlo care sbout the unit and the men more
than they care about thelr career. Relieve officers
who Fail in these avesas. . . . Too many ciflcers
will go te any wmeans to recelve a high OER.

COL: Endiess CYA exercises create susplelon and
distru: * un the part of jucivrs for the Ilncegricy

and competonce of thelr superlors. . . . ' Burk
paesing' has always been a problem, bul reluctance
to accept tesponsibility ac high level s lncreasingly
avident, a3z wviewed by the juniors.

COL: Acrosg the board the Officer Corps 1s lacking
in their responsibllicles of looking out for fle
walFare aof subgrdinates.

CuL: Chawtic conditioms In the Army permir
woprincipled afficers to work undetected.

CCL: We appear te live ln an enviromment which does
not tolerate less than total success, with the result
that delegation of authoricy te subordinate levels
chanot be accepted since the commander cannot afford
te be 'smeared' by the talnt of even pessible fallurec.
Subordinates reared in such an environment can do ng
maire than perpetuate . . . this practice . . . ir Iz
a trend which nesda te ke reversed befure the initla-
tive of the junior officer is completely subverted.
COL: Everyone 15 afraid to make a mistake with
aomeane alwayd louking over his shoulder. . . .
huthorley and ability are dlluted al every levcl. . .

15
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When sanivr officera let thelr personal ambitione
ghow through in their actions and decisions, this
waakene ethical standards chroughoub that partieon

of the 0fFlcer Corps who know of this . . . .

Many, many young officers who reallze that persenal
amblelon and vet the long range good of the ovrga-
plzation 1s the "why' of certain declsions loave

che Army. Heuce, example tends to keep in the Arwmy
those whe are willing to follow that example.

GoL: It appears to me that we want only to lmpress
peaple with what we do right . . . with a resule that
reports are shaded and do not reflegt the true atate
of an organizationm. . . . I feel that many senlor
offlcers need axposure bto modern concepes of parson-
ncl managewent, communlcatien tucholgues, mocivaclon,
ond the need For delf-asctuallzalion that youny
officors . . . posscas.

COL: Offficers <o not kaow thelr own jobs well

enough snd . . . they are afraid thiat 1f they dele-
gare autlority to subordinates, . . . they themselves
will suffer . . . the present day comminder looks

upun his command tour a3 a mechanlsm to Fslyp Tiim

get aliead provided he doos net rock the beat or

make wavea . . . A5 a result, subordinaczs are not
belng properly developed ond there ls i general
[ewling amwng Jjunlor wffioers thab senlors are
untouchable, wnapproachable, unreasonable, and
constantly looking for mistakes . - . . A commander
who tokeg & genulne [nterest 1u the welfarse and the
tradning of his subordinates is getting rarer,

indead, . . . I ventinue to be Impressed by the
poteatial and deeire of officer candidates who ace
belug comeissloned.

COL: Many of these young oillcers ave exceptional

and in my vxperience come much cleser ta the 'ideal’
than did Junior wlfflcers in the pericd 1945-1935 . . . .
It appears the greatesat single factor working sgainst
the ideal 18 excessive carecr cvompebiltlon ameng upper
snd senior officers. At Battalion Commander level
this problea becomes acute and cunt lnues from Battallen
to Brigade to Divlsion . . . . The below zone promo-
tlon Bchewe should he recensidered (1 had one to U-b).
Better would ke a hipher passzaver rate and ne below
zope promotleons .. . . . The capablie, ambirious
vlfleer mpust be protected from hilmself bur worse
imporrancly the Junior offivers and M beovath hin
[them| muar be protected.

14




MAJ: 1 am concernad with honeaty=-trust--and
agminimtrative compctence within the O{ficer Corps.
. . . Command influence impaire calling a 'apade

a gpade.’' . . ., (me of ny raters exemplified the
subject comcapt . - .« . Bis primary infcrest was
'Na. 1'; everythilng elee {including the welfare al
the command) wag handled oo a 'ewo=faced' basis.

Ha would 'bleed' his troops dry to make a good
impression--then atsb his subordinates in the back
when they were no longer useful . . . . I'm not
attewpting sarcasm, but the concept of 'getting yout
ticket punched' haa gone too far.

It i3 of more than passing interest to mote how these themes recul
in allied litevature. In Hay 1970 several of ficers from the USHS class
of 19° who were resigning wete Intarviewed by the USHA Office of
Regesr~h. Included Lo the preliminary drafc of a paper sunmarizing
the interviews were the following

Thelr flrst complalnt was based on the pereapition
of senlor offlcers, particularly golonels and
lieutengnt colenels who were in command positions,
that as a result of the tgyaten' the latter offl-
~orh were forced to abandon chelr seruples and
gnore the precepts of duty and honor; and if
acesgary to lie apd cheat in grder to remain
suppassful and comperitive . . .
A second complalpt was that ne one had shown any
real loterest in them, their eareers, In their
op: ioms. Without excention, each of the [ten]
re: .gnees states thac this interview was the flrst
r* o that any wenlor offlcer had evuer sat down and
L. .+«ed with them as epposcd to talking it them.
This theme—-cof & senler not listening--permeated thy gowbinar sessions
conducted at the schoola by the USAWL arudy group, Many officers,
including those up ko the grade of lieurenant colonel, vxpressed the

view rhiat the seminar sesslons conductad by the USAWC tcams were the

first time their opinivns hind gwor been solicited by thete seafovs.

1
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Many of the junlor offlcevs stated that 't was not ultimately important
whether of not thelr ipdividual recommendations ware placad Lnto effect
tecouse they did not presume Eo underetand all of the big pletur. ot
vital lmportange to tham was the fact that a senior ufficer would ot
would not give them a chance Lo expreds thelr views, including bad

as well as good news.

Another intsresting by-preduct uf the saeminars conducted with che
younger offlcers was the regctlon of tha USAWC team members. They ware
{mpressed with the lnsight, energy, maturity, and outlock of the captains
and malors particularly. And gome of the ream members fele chae had
they been somehow exposed to the barrage of uanfiltered, straightforward
perceptions of the junior affigers a few yeara ago they would have done
a better job aa battallon commanders.

it Ls also noceworthy that the condirions descrited bath In the
written narrative and the seminars are practically ldentical to partd
of :he situation revealed by the Franklin Inmticute Study and published

in Department of the Army Pamphlet 600-20, Papaopnel--Gunaral: Junior

Officer Retention, dated august L9689,

c. The Eloments of Imﬁerfectinn. variance Erom ithe ideal was

perceived by and attributed to oEficers of all grades. The mote
aenlior the officer, the less he perceived variations from the ideal.
The iunior officers were perceived by »11 pradea including thelr own
a8 departing slightly more {rom jdesl standards than were senior qffl=-
cers. The senlor officers were held more tesponsible for everyone's
deviations because thay play such an influential part in the design

18

bl il -




R ] T LN

and operation of the svstem, Hypoerisy in a junior officer is often
perceived as an individual ebarratlon; hypecrisy in 8 senior officer
is perceived as a basic flaw Ln the syrtem. The poor example of
senlor officers--in matters of ethics and technigal competence--was
a recurring theme, particularly in the qualitative daca.

OFficers of all grades indicated that there was a greater devia-
tion from ideal standards in "professional military compatence'
(refarred to within thie paper as ''technical competence," weaning
the aspects of proficiency 1in gesigned duties) than in “ethical
behavior." In attempting to construct a patadigm that would refine
the causa-effact oyele, it bacame apparent that ethical hehavior and
technical competence are tightly interlpeed. (See Figure TII-1, p.
22.}

3, Decerminaclon of the Causal Factors.

a. The Interdependenca of Apparent Cmuse snd Effect. Early in

the study two preliminary findings became clear: che subject of

professionalism 13 all-encompassing, and the entire spectrum of Army

activities apnd officer dutles must be examined in order co get anything

cloge to an accurate viaw; and the cause-effect ingredisnts are so

intermixed and cireuitous ss to defy separation of one from the other.

These two findings ars agpecially edgnificant whem formulating and
implementing corrective actions. For example, whether the misuse of

mtatlstical indicators is a cauge of dishomest reporting or simply an

effect of incompetent or inexperienced management is unclear. What is

clear 18 that the misuse of statiscical indicetors is part of a much

19
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larger pugale that facludes sBuch things ae inexrperiengu stemming from
rapid pardgonnel furTTOVer (much of which the Army imposed on lteelf},
a quast for a perfeck record, and increasingly complex technical
environment, and the exlstence of data processing equipnenkd.

Insccurate reporting-—-rampant throughout the Army and percelved
by every grade level sampled froem 0-2 through 0-7-~1a algnificant and
represgntative of the {nterdependencet of a muuber of factora. First,
it is a logical hy-product of data procedeing techinology: the need
toa quantify progreds and compare efficiency, the need to allocate
svarce resources, the tendancy to apply the "commercial ethic" which
gquates SuCoess with measurable putput, and the desire to make deci-
gions at the highest poasitle ;evel where more of the complate picture
can be appraciated--where policical oY Eiscal nuances can be viewad 1n
bett;: perapective, Second, it i8 a result of our failing te recognize
the impurtance of cthe non—-quantifiable variables in a walid equatien
of personal ot organizaticonal success. This is particularly true of
barely perceptible envlronmental changes which can be tolerated day by
day, bur which accrete Lo counter—product ive [orves over tle long haul.
While giding 1ip service to the Army's being "prople uriented," we
have in &£ant rewarded the non-peaple part of the equalivn.

Sraristical indicacers deserve particular attenticn becauss chey
are preadﬁt as B factor in so many of rhe perceived varlances betwaen
the ldeal ald the operative standards. They represent 4 crutch on
which the inexperienced or transient commander can lean in judging
hie osm or his subordinates' progreas. DBeing inconplete, but the

20




focus of uttention bacauae they are meagufable ocver the short Lerm
pericd, thay can cauae @ diverslon of afferc from gubscantlve matters
ts trivial or symptomatic indicators. They are suscaptible to manipu-
larion and frequently go uynchaliengad because of lack of time and
technical conpetence along the chain of command, or bAcEUSE of &
fixatlien on good nEWS witheut regard for fact. the generarlon and
analysis of these “indicators" create a [orce within the institution
that 13 self-perpetuacing: thus comsanders and staff pfficars live
for periphetral success indicators such as the comparative DR figures,
the aavilngs bond scares, apd the veenlistment rate. We theo generate
organizational eroding procedures and ipncidents, oll done und2Y tha
guige of "mlaslon accomplishment' or the Vean do" spirit. &Still, two
relavant polnta should be mentiomed which were made clesr by many of
the respondents!

Statiscical Indicators are legitimate management tools and should
not be disregarded suzmarily. It is thelr mizuse, not their exlstence,
to which there is loud wb . ckbion.

The "cen do" splrit is indispensable in a4 military wilt, HMission
acconplishment is the reasch for being. Hewever, not all ghori term
misslons way be worth the gacrifice of peaple, sWeal, levalty, or other
precious commodicies. The “can do" spirit must be tempered with
unaelfish good judgment and gometimes held in sbeyarnce.

b. GSchematisc of the Cauvse-Effect Cyele. The diagram on the next

page (Figurce IT1-1) ahowe one concept of the flow of cause and effect.
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A bamic causa appears to be the atriving for parsonal mucceBS. Such
striving is desirable withip boupda, and is an exp&htaﬂ tralt among
the cype of aggresaive, dynamic, goal-orientad conpatlicors the Afmy
ateracts and reliss upon. Thersfors, the eoluticn to uninhihltnd

and unethical sdvanturianm fer peraonal gain musat be to atructurs the
reward systen and sducate the exacutcrs of che system 20 that petsonal
ambition® aro kapt within bounds. This ig not done by diracting an
offlcar to submit honest reports. It is done by satting resliatic
goals that can ba met by ressonable, dedicated people, whose mathods
and attituden can be momitored by suparicrs who have the experisnce
md expertise to ba able cn Tecognize inaccuéate repor:s when they
ses them. It 1a dous by buildipg mutual trust and cnpfidnnct, and
loyalty that comea from baing in one assignwent long encugh Ea be
able tn recover from mistakes; and to have genuine CONCRrn -—A8 A
practical matter—-ahout the impact which expedieut methods will have
sn the wniC naxt year. AR ona captaln wrote in hia questlonnaice,
Moyalty applies ta pufg?nnel on both ends, and ls based on mutual
raapact and trust. Loyalby cannot be developed in many nccfnimn: in
today's ﬁé%y becaure of the rapid movement of personnel. . . . True
loyalty among wen is not develaped overuight." Az these ruma;ku
correctly illustrate, there 18 direct interrelation between officer
aspignment policles mnd the enhancement ' of an optimum professional
gnviroament. And other intarcelationships—-between material raadiness,
post work details, sslection board nctiuni.la-rvice gchool graduation

standards, and many others--all contribute to the climate. It iz thedr

*
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rotal impact--the Ngystemn'=- that drives much of th# actual ethical

standarda of the Qfficer Corps., Some will fight che system, and

qurvive, on oppoalte ends of the scale: the ineorcuptible idealists

and the sthical/moral bums. fur hecause mOst are carried along by

the operating system of reward and punishmert. it is the modification

of that system which appears tn be & primary key te improving the

' profespional climate in the Army. As custodians of the “system,' it

is agaln to the genior officers that one must turn for ylghle sclu-

ticnsa .

c. Areas Requiring Examination. Findings af this study indlcate

that at luast three factors which may conbribute Lo umethical behavior

need eloge gotutiny:

{1) The Unrealistic pDemand for Perfaction. Faultless performance

may be a cuitable immediate goal for preducticn line workars who have

routine tasks or for gkilled technilcizno who have nearly infinlte time.

e e

5 Toyr tlose who deal with complex srganizations, changlng nissions, and

i‘ people of various aptritudas, perieccion oY Myaro defects” is an impos-

‘ gibility. It is 2 gimplistic approach that appeals to few people ofnl

the working end of the organization, 1E ls especially unappealing te

% those who take things sericusly, whe wanb Lo accomplish thelr missien,

and who are prone to report the truth. Tt ts antithetical to the

Army's proclamation that it 1s people-vriented. FPIoasures to achleve

:
:
]
|
E unrealistic goals, whether iwposed by design or generated through

incompetence, o0 strain the echical fiber of the prganizatiem.
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(2) The Mothod of Evaluatiog Dfilcors. Findings of this study

capt doubts that cur present method of efficlency ratinén is adequate.
e basic assumptions vf the evaluatlve pracess am well as the machanics
of che system have guestionable validity. That the rabing system is
opetated by humang anil thereby imperfect iz not the polnt. One polut

is whether or net the systen of having ounly a superlor’s evaluation

of an officer's peclormance recognlaes reallstically the naturs of

buman celaticnships.  With all the imperfecrions in the prnfeﬁﬂimual
climate thar riis study and ather wtulies reveal, Ll present 2ystem

of ratings thar cmphasizes Yefficiency” inatead ol perhaps "affi-

clency plus the gaality -t the man" scems to be par: of the problemn

and of 1ittle help in the solution. The battallon commander who

as one captain described In 4 discussion group " . . . had always

his mission in mind an? he went abour performing thar mission with

the utmost profleiency. lils misslon was gatring promoted . . . "
freguently fools the boss put rarely fouls his peors or hla subor-—
dinates, Feer or subordinolye lnput, inserted 3o ay nol o distucl
unduly the chain of cumman;, giould be examlowd. A second point to

ponder Is whether o nok a perfcrmance—eualuallnn system oo larps
|

K
organlzation can be expected to dacriminate batween thass tuplqudﬁity

poople sufficiently su they can be placed in uny reliabile samerical
|

order. The present system purports to do that—=1in selection for
general oflfleer in partioulai. Perhaps after a certain platedn ia
resched, the Army must admit publicly that chance and the personal
prefereace of selection bpards ore the only real diwcrinliarors.
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() Ihe Esaentiality of Command or High level sraff. The peroeps

tlons of the group of officars queried during this study lefr no

douwkt bubt that we have created a climare in which "doing certain Joba™
tokos precedence over developlog expertise. It apparently hag baan
some time since the Army questioned the gzaumstieon that a wide yaTiety
of assignments, iﬁcludiug commaad at avery possible gra.az leval, 18
tha most geairahle career pattern for officers of tne combat BIrmS.

The implications af this aspumptlon are B8O far-reaching chat peseibly
oo Eingle personnel management concapt--save that of the uniphibited
quest for the ynblemished record--~has mare ilwpact on the futura
competence of trhe Officer Corpe

d. Tha Rele of External Forces on the Gonktempolraty Professional

Glimate.

Doubtleas many factors outaidw the control of rhe Army helped to
zat the stage for our toleration nf expedlents and 1ess-than-oprimum
techniques, 3ome of these might be: the Lknowledge and techaological
explosions that made the practice of managewent more complex; deta
procesaing technology that parmitced--if not demanded- centralized
contrul of expensive resources; & prolonged perled of marginally-
funded force levels where over-extendad manpower was gubstituted for
new equipment or for inadequate O&Y funds; and a numper of impoTtant
and sensitive nigsions--Berlin buildup, Cuban crisiz, apd parts of
the buildup and conduct of the \4atnal War--where getting the Job

done quickly was the thing that mattered mogt.
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llowewer, helther gingulatrly not arouped rogathur do those appear
to be prime causative factors of those condltlons within the Army'
profassivnal climate which represent deviations from ideal standards.

1 s T
These external events did npt. present the Army with guch ypremitcing

and constrainlng pregeures i to demand exterior petfection regardlens
of the Llnportance of the mission, or the means used to get the ok
done. Thegpe ls oo axtprnally imposed racionale for the meemingly
prevalent uninhilbited quest for peraﬁnal gu-cess at almaet any price.
Thete was no outside forca that dlrectly caused the isclatien of senlar
afflecera; tn cbvious excusd for the seeming penchant for rewarding
those whp don't "rock the boeat. "

'I"h:. ;ni-;:i'li;u‘;’- is not immune from the ingrusion of paris of the
changing Vglu%;&yﬂtﬂm of socisry. Indeed, the intense compétitinn
for promoticon, th%‘preaccuputiun with maintaining an image af peT-
sonal SULCRAB, aﬁ& the laterest In accunulating a plle of atatistical
evidence of efficisncy Bre commonplace in thé world of American commerce.
Thege facts of life wa}e considared in both the design and execution of
the atudy-

HoWever , cha;e larger ttends, A wall as mOTre rranglrory ingge-
dients of socleral change such.zB the anti-war, anci-esrablischment
movements, did not appaar [0 be ptim;;y cgusative factors to guch 4
degree thab they Were crely comsagquentinl in;this gmgessment of the
prufasaiunai vwillmate. ‘One can draw thiis cuﬂciusiau from three portlons
of the data base. Firsel, che young officaés who are most directly

affected hy recant gocletal changes arill profeds b pocant the
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rradicional ideal of Bt y=Hornotr=Count oy They also uomplai; with
gueming sincerity about any devliations they sew between 1deal and
actunl standards. Also, and ronwistent wlth the autlosk of the areren-
type of the better inform=d and somewhat akeptihal fuuth of coday.
the junicr officers are PTOMPE tn-criticize substandard performance.
hnd.anmg af them, accocding te their owa perceptions; are willlug
te accotiwedste te the norm of the group even thougn the norm be leas
than ideal. Second, the military has not lately changed its traditional
jdesl atandards and there Was no auggestiﬂn put forth from the offlcers
queried that it should. Third, the system which tents “gerv defects,”
Weieket punching,” and precceupatlon with "measurable tcivia' that
moat offlcers seemed concerned about was devlsed by s=nior officers,
not by junier officers. Lf recemt trends from the cutglde have
atfected directly the value gcale af senivr officers, the mechanism
for such change did aot surface during this study. One must therafore
conclude that there appears to be little justificacion for blaming tha
bulk of the imperfections extant in eur prefesgior un the general
trands which some scciologists discern in our suclety or which rlague
the outside world in general.

4. Posaible Impact of the Climate un the Future of the Army.

The exlsting climate includes a hardy potential for improvement
in rhat there is publiic acceptanco of the craditlonal ideals aof the
professional seoldler, and an apparently genuine dissatisfaceion with
inparfectionz. However, the present climate does not Jppear to be
self-correceing, The human drivea for aucceas and for recognition by

b}




Euninrs. wustained LF not inflamed by the systems of reward and manage-
. ment which cater to immediate personal success at the expense of a long
term copsclidatlon of miral and ethical strengih, would appear to
perpetuate if not exacarbate the curreat environment. Time alone

will not cure the Aiseasa. The fact also that the leaders of the
futurs are thosc who survived and excelled within the rules of the
present system militates In part against the initiation of any self-
starting incremental racurn teoward the practical application of ideal
values., It is impossible to forecast future institucional climates
vwith any. degree of reliability. Nevertheless, it is not unreasgnable
to state as coneaguences of the present climate: it is conducive Lo
self-deception because it fostars the pruoduction of inaccurate infor-
mation; it Lmpactas un the long term abilicy of the Armﬁ to fipght and
win becsuse it frugtrates voung, Ldealletic, energetic officars who
leave tha service and are replaced by those wha will ralerate {F not

condone ethical imperfection; it 1is corresdve of the Acrmy's image

because it falla shert of the traditicnal idealistie code of the
goldier--n pode which ie the key to the soldier's acceptance by a
modern free acclety; 1t luwers the credibility of our top willtacy
leaders because it often shields them from essencial bad wews; i
gtifles initiative, inncvation, and humility because it demands
perfection or the pose of perfection at evary turn; It downgrades
technlcal comperence by rewarding insread trivial, measwrasble, quota-
fillipg accomplishments; and it eventually Bgueezes much of the laner
satlufaceion apd personal enjoyment out of being an offfcer.
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PART IV - COMCLUSIONS AND CORCEPTS FOR SOLUTION

A, CONCLUSIONS.
1. Tha {desl standards of ethical/morel/profeseicnal behavior as
spitonized by "Duty-Hopor-Country'" are sccepted by the Officer Corps

as proper, meanlngful, and relevant for the Army of coday.

2, There gre wldespread and often pignlficant 2ificreacas berween
the ideal ethical/moral/professicr:l standards of the Army-—-ag eplte-
mized by Duty~Honor—-Countty-—-and the pravsiling standards.

3. The vardiances between the ideal ctandards and the actual or
cperative atanﬁarda are perceived with grriking simitaricy by the
cross sectlon of officers queried during the conpduct of this stwdy.

4. The officers gueried, 1n general, and the junior officers in
particular, were concerned abouk the unethical practices they cbaerved
and ware eager to do thelr part in correcting the situation.

5. The junior officers as a group were vigorous, energecic, Latel-
ligent, and dedicated; and were intolerant of substandard perfermance
by Fois - subordirn (24, peers, or superiocra.

&.I Thers was no significant evidence that contempeorary soclological
presgures--which are everpresent—-were primary causes of the differences
between the ldeal and the actuval prefezgional climate in the Army; the
prcbleﬁs are for £he most part internally generated; they will noet
vanish automatical'vy az . - war 'n Vetnam winds down and the size of
the Army decreases. |

7. "Ethicsl behavier' and "military competence” (knowledge of

ansigned duries) are clost ‘nterrelated, and inadequate performance
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in vne ares contributes to lnadequace performance in the ather. This
demonatrates the importance of professicnal ethics to long range
mignion accomplighment.

8. The Army rewards aystem focuses on the accomplishment of
short term, measurable, and often trivial tgaks, and neglects the
development of those ethical standards which are essencial to a hiealchy
profeasion,

g9, The dagree of devialion balow [deal standards 1% greater in
"military competence” thar in “ethiecal behavior."

10. The most fregueatly recur¥ing specific themes describing the
varlance bgtwzen Ideal and actual standards of behavior in the Officer
Corps Include: selfizh, promotlon-oriented behavier; inadeguaks
communication between junior and senlor; digtorted or dishonest
reporting of status, statistlcs, ot afficer efficlency; technical or
managerinl locompetonce; disragard for principles but total respect
for accomplishing even the most trivial mission with zero Jlefects;
disloyalty toe subordinates; senlor offlrers setting poor standards
of erhical/professional behavior.

11. The comnunlcation betwoen junior and senlor 1is inadequace;
the junicr Feels neglectzd and the gsenior is often out of touch with
reality. Junior offlcers believe that lieutenant colonels and colomals
in partlecular do nat listen to them; they talk Yo" pather than "with
tham.

12. The presenL climare 13 aot conducive to retaining junior

of ficers who place strong emphasis on principle rather than expadiency.

1




13, Varlances between ideal and actual atandards are condoned , 1f
not angendered, by certalt Army policies regarding officer evaluation,
selection for promotion, career concepla and asslgnment pollcies, and
information reportlng aystoms.

14, The present climate 18 mot galf=correcting, and because of

the nature and axtent of the problem, changes must be cradibly instl-

tuted and enforced by the drmy’s top leadarahip.

15. [Carrecting the climats will requlire more than suparficial,
transltury measures. The climate cannct be corrected by admoritions.
Concrete rodification of the systems of restaTd and punishment to support

adherence to the time-honored principles of an Army’ufficer is raquired.

8. CONCEPTS FOR SOLUTIION.
1, Ganperal.
Any organization must perform thres funeclons to survive!

a., It must gccomplish its day-to-day taske with effactiveness

and afficiency.
b. Tt must select and train competent and dedicated people ta be
ity future leaders.

c. It must accomplish the above through means that are consistent
with its basic philosephy, ite ldeals and tradicions, and 1ts aslf lmage.
The profespional climate of the Army today indicates that ltem c

1z being handled ingdaguately, and the adequacy of the syatém for

suppotting item b may be in daubt. Itém a 15 alsg suifering to some

iz
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degrae, in that there is presently & gap between real accumplishments
and raported gcconplishgents in many Ara4s of actlvity including such
varjety as! readipess status of alrecraft, boedy count, sStatus, AWOL
rate, and CHMNI scovas. There ig a vloee ralationship batwean military
competence and ethical behavior.

Corrective measures which are designed to lmprove the present
climate must be attentive to each of the ¢hree listed functions.

2, Critecia for Corrective Measures.

a, The nesd for change, plans tor change, and consequences of
change wust be known Eo all gfficera.

b. Each rorrectlve measure muat be compatible with all other
elements of tha cotal package of corractive meagures.

c. Corrective measures should be {dencifiable sa¢ that their imple-
mentation can be menltored and perlodic feedback provided.

d. Corrective measures should be reasonably self-sustaining--
enduring witheut constant admeoition--1f designed to effect long term
changes .

a, 1f designed to cause vrumatlec short term galns, measlras should
ba capable of being clearly epunclated, sasily understood, and free of
significant counter-productive side effects.

£. 1f dasigned to cauge immediste resulte, they must be compatible
with the predicted domestic and Flscul environments of the nexi fewr
years: they camet be extractdimarily expensalve or Euun;er to the

realities of contemporary society,
|
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&+ Lorrectlve measures wudt be so z2learly stated that thay cannot
be miainterpreted an an additional statistical burden Instead of a
healthy patt of a worthwhile moiution,

h, Changes cannot be predicated upon any fundamental changes in
human behavicr or basic ﬁalue acaligs.

3. Areas for Implementing Correcclre Measurea.

a, The lsclaticon of Poesible Areas for Correective Actionas.

fnalveis of the data revealed variances between ldenl and actual
standards. These variances had components, fntoermixed, of both

ethlcal and jJob-3kill derivation.

salfigh-amblitious bahavior
distortion of reparts

> ‘ technical incompetence
eto.

.'I
1)
Theéatte?pt:tu figo:ate causative factors confirmed the difficuley

b

- by
of diflerentiating betwesn cguse and effecr.

: - Reliance on

: statlistical

} ) indicators

; Competition Incomplete

1 for perfect, job knowledge
well=reunded
CATeerT

F

4

y Rapid
] rotacion
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However, certain charmeteristica of the prafeaaiunal elimate
appeared (o wattant special attentlon as being important and sukcepl~
ible to change bY the Arwmy. Aread of particular interest a4 poggible
areas for cotrective acCioun fncluoded:

* improving honest copmunicaticn bhetween Junicr and senior.

* providing stabllicy in agsignments.

“ Placing emphaalé on development af expertise.

* Rewarding lmportant. othical bebavier snd de-em?haslzing the
imporLance of shert term rrivial arcomplishments- |

o paking seme of the edge cut of gompetition far premotion.

® pevising whe officer efficiency reporting systed.

From these broad areas, specific racommendakiong——each formulated
r; address one Or matre of the undusirable facets of the cxlscing
climate=--were devetoped.

b. Applicability of Corcvectlve Measures. Same of the factors which

contribute to the perceived differences betveen {denl and actual aiandnrds

are amenablie to rather quick change through nwehing mera than alteration

af army policies ar procedure. (Time in grade for promotion Lo captaln .
is sp example of this type of correctlve measure.) Other factors wmay be

partially guF.epoible Lo adminiscrative or procedural golution within

the Armmy, although Che rasulta of the cerreetive measures may nok be

felt for months or years. {(Modification of the effiriency Teport form,

or altering service senool curgicula to {nclude subjects on ethicel

behaviocr ore examples of this type of corvective measure.} Other

contributing factol®, auch as the lntense ambitlon to wuccend, may not
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b+ amenable to change, or may not be totally bad. Correctlve factors
must he dosloned uiound unalterable behavioral or soclecs) trends in

order to canalite (Lu .orce of euch trends dinto productive, ethical -

] patterns or at leadt to mininmige their deleteriocus impact by ot

rewarding thelr continvation., (Mot rewarding the winper of cantestys

where thes only vardstick 18 the accumulation of trivial or meaning-
lese statistics, regardless of the means veed to generats the
statistics, 18 a fitring example.)

Bocause of the previously wentioned incerrelationships among the

many tacets of achical .nd technical perfermance, there should be

posltive slde eliects 110w all properly {rvamed correcclve measures.
Some of these - .o vliootas will be subrle and noet subject to ghore
term quantificariu. [4a an example, some form of peer rating a3 an

adjunct ko the pressnt ol ficlency report system might eventually

dampen selfish behawior and sharpen technical skills among competl=

tors, at well as pro-ide a becter plorore of che quality of the officar

baing evaluated.}

Based on tHe tyﬁe and magnitude of the perceived voariances from

ides]l standardz, analysis by the study group of thoae Army policies

and practices most suscaptible to being modiffied without unacceptably
i counter~productive side effects, suggeations derived from splution-

ariented seminars at\the US Arwmy War College, and the spepific crireria

listed in paragraph 2 sbove, a variery of rorrective measures should

be considered.  Some will appear suitable for immediate Laplementaticon,

Som: shoceld be teatad with.a view roward later acceptance, modlfication,
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o tedeel Lo, Sowe wlll cequlre furihier atbwdy bo o determlne the iy

putent tal hefore a tast or leplementatlon {4 worthwhile,
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PART ¥V - RECOMMENDATLONS

A, GENERAL.

The variablus addressed ia this stwdy are luman value systems snd

individual motivariens. Mefects in the exlsting professianal cllmate

dafy éimplistic golution. These recommedat lons, therefore, are not

presented as 8 panaces. Hevartheleué, pach of the Ltems lioted appears

to warrant consideration. They are grouped in three categories and

{gentified as belng: recomended for jmplementation socneat (HFLJ;

recommended for implementatlon in some form on a trial basis (iTE);

or recemmended for further study to determine feasibiliey and practi-

cability (RFS). The raticpnale, Eeedback aystem, and pertinent rematks
for each recommandsylon are {ncluded im Table ¥-1. Specific recrm=

mendations are listed under btoad headings but each reconmenda L 1o

hes ramifications which cover other parts of the solutien spectrum,

B. SPECIFIC RECOMMENDATIONS.

1. Diageminake to the OFficet Corps the percinent findlugs of

rhis study by means guch as:

a., SHending thils report, of appropriate percions of it. suitably

fndotsed by the Chief of Staff, to key genargl officers in the Army.

(RFL)

b, Ineluding the sublect of profepulonal ethies ig the curricula
of the merv.co achoala, uging appropriace gections of thls study as

part of the background materfal. (REL)

38 ..




¢, Toncluding the substance of this study as a toplc for the mext
Army Commandars' Conference. (RFS)

d. Devealoping, thr;ugh use of muicable profaesional sgencies, a
written questicnnpire which focuses on offiger value syscems . Admin-
ister the questionnaire over a period of years at the Advanced Courses,
USACGSC, and USAWC to generate & data base, assess trends, ond keep

the 1ssue of Individual and group values alive, (RFS}

2. Promote an atmosphers conducive to honest communicsation betwernn

Junior and senior offirars by means guch as:

a. Providipg dnscruction in individual and group communicatlons
at LSACGEC and USAWC.

b. Remeving wherevar possible étatiﬂuical competition of fixed
quotas within organizations (botd and fund drive competitlons, OUS/
USHA applicant quotas); and reanfting VYherever praciicable to the
"pass-fall" system of Formal rating without numerical gecores for
organizational inapectioné ar Ltests. (EMMI—TPInhﬁl—DRI ratings, eke.}
(EF5)

<. Elltinating Junior Officer Counclls except for those groups
of afficers who are in student or pseentially transient atatus., (RFS)

3. Dutline stardards for counseling of subotdinates by means such as !

a. Providing instruction on counseling subordipates {deflued in the
broad sense of providing sid and guldance across che whole range of
professicualism threwgh peresnal communicarion af idess and atticudes)

at the Advanced Courses and the USACGSC. (MF5)
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b. Publishing & suicdble text, possibly in Department of the Army

Famphlat format, cutlining the need and explaining the methods for

counseling subordinates and permitiing them to participate in the
dialogua. {&FS)

4. Provide concinuing motivation for khe competent and facilirtare

elimingtion of the substandard serformers by means such =zs:
nl-

Providing to cutstanding colonels {perhaps 10 percent of those

retiring in any year group} ar ratirement, a promotivn to brigadier
general ("Topbstone Promotion™).

(Have a Department of che Army
selection board make the list of PIOLGEEES. )

{RFI}
bi

S1mplifying the administravive procedures for elimination of

officers fram the Service. (RFS)

N

Having promction beards also serve as gsreening boards for

il e

candidates for elimination from the Servicea, {RFS5)
4. Upgrading the academic chullenge at Advanced Courses and

"L'I:

eliminating from the Service those whe fail to mest reasonabie

et " T Lk g !

fcademic or tradicional ethical srsndards, {&L¥FS)

5. Enforce adharence to standards, with seulor officers satting
the example by means such am:

g. Taklng {mmediste disciplinary sction against officers wha
violate ethical standards.

Facilitate this by simpiifving judicial

procedures as appropriate. (RFI)

hl

Providing esch officer upon romm!seioning with a hard -bound

copy of a Bpocial text which will include The Armed Forces Qfficer,

tha Officer's Creed, & message from the Chier of Staff, and othar
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approprliate documents which ser enduring standards of professionallsm.
{kF1)

¢. TFstsblishing uniform standards twr those practlces which now
ara sublect to interpretation and vary batwWween units or posts, and
which are amenskle to sray-wide policies. {The recent halrcut atandard

: prescril- - nsptment of the Army ls one example of a stap in the

1‘151’1?. b \.tiﬂﬂt} (RFI]

d. Promulgating an Officer’s Creed which will serve to highlight

and summarize the ethical standards of the Officer's Corps. (Atrached
as Inclosuce 2.} (RFL)

. FProviding for attenﬁance at special short cources at hranch
schools ‘and the USAGGSC for gelectees to brigadier gemeral be enhance
thelr skillg relavant to communication with junior offlcers as well as
o epsare thelr currency om tochnical matters. (lhe example of these
brigadier general selectesss is especlally meatingful in determining the
value syetems of the professional climate.} {(RFa)

L ]
6. Fogue on the development of mesgurable expertise by means such 48!

a. Including acceptable comprletion of a written exanination on
common and branch materizl subiects as a wrerequisite to attendance at
the USACGSC or equivalent schools. (RFE)}

b. Including an additiomal commnlseloned grade--such as seaior
captain—-barween the present 0-1 pud O-4 grades, Modify the TOE arade
lavels so that this grade would be authorized for the commander of
compapny size units. (RF5)

c. Encouraglng initiative and learning by experience through
rublic recognition that hugan accivisies are not gusceptibla to complete

41
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statietical measyrement, that mistakes in trainlng are expecred, and
that--while perfactinn may be & long term goal--the cantept of "zero
defects" i not applicable te all aspecta of managemont. (RFS)

7. BRevise certain cFfficer agsignment priorities and peolicies, to

unclude pelicy regarding the duratlon and garentiglity of command rours

by means much as:

4. Agpigoing all lieurenant colonels and volonels co TuF < Ommard

poaitions by name From OPD after suitable OPD selection board action.,
{RFI}

b, Plaaing higher priorities for assignment of USACGSC and 580

ETaduates to service schoola, tralning centers, and BOTC scsffs; and

gpreading the concentration of talent now in Headquarters, Department

of the Armv out to the Fleld. (RFI)

¢, Requiring commanders to gubmit a letter of explanation—-after
tue Fact~-whenever a commander is removed prigr to hiwm completing
the preseribed minimum tour, (411 command arsignments will be made
by OPL.} (RFI)

d. Making stabiiiry in command peaitione at batralion and brigade

level first among assignment and milltary educaticn priorirdes. (OPD

wlll not remssign batralion or brigade commanders before complating a

prescribed minimum tour unless relieved for cauase by the local com

wsrder, CUontinulty in command will take precedence over actendance at

any military scheol for which the officer is stlected, His schooling

will be deferred without prejndice.)  (RFI)
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e. Removing from the optimum carsar patterns for combat arms
of ficers the requirement that to advance rapidly in grade they must
c;nmnnd both at battalion and brigade level a& well as serva on high
level staffs. (This permits iongsr commsnd tours, while still glving
equal advancement oppoar tunity to cfflcers spacistizing 1in sther arcas
of vital importance not sazociated with tacticsl operations or high
leval staff.} {RFI)

¢. Reduciapg to & minimun, oF el.ic:nating entirely for all grades
below 0-6, the “noninating" of officers for asgignmentr and the
homoring of “by name' requests. {RFS)

8, HRevising the officer avaluation system by mesans sugh as:

a. Including as & aupplamentary Llnput to officer efficlency files
the results of peer ratings. These ratings would be compiled from
peripdic aplicitations by mail from Headquarters, Department of the
Army of comments from galectad officers (none of whom would ba serving
in the sane crganization at the time of selicitation) on those can-
cemporaries with whom they have served 1o past assignments. Integrate
the peer evaluations with the ratings of the rater and indorser. (ITB)

b, HReassesalng as a makter af continuing priority all facats-—
including basic assumptions—af the systen of efficer evaluation,
jnciuding: the role of the efficlency report in making assignments;
the pogaible role of the indorsing officer as an evaluator of tha
ratiog officer as well as an evaluator of the rated offlcer; the
weight and nature of the indorsing efficer's comments and gntries when

hie duties obvioualy preclode intimate knowledge of the raved cificer}
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and the possibiliry of dealgning differment efficioncy repert forms far
Jifferent officer grade level groupings (such as one rather vconcisa
forn for O-1 through 0-3, another form For O-4 and 0-5, ene for 0-6,
and one for general offlcers). (RFS)

9., FRavise tha concept of offiver career patterns by means such as:

See other ltems.

10. Revise promotion pelicles by medans guch o8

a. Ellwinating or modifying the '"secondary zone" promotion so that
the opportunity for acvceleratad promotion of cervaln mfficers is reralped
but the "5 parcent’ aspect 1s omitted by extending the "primary zone,"
reducing the -ate of selestion, and owitting the "sscondary zone, (Pro-
viaipns will rmmain for retaining on activa duty in grade thosa ufflcars
who are compatent but who are not Buited for further prometiom.) {RF1)

b. HReturning tha authority for promoticn to captain to Weadquartzrs,
Department of the Army: and phasing back to the pra-Vietnam tima in grade
requirement fFor promgtlon to captaln. {RFI)

c. Epacting and announcing a policy that gselaction boards for
brigadier general will send partial 1isty of a group cf f£inal candidates

for selection to students at USACCSG and USAWC for comments. The total

115t would be 3 or & rimes the ailze of the suthorized number of selectees.

Rach student would--atnorymously and holding his llsc in confidentca——mark
one of five possible responses heside each nama: "*1 do not know thls
colonel wall enough tc give my opimicn, or 1 do not want Lo @xpIeas my
opinion; I know this eoclonel and he would make a aupetb general offi-

cer; I know this colonel and 1 would concut in hils selection for general

b




officer; 1 know this colonel, and @ wouldn't have much confldencd in
him as a ganeral officer; [ know this colonel and he should mever be
prromoted to general officer." These results would be compiled and
raturtned to the presldent of the meleéction board for auch use s ho
nean Fie. (ITB)

d. Epsuring that promebion boards receive conprehensive instruc—
tiona which are compatible with announced policies of career pattern
and assignment pricrities, and which do not in effecr validate "tlcket

putching' as the unlque route to rapid promotion. (RFS}
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AECOMMENDATION

ORJIECTIVE OF THE AECCOMMENDATION

RATIONALE {STUDY BASI FOR THE AECOH
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The pobsible cheating 4n ben-
wice schoods nepoaded by aome
afficern, amd toudly condemmed
gﬂ fhew, s clpaely altied Lo

¢ pazblom of senions’ dis-
negoading bed naws
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EhEoroe adherance to prandards, With |rn igprova the cthicsl mmd prufasstuﬂa‘l Falluge of afficecs 1In tha gradd

aenipr officers SALtIng the azample

ajeloet officara who viglaie sthical
atandards, Facilitats thig by
pimpilfyicg judicial procedutes A
approptiake. (RFE}

Feovidlng each offlesr upon comnie=
wioning with a hard-baund copy of @
gpeclal - aut wirlch will Leclude The
Armed Forcus Offiamr, the Gfficer's
Crewud, a Tessage from the Ghief of
SkafE, and other approtristre docurenté

fenpicnalism. {RFI)

karablishing uniform skandards far
rhoye practices which noW aTe pubject
te interpratatlon and Yary b Ewean
wnita or pescs, and whizh are amennble
po Armp=wide policies. {The recent
heireus ekandard pr-:s-:ribud by Depart=
pent of the Arey ie ome wxanple af &
step i the right dirsetion.) (REI}

Promulgating &t ffELicer's Creed which

—_—

wlll serve to Mighlight and eunmatile

provide a persona
parue Tepeatadly B & convenien
renee in individual study aa well a8
which set enduring standatde of proe— (fer lessom preparstiom.

climate of the Army.

Taking immediate dipelplinary getlon Mo necrow the g4p hetween Ldesl and

aid sbzwe to aet pereonally che
they in theocy suhaccibed wan W
key cause for dlsillusionment w
pE, the Argy'n profesdimmal cll

ctual stenderds by wnforclog publicly | prédicers of all geades, but par

trict adheesnce to accepred echical

Eandarda.

pfficars, percelve tolecance of
bebarior aw & bamic hypocTisy 1

¢ improwe the professionsl climata by | dlthough Duky=Hooet=Couneey 1o
rowlding more spaclfic guidelines for [ meny cfflcere felt that additic

complicats #nforeement.

aily conduet Chan mow exipti and to
1 taxtbouok which com
£ ref-

To preclude 44ffsrent unlts, poats,
and sraedning cctlvitiea frem havie |
to grapple with the pecblenm of atxed
atgndards that corfuss the trecps &7

To provide s earily understood
veFeranee by which pn offlcer pould

eaded, Sevaral remaried rhak
o moue apeclflc and definmitds

Thars WELE TADETIUS TERATKE th.
ptandeids w48 pruatly compli A
{ntarpretation of rhesw ceguln
.monel ppreacance which sheuld
ance. Dther, Bore Aubjuctive 3
mentionsd ap sultable taryets
ot lpced cTiteria: ovards and
of punistpent for intractlons,

Bame w9 % shove. Alwo apaili
letrer whlch digeetnd this 4T

CoOLPs «
(RFI}

the ethizal steodatda of the OEFicer's|be guided, nlong with other writteh

and umeritten sodea, in the perier-=
manck of bis duties and the eccept-

Froviding for attendance at epueial
ghorr crurdea ab brasch achosls and
the USAC0SC for select=es to brigadier
genaral to evhance their gkills cela-
yant to cxmynication with Juniar
pffices as well as [0 anfume their
currency on technd cal MACCETE. [Tha
cranple of thess brigadier genaral
selectesp 16 werecially meaningfol in
doterminipg the welue syaLems of the
professisnal climace.) ERF3)

gnce of his reepopaibilitied,

e the service schoole.

Te incresse fmolliardty with the

curpent subject matter st the .-
level and to aseist Dn mminea, oz
comaunication wlth junlet offfe=zcs

The problem of sendar officer
tha idess, ectitvdes, and dif
afficers surbaced repeatadly.
bath the rachoical and paycho
afFcved md ome sslution to tk
{garing ordera with which coa

—

experiiss by zeana duc mg3

Fecus cm the development of mapeurable

Incleding acceptanie completion ef o
written examination oo common and
branch gareriml gubjecte A8 & pre—
vequisite to attendmce ab thea

LEACGSE or equivalens mchools. {RFS})

arter.

o dafipe vequired knewledge and o

tipulate espenrisl lemzning.

l

To improve both teclaloal perbormance [Tha quantitative snalyala jn
and ethical betayior by developing
akills snd concepbratlod on qubjecc

cefive o wlightly EIuster Var
aitual gtandeeds in "ziliten
vachical hehmvizr.”  Furzher
i teprelgtionuhip pelseen th

Caem ag & abave,

-
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COMMENTS ON
IMFLEMENTATION AND FEEDBACK

REMARKS

Nothing s more aaltieal iz
the suceess ful implemendmtion
of coandolive masARS,

Officens af apruicd sohaoks
showfd be itsued & GOpy i
the pipebine 44 filled,

There &4 o [4ne £éne hene Be-
iveen ating corvendend
standands and uinhping foead
initintive. The .m‘t.ﬂﬁ the

i that communicadicad, (d
movemenl af perscrned, HE
Zapnds Lowend zﬁa.mm: Hhan -
enuehings thap the fumion lead-
oA,

No wnitden cheed fan siamd e
out suppond in phostied.

Conments of the sefealeqs dpiet
“ﬁmmn %m :«f

poiefd beodmi L e dgde
hasz o fuiuae a-tug.('.u of this
Lype.

angument §on this neamwendnlion

Junica offioead. in the disnyss-
ioks nd puebiiownsiee Adspanie
indioated thedd plreng witis
on this poind,

Thzﬁ_{zﬂﬂg E‘““‘;:M the
offioen who Lb i
EEWL“PH ;:M :W ﬁi:
recelue A48 padafmind

F -1 uhﬁﬁﬂ pbviaualy

Lying about the AL aate.

Texts have betn Letusd io mes
officets faom Lime io Lime An
the pasf. e of the docimentd
in sehvice dchbols should
mintain intenest in keeping
the fext handy.

The Chged ceuld become part of
AIVHILE B ADRING CRARMPHLLS ; and
by Lesesbion in teild, spegches
and pre-commies.ion wtain-
afion i eoutd eaten iebe Lhe
traditionad reafm euventualiy

Sgminzh gAoups ot WSANC sdnong-
2y waged thid necomm o,
secing double et --the
Junioh ogfieers at the schaots
abip benegiting.

BATION I RATIONALE {STUDY BAKIS} FOR THE RECOMMENDATION
- .
b.nim-l Jaflure of officers in the grade of lisutenant solomel
- and shove to wet personally the mtdndardd o which
F' chey ir Chesry subeczibed wes widely pereeived a8 a
. key caume for diwillusicnmenc with, and degradsrion
- af, the avay's profewslonal ciimate.
[ o118
LLely | prgdearw of a1l gradam, buk perticulatly Ehe Juniar
Led] offleera, percelvt tolerance of athienl/mornl mie-
k: behavior as n basic hypocrisy in the snyivonment.
kr by | Althovgh Duty-Honor-Cauntry 1a the wecepted misnderd,
ey for [ozny oificers Fell rhat mdditional guidance Was
d Lo pgeded, Sewwral remarked chat chey had sepiched
oh can | Por wove apeelfic and definitiva dlpcuasions.
£ ref-
11 2
FIATH There wers Oumerous Penarkd that ene enforcemant of
paving prandards was giiatly conplicwted by policiea of local
¥ mixed |interpretmcicd o/ those cepulations of dress and pet-
opE of | Bonal AppedTAnCE which whould have Azmy-vide mccepi-
ance. Other, meTe sabrjective grandards, ware also
mentioned as auitaole tocgaks for narzowing the varid.y
of lockl criterimt awards wnd deceratioong, sewerity
of puninhment for infractlons, ekc.
same md 5o mbove, Aleo specifically requeated in the
could lerter which Jirected this ikudy.
The probles of sanior of Elcerp being out of teuch wlth
& vmir the Ldeas, pbtitodes, amd A4 fFiculeins of junlor
o officers surfaced pepeatadiy. Grealer marcniis af
Lcars borh the techeleal wod paychelogical tealitien wis
affered as one 9clutisa ko the problem af moniors
{equing ordera vich which compliapce wen impoanible,
Tho quantifabive pialysis indicated thar cEflcard par=
caive a Blightly gramcer varlance betvans idesl and
actial mtpedardd lo "ailitary coapetence'’ thad in
nathical Sehaviot." Turthew mnalysis showsd & cloas
intarralatianehip betwean the two.
snd bo

ame an b ubotres

A wadtten examdnation should be
prapatid duidable doa tocal o
mindiomation sevendl Limis a

year, Officers sttectad foa oh
in the gaade of majoa woubd be
eligible Lo faRe The teat, The
subjent mazien gox each branch
wowts e wid distributed, as

"

Tahing the tz4d would by
voluntany but 4 peading gandi
woudd be eerssdny ﬁu selec-
tign jon COSC bckoels,

the anlisfad toata ans HoW.
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gh |Inciuding an additlonal eomaionlonad

geade—auch ns ganler captali--tetwaen Ta puaralt gredier exparisnca and The complexitizs and reaponeibilieien at the oo
thy praawnt -3 and {-i gradas, Modi- cotpetance at the company lewal level heye {ncressad while the superisnce lavel
fy che T0E grads luvals #a that thig without precinding frequent oppot- uf wompany officers have decressad, Job mkille
grade would ba auchorized for the rom= tunity for prometian duzing sarly conpany level ace mbcedsary Lo nALIY that wibil
parder of conpany szt unite. (RFE) yoars #f sarviza. poandards are pupported by pachoical conperancs

" Encoursglog inleincive and 1sazning

by expetience throogh public TATOgRi- o reduce the prameuré to cbtain | The striving for ipeadlate parfecticn and a pa

pazfaction in all measurable active record ware viewed an atifiing loftiacive, ool
tlon chat human watlvities ate "ul tties mmd tharsby Pacilicate leamm- leyalty primarily upward, mnd diaccuraging tha
susceptivle to cotplete peatiatien ing and horent repozting. paaaing G bad nawe. A o o€ the raie of
maspureuant, that oletaies T tratning peariptical ipdicaters sec the atage for goor
ezn aspected, and that--while pertecs penfor-aubordinaty relatione md put amphasis
tlot oay be & long tei® goml==tha e iuptund of content

coneept of "sazo deafuctn" 1s nat -
applicabla to all mépects of manage-

L.

T Ravies ceztain sffleer. asmignment To izprove atsbiliky in anplpnoents; Fapld rotation of ofticats i a prizary causc
priocities apd policien, te include snaist in the developoant of axperkise] both sthical mishahavicr emd technicwml dncompe
nellcy cegarding thw durmrisn and apply officer talent whers 1t i moat | {Sea FIguTs I1I-1, p 22.} Yheva waa 8 comhensd
apsaptislity of command taours by Gemna nasded| and improve 1ntaTpeZEOnEL anobg offlcars quarled that move caletit rhogld
dush _as? ralattonsbips by Teduning turbylence, | masigued ko the £leld. particularly to the ini

sntry pointe wnd atandard-setiing poace such
T \ 4 rraining centeesd, BOTC, and servica nchooll.
8 |ssaigning ell lisuiananc e oneld W To anmuzs stability in copmand dutlea rotarion of cormmde .

nnltful- to TUB comoand poelslans by ab battalion and brigade levelf plaie Hc:E:i c-ft::n: aufEl:ht m':ﬂaﬁt.: :h:'ﬁ.ﬁf
name from GPD afber suitsbls oL geisceed officary in command positions| o4 the problem atems from the nesd to complabs
._ |pulearion board actian. (RFI} and velieve the fiald eommander from oommand Tour, ot "get that ticket punchad.”
: taving to oake theds aelantione.

l 7b  |Pilacing higher priczities for meelgi— lg, plice &4 EUOATAL nuaber of auestand=1 Hapy ofllcace izdicated that the ¢lustaring o
. ant of USACCAC and E50 gradustes ©0 - (ing officers in positicmy whave they taiant i Wasbipgter: was depriving the Tiphd |

§arviea achoole, ereining cbatatd, wnd | pat standards for tanlur officers, | emmeneisl Teadership aud 4t tha same tlne wae
B4TC gkabfs; sod mprapding the soncdns 1acleting futurs renior officers fzom tha Tad

eracien af tqlent now in Headguarcerd, of Ehw tizes. Jmler officer vatenticn seems
, epsrtoent of the Apmy sut to the closely relsted to rhe quallty of Fleld grady
: fiald. (WPIY offlcuzs sasigoed to traindog cenbarda, ete.
i
] .
E T1¢  |pequiring commandars to aubmitw fo raduce any Mbitcary celief of Yiensurns that glvs st least peychelegical
: lettar of “ﬂlﬂtm“'““f tha comrandhye while ptill retaimicy the spacurity to comuandets shauld relisve acma of
i: fact-—vhanaar & coomandsr e 'ﬂﬁrd lpcal pravogative of reupving frm the pressurs fer daliy pecfectiot which nims
5_ prict to his completing the proect bad |, omand thoss pEffcers who sze GoE gervades §o mapy organikations and fa the sou
- minimgm tour. (ALl comoeod saaign- pre lorming petisfuctorily- oF sohe dishoneit raporting and ynyealiatic
; ta will ba mads by OPD.} (RFI] dgeands on ubordinates.
id Heking weabllity in command poditiond  lep ppogvide mexions ztabilicy in Stpiilicy in crogand AsEignaence oeand hokh
ut battalion and brigade lmvel £ixAt | compmund ameignoenbe. techoienl soupatence ss well an lmproved
among wenigrownt and milicsry sducation) geniopr-iubardioats relarions.

pricritien. (0P w11) not ressslpn
partalicn or brigeds conmazders bafare
complating & praseribad miniwam Cour
unlase raliwvad for cause by tha loenl
comsandsr. Coatimulty da cosang Will
taka pracedsncs oVar ateandince At woy
ailitsey scheol for which Che officet
1s awlscted, Hia mchoolird will b
dnfartad withouwt prejudice.) {RrL}
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complexitien and reatonsibilizies at Ehe company Time in grade fox captoit and I This snade Ehaﬂit soufd be

wal haua incregmel whll: the azperience Tewals

A . e f o d L d wi )
f caovpany wiEicers have decraannld, Job 1iilla at .‘ﬂi:,rcﬁﬁ -E:_,&:mﬁa ;ﬁtmieadﬁmi:m th:u.t a4
any Jevel are QBCEABAEY T enAulE thae ethical gagde. Remink Eﬂ.ptﬂ.::;.l'l might b2 paid

tandards aTe suzported By cechulcal competencd. {4 the 0-1 seats,if needed, io
' initigre the proghom.

. Thia i3 4n anduatily o subtfz

striving for hmoediate parfection and a pLrfect . \ s sy fes . ,

copd wars Sleved ms sbifling inielstive, focwsing chinge which naquites bafr 4 fiafioens did rot queation the

fovally prinarily upwavd, and dimgouraging Eha """‘%ﬁmm" of ".’t'r":”t“'i“" and o 'E“’“F fea Em “’m"{.‘cﬂ
masing of bad owve. Ferversion nt rhe coie of ARLLELEN of statitdical _’!.Epﬂ'tt' inddoakous; .'{‘t oy e wisuie
tatisticel Lndice oo seb the atmge Eor ponr g agquirements grom higher af fhe sfatisiics that prampted
panior-pubordinate valgciens and put sophmsls oo headquinlens - e ompaloints that were neanky
Pere ioatend of camrat. . univéraat.

pid toratisn of officers le s primary cavan of
oty athical nisbsharlor and techaloal incotpatetice.
(Sn# Flgure LTI-1, p 22.) Thers was A ConNEns e
wmong of Eleara qoarimd that oore telept should be
cageigned to the [ield, partlcularly co the initinl
aptry pointa and gtandard-gatting poALE BUch e
- graining cepbera, ROTC, amd mervlce goehoslu.

Rupid rotatinn of conmeders was GeeD 48 2 primizy This aetion afie hequired d Dng. dasumption rettinent Lo
causs of meny of the variavcea from tie idaal. Part Ehmi:d“! fne. axsunpiion ﬂm{d :-g‘“ Mmanﬂdﬂ.ﬂﬂ is that
07 tha problun yiess from the need to complate u Joommang Lo neceasaty far haps 0 command &efertion bodnds

pnomolion. (See Ltem Ce an pent | have greaten compedeace i
page. ) Within cenfain tatitude, | sedecting commndens than de
2o gocoemidats fo pertonal predr | Andiuiduals dn Lhe diekd whoe

| comkand tewe, of towt that tieket punzhed,”

¥aioy officers indicared that the cluatecing of tup eaeAres af senign field ao - |may have incompleie Lnjommalion
tﬂ:n: in Nashington wes depriving the field of gns, DA makes all The adedgmminidon which o base thase key
pymintial lesdesship and ab the same Eisc il actiond.

1aplsting fulure senier officers [rom the resllbies . , . . L
" uf che I‘.Em:l-- Juntoy nEFLcAt TRLBUELD #.ema Co ba This aeticn cam only be imple- Fg,:ﬁmqnm of dities in the
| cloably Talated to the juality of Fiald yrade memted suctess fubly 4§ PA sebec- fiefd sals ﬁmmm fon the

" officats aselpned to training centers, etc. tior bpasds do wof dn faot juniar officens and indirectly

¥ eptland Wed W dotice g the |seta the projessional Lone od
3 ) erpRnsd & f duties. a Pange pand cf the At

Hamgures that glvo ai least pawechological
gacurity ko ceomqadezs should relisva wcme of

the pramsuis for d3)ly pekfention which aow 14 an offleen Ld aengvad grom
parrader 1o muny arganimacices end 1a the Acurce rovmng. His repfocement vould
ol aee dishonast Teparting and unvealistie be desdgrated by OFT.

dezanids of mvberdinntbes.

geabiliby 1n couzand aefLanoents wears both Smhthxy dn command asslpaments
pachnlepl compeience sa sell s Leproved urao means o aedicdion dn the
'| .sanioe=subordlnate relaticre. autbeh of ammane posdflons

availahbe oven the giows. The
imptementation of 3 (s action
reguines theaefpie ar GoemmiElig
fng change in fhe caaccs pafdaih
roneapd of L9 caneuiality of
comtand foa combal s ciploers

Figure ¥-1 (Continued)
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ot wemueiated with tactizsl operatico
ar high levsl ataff.} (RFI)

f 1:‘:‘::"{1 ::r- ?:ﬂ"md;.“;nﬂ‘;’“;‘:’zﬂﬁ‘ To permit OED to-apply 2fflcar talent DEflcers sppaar prerccupled with tha “ne
Erirely all gra r B ir rhe most affective memier im sedev amsignment, ard Mgecting erposute. " Witl

Y - .
‘ K. " pECORIMENDATION OeJEGTIVE OF THE RECOIMMENDATION | RATIOMALE (ETUD’Y BASIS) FOR THE RECU
' T P -

3 To |mimving ton te cotemn hfaer | e e deeopent of x| Tt somtnd Sl LT
3 Phe cequiranent ¢har o advance tlam; pummic longer command tooTE tar| =nd net \:ﬂl greunded in appiluabls mavug

E papidly in gowde they ouec coobdid shewe aniscted to and deatious OF techrieal, ar cperationsl Liecedure’ wone
' both mf haicalios mad brigads level commandingt petrit concenteatlen of | 4shjuct of comunta from officars of all .
! ap well an wervd o high laval scalis. top taient on othex tham coenund and Eomllnd“h viewyd wore eften a8 8 deciun
. {Thim peTmite longer mommand tours high lavel araff aseignments; and Lo ricket {with marinfyinyg rceents Lokuta
f wnile atill giviog equal wdvancemenr | 2etive from an averal’ pattern of gmeng [rustrating sud unrelenting peesaus
. oppeTtunity ta officers specializing praacer spnigient SLEIlicy the ar B pppozuIliy to deaomatrate leadeesh
L in other sreas of vital importiace tmprovnd intarperaonsl relitiousitps | rafurblsh kille.

A which ghoutd mectue.
“yapdneting™ of officars for awedgn- vo meek the nesrs of the scrvlcd % comtaxt of being ad respongive an poielb

E pant #nd the honoring ef "bF pase well mp devalop future aenfor afficerd. an officer’s prefersnce fav tvpe 1:|¥ ani

requentd. (R¥A) &PD should meke 0ll Yur the extromely ai
ama;yoments on the basia of record snd |

Aot by "reme.”

—

- mnﬁl the of ficar avaluaticm Yo rafine tha ohiactives snd methods The oEficer evaluation eystem was the B
ayaC#n_Dby Eans auch ea: af the smatem &f evaluacing of [icers. | moTe apecific cammants Ehest sny nthot LK

during the period of this atudy eifort.

Eﬂ Including 4w & supplementary inngk Eo

To sheain a moTe wocurwke eypluation
“fi“tt;[fic“%y‘iii“iw: :Tﬂt; ofl # the tetdl 9fficer than is darived 0iflcaps poted that Jupericre got only =
pakr Tatloge. L1 ating W u from rativgs by superlors alome and | of the plekure, and thel < man's athical

. 1 1
¥ cn*ﬁigi-d f;&:dphfi:ﬂiﬂ i-:iin-il'-ltiliﬂﬂf'bll" to Fapus sghe attertien on tha need is move often chm to Lim subaviimates
f" on Hakdquartera, Jepircmert o ro congider [o sowe degtee the sethody thaw te his geviora.
3 the Army of commenta from pelwched 4n officer uses to scecmplish his
. officeza (nome of whor would ha BAIVIRE yqgeicmm

in the ssoe organiFatlon eb the tima of
polizitation) on thowa cauteppoTacyed
3 with whop they have seryed in past

: samigmenmba. Iovegoate Fhe peer k-
wnkione with tha rakings of ths rater
and ipndatesr. (ITE}

Reananssing as & maccer of conklnuin .

8 prinrity :§1 tacata—tncluding hnlct Same ap 8 above Seme an 4 abave.
agqunpticis-=oi the syatea of officer
evaluntipn, ipcludieg: the rele of the
afficiansy veport in maklag aanipn- The afficiency Tepert aystom dTives mam
[pante: che peasible role af tha the Foraulatim of the protessimmal clie
indoveing sfficer a4 an evalvabor =f
the rating cfficer am well s an Evdl=
pitor ofF che ratad ofiicer; the velght
and nature of the indorsing officer's
commapte #d enerles whan him dutian
shvioysly preclude intimatm komwladys
of the tated officer) #nd the posai-
kilicy of dacigning diffwcant
larricienny papert forma for diffacent
grade level gyoupinge (much &8 oou
rwthar coneime form for O-1 thiough
=%, wnother form foz O-4 and 0-0, one
fgr 0=&, and onk for genaral of flcers.}
(BFS)

—
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. i
TranniLory commandeTd feerful of paking an EITOT : H
mr and nob well grounded in applicabla winAzemenk , Eniﬁ;xu?tﬁ:ﬁ;ﬁﬁ#wg
i rechnical, ©T opmrational procedurel vet. "the 0§ the e fes 427l Hhig eapt-
A | subject of cosmanta Frow afficers of ali pradus. . Bilities of Ahe hamy o fficer
and | {oamand ig viewed oIS ofcen an 4 nACRBERTY : sehaoting sysden and Ifm waed
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Ravise the gw:ngt__nl pfflocuT carwer
paktproal by Mmeand auch @i

Ger other ftemg.
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Bevise promotign peiicius by mamns
ALeh a8 !

for acceteratad prometion of cartein
otfdemre 1is ewtalned but the "5 per=
cant"aapact 8 emibtted By extending
the "prinary zone," raducing the Teee
of sainction, snd soltcing the

Vg grondary zone." - (Feovimions will
ranain Por retaining on mztive duty
in grade ttowe oificera who arm
competent but who sre oot mulred fov
further preoction.] (EFL)

Eaturnlng the authority fat promstlon
to captain ko Hemdquarters, Dapartnent
ot che frmy; 4nd phesing bechk te Ehe
pra-Vistcan time i grade vequirement
for promotien ra cepralo. (BFI}

Tractitg and sunsuoeing & policy that
gelucrion hoards for brigadisr ganaral
will send partial liscs of a group of
fipal candidatee for welaction to
atudents ak USACGEE and USAWC for
comments. The total llat would be 3
or & times the gize of Lhe authorlzed
nawker of zelactess. tach sradant

bl¢ raaponsas heaide each namgl
fob know thls colenel well smough Lo
give oy opinloen, or I do not wamt CO
exprass wy opinim;
and ha would nake & wuperb genatal
efEicer; I knma this ¢plooel and L
wauld toncut in his selection for
genern] oifigeri I know ehis colopel,

hiw as m geneval offiger; I koow tlie

ta general afficer.” Thaee reaulte
would be cempiled mnd returhed o Lhe
preeldent af the snlaction board for
such use ax he seay PiE. [1TH)

Eliginating or medifylng the "pecomdary]
gone™ promacion s that che oppor runi Ly

would--anonymously and holdisg his liat

in cenfidence--oarTk one uf flve possd-
" dc

I know this colonel

and I wouldo't heve much confldenca inm

colanel pnd he should naver he promoted

T¢ engurs that the promeclen ayatem
is gearrd to the needs of tha service
and that counterpreductive alde
effecen are minimized.

Ts ratain the concept of rapdd
advancement of cutsbanding afficara
whils reduciog to sote degrea the
{nterma driva Eor a "“pmrfect record.”

To sbandardize cricaria for promotion
and o mllow officece to waTva longer
an lisutenants ac they can hettar
learn their jeha.

Ty improve the selection procads for
brigadier genszal by meking svailabls
to the provstlon board the Tesults of
the ammmssment of prime candidates by
puctagaful field grade officeras.

Promerlon policims, or offigers’ underst
promation policies, are che basis Igf &
individual xcd dnstitucionmlized activif
Uigekat punching syndross derives prim
what officers percalve to be the raguir
rapld mdvancenwnt in grade.

Most officers queried belisve that the |
officere ahould vaceive recogniclen 1n
of ralarively fast promotien. Howevar,
ant "eacendary rone'’ format eppeack €0
competition For "tickat puaching™ wod B
mong the top quality nEflenra who waul

i aventuslly through o less {nsamCaTLeous

AroCceEsy .

Tha 1ieputeents aad captaine chems#lvan
principal wmvocates of Ehis recobrhanda

paears wnd subordinates aee citen
of the motivacions and chareskac
partieularly wheo thely comenta
Thers weks Frequent overLomdn af sonce
officars in the sample chat sokd of th
puloun "tickat punchera” were advencin
rapidly than the mnté desarving and ju
ompetent "salid eiti zoma "'

patoH
af th
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ar oEficezn’ undurstanding of
promotion policine, aTE ghe bapis For 4 variaty af
individoal snd tratiputionalized ackivitina, The
negohet punching' syndrooe decives primarily frem
whet cfficara pecchlve t2 he cha pequiramente for
zapid advancsrant in goede.

Fromotion pelician,

Moat officars queried balieva thme the batbar

of Flcars mhould rocalve racognition in the foem

=f ralacively Tast aroakbicn. Howsvar, Ehi prdd-

ant Eweondacy rope” format appears to fosrdr
compatibian for "rleket punching” and peeferarion
ameng Che bop quellty ofFLoare who would acecge
prentunlly threoegh a-less inakantaprous and traumakic

praceal.

The 1leutssankts md captaing themealyes wATH the
principnal nlvacites of thin recomwendnrlon-

paery and suboodinabes are oftan parceptive ludges
of the mDobivacions aid charagtar of cheik ganisra,
paceiculatrly when thely CoRmETLe abe conmalldaked.
There were fregmot conrtonen of conuerh GWORE the
afficare in the radple that sgme of tha unmCTo
slous “richat punchare’ werd pdvancing moTs
rapldly than the moTe dosevving amd just &%
coppatent “enild eitizens.”

£OMMENTS DN
IMPLEMENTATION AND FEEOBAGK REMARKE
some of Che anticipeted fomg- Bdddieens who had Apcedved
Feam gaisk, tuch od fakiig secondany promaliond agpeared
bomk ah the unhabthy adge off | o be os isenchanted with She
competation, would be difE- method a8 those whe had nol
foubd £ apddhd. been & An o "aeooedary
zone."
grodents would hactive Liste 11t 44 achapelraged Lhat o E:u
af nanes - on partial Liadindd ayetam oA a aating by
fa mntm :.ént:nmz r.tna;}::;zd iubs W:‘* ﬁ*.m"a,m:-t-vt
b g fhe proced 4= of Mpo Ay conleat, 't How-
and woutd Aetutn thedr Aemanba e.n.‘:u., it appeans that the po-

in wniidf.nu. Ingoamadion
dendue

avnitabée 2¢ anyoxe but the
predidant of Lhe bonad.

tharz jrom woudd wed be

e s

whatEvia © cemhion Lo aub-

phdinates might be EI.MML'M
zeping the

by dhis approach.
.lif.»{'.ﬂgi thin sfudent bodled

i ceadgaed to admgue any

dmpast faom chaink of commdad,

Figure ¥-1 (Continued)
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Rusuring that promotich boards tecaive
comptansnuive inktructione which wrd
compatible ~“ith sowwunsed policies of
carest PAtE4rd and sswignasnt prloki-
tiam, and which do nat in affack
validaty "ticket punching” us the
unigwn rauks Lo rapld proseticn.

{EF)

To ammats cha: che actuml rewerd
svitem, of which promation fan

sajot alement, in coepatiblc wikth
tha 1desl standerds of the Army.

Wany officers believad that path af tha TeoEdR
for the varlancs betwsan idasl and ancusl
standards, pareiculerly in terma of athical
bahavist but algo in ceros of militery compebar
wae causud by che Azmy'e failure to kesp the
revnrds ayetas in line vith the leng—rerm
fdepl profeswional scanderds. Expartine and
inkwgrity ace pareuived sa baing frequantly
Lans isportent in che ayen of promoticn boarde
and Tating cFflceve rran cha sbilicy Eo produc
& flood of perfact acakistice.
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COMMENTSE ON
IMPLEMENMTATION AND FRSDBACK

REMARKSE

Many officers bullaved that parc uf tha Taamdan
for the varlance batwean idwal and setusl
stapdacds, parcicularly ia terwa of athicsl
bahavior but alea in cerms of ailitary coapeEsace,
wam caukdd By the Arey's Feilurs to kesp the
rawards ayatem in line wich the laig-tare
1dusl professienal atandavds. Experiisa nud
{nkagricy are parcaived wa being fraquently
Lass inportsnt in Uhe syss of proaccion boards
and raking oEfiesTe than the ability ta produce
s fiocd of parfact statiscics,

" The exeention of this ngtom-
mendetion supperta weny oLREd.

pparant &y
boaacds N #heir sedeetion of
aﬁﬂ;:m foa paomokion and
scnoobing, Board selection
dctions, nod thi anwounced
pirionnel policics, ane the
detemmingnds of indiwddial
goats i coazer developnend
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UNITED STATES ARMY
THE CHIFF OF STAFF

18 April 1970

SUBJECT: Analysis of Moral and Profeasional Climate in the Army

Commandant
United States Army War Colluge
tarlisle Barrvacks, Pernaylvania 17013

1. Seversl unfavorable events gocurzing within the Army duting the
pant few years have pesn a matter Of grave cancern to me. Thesa have
asrved to focus attentlion on the atate of discipline, integrlty,
morality, ethics, and professionalism in the Army.

2. By no meann do I believe that the Army ad an ingtitucion is 1o
g moral crlsis, However, thess incidente have emphasized the nead
for a thorough review of cartain areas and practices within the

Army, and an snaiysis may jndlcate that prompt, corrective actimma

are mMecessACy.

4. To ensure that an analysls of the moral and professicnal climaty
45 conducted with rthe utmost thoroughness and mature patepective, I
am assigning the task to you. Using welected members of your oWn
staff, faculty, and atudenta, 1 should like you to datermine 1f we
have problems in these ot related areas, and if so, how we wight

correct them.

4. In making your study, I ahould like particularly to have deve loped
an "Offlcers Code." If feasible, it would serve as a conclae, eosily
understood reference by which an officer would be gulided in his dally
performance of duty. 1t would alsc serve ke mske him aware of the
value and need for unques tlonad integrity, =g well as ke a gulde for
recognizing and contending with compromlising pressures. The "Dfficers
sode,” as I envision itr, would not be m subatitute For vegulatloms,
directives, or the Unpiform Code of Military Justice. Tts only purphge
would be to gulde officers in sxerclaing their autherity and perioth—

ing thelr duties.

5. The study is to be conducted basically by your people, as 1 hava
mentioned, but I shounld like it to incorporate the views of juniar as
well as senlor cfficers. To facilitate this, 1 suggeat you contact

Inclogurse 1
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SUBJECT: Analysis of Moral and Professionael Climate in the Army

the commandants cof the Command and General Staff College and the Ber-

vire echools at Benning, 5111, Koox, Bustls, and Hamilton and request

that thay convene a selected amall group of officers with varled expe-

rlence from the advanced couraes to mddress the central isaues affect-

tng discipline, profwssionalism, integrity, ethics, and morality in

the Atmy. The cpindions of the faculty wembers and students will pro- *
vide information from a wide crose sectlon of ranks and experiences,

I Lave informed the GG COMARGC and the Chief of Chaplaine of rhis study

and the fact thet you and your acaff will deal directiy with the com-

mandante of the six schocls.

I Vel U LR T

6. I should like the resulis by 1 July 1870, . . .

faf W. €. Westmoreland

fed W. €. WESTMOKELAND
General, Unlced States Army
chiaf of Steff
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AN OFFIGER'S CREED

1 will giwe to the <plfless performance of my dugy and my mission

ghe best that effert, thaught , «nrd dediecation can provide.

Te thiz end, 1 will not snly saek continoilly Eo improve Ry
koowledge and practive of my professien, but also [ willl crercise the
authority entrusted to me by the President and the o :gress with fair-
vnesy, juscice, patlience, and restralnt, regpesting the dipnity ond
human righta ol others and devoring myself &2 the welfare of those
placed under my command -

In justliying aud Eulfilling the trusk placed ln me, I will con-
duct my private 1ife as well as =¥ public service s0 88 to be EFree
both from lmpropriety and the appearance of impropriety, acting with
aandor and lntegrirty to sarn rhe wnguestloning Lrust of my fellow
soldiars—-juniotrs, seulovs, and amgorcimtes——and emplovivg my cznk and
posltion not (o BETVE myself but to sefve oY country and my unit.

By practicing phyaical and moral courage I will endeavor to
inaplre these gqualities in schers by my oxauple.

Tu all my actions 1 will put loyalry to the highest wmoral prineti-

ples and the United States of America above loysity te orpanis «rlons,

persong, and =y personal Llnterest.

Inclosure 2 55
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ANNEX A - METHCODOLOGY

RESEARCH DESIGH.

yISSIUN. The miz=lon agolgned Eor this study was Lo asdexns the

existing climate of professionalism in today's Army, ziving partigular

attantion tuw the prevalling arandards of professional competenct and

moralfethical behavior. In:luded also waa the requirement to putline

measures [rr the golution of any problewms which were Lldentified.

PROBLEM DEFINITLON. Ar extensive prablem definition effort con-

eluded *Lat the focus of the research effort should be upon the value

system of today's army nfflcer, "yalue system' belng defined as folluws:
stem i3 viewad as a relatively
permanent perceptual frapowork which shapes and
influences the general nature of an individual's
pehavior. VYelues are gimilar to attitudes bur are
more ingtalnad, permanent , and gtable o nature.
Likewlse, a value is sgen as being more general and
lezs tled ta any specific cblect than is the case
with meny attitudes. 1y4iue’ as used hote is

=1 ,ser to ideoclugy or philescphy than 1t is to
artitude. {Eogland, 1367 b, p. R4}

A4 personal vaioe §Y

Problem definlition further led to the conclusion that, in erder to

point to selutieons as wall as asgess value sY3Cems, the vesearch eifort

should be designed around five basle questions. These qucst Lons, and

amplifying comment, follow:

THE PROFESSINFAL STANDAEDS (R TLEAL TALUES WHICH
fEd SET FORTH FOR THE ARMY OFFICER? (Any profession
has & sat of standards or code which serves tu guide the declalons,
egcablish the roupabence lewely, and direct the pehavior of the memders
of the profession. These volues define what ghould be dane, how one

should ace, what one sheuld know, and se on. }

FIWST: WHAT ARE
TRADTTIONALLY RAVE B

A=l
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SLCOND:  WILAY AR TTH ACTUANL STANDARDG OF YALGES WHICH CHANAEL THE
GPFICERTs THOUGHU AND BHHAVIOR? (For a variety of reasamd, what shuuld
be done and what is done du aot always corrvespond. Une must ask 1f,
realistlcally, there i2 a cecond set of actual valuas differing frum

the rcradicieonal o 'LdHL.I.:I —

THIRD: oOF THE EXIST1NG DIFFERENCLES BETWERN IDEAL AND ACTUAL
STANDARDS, WHLCH ARE OF MAJOR IMPORTANCE? (Some differences between
ideal and actlal values may be relacively insignificant, reflecting
tolerable or temparary varlations. Other diffocrences, howewver, may
nave major [mplications for the Army, both today and in the furure.)

FOURTE: WHAT FACTORE, UOHDITIONS, SITUATIUNS ([BOTH INTERNAL AND
EXTERMALY UNDERLIE THE MATOR DIFFKHENCES AETWEYH IDEAL AND ACTUAL
STANDARDE] {(Many Eactors, linth internal and e¥.ernal to the Lrmy,
cause diffesences between ic:rl and actual standards. Some ¢f these
Eaciors impast wa only a {ew afficers, as indiv.duals; others, on che
Officer Corps as & whole. I is difficult to identify and categorize
these factors. Some are simulcaneously cause and effeer. Jchers ack
only in corbination. Mewartheless, these fachtors Tust be jdentified
and studied if one is to troubleshecr the “erandatds and values'
mspect of professionallism.)

FLETH: KY WHAT HREAMS CAN THE IDEAL AKD ACTUAL VALUERS OF THE
FFTICER CORES BE MADE MORE NEARLY IDENTICAL? (The Army, through
pulicy, procedure, and practice, has the capacity o iniluenca some
of the facters which underlie the variaare betwcen ideal and actual
valuss. Conmider, for example, the present system of rtewards and
punishments and the actlons or hehavier to which they are applled--
or, consider the congrulty and relative impor tance of individual and
organizaticnal goals.)

CONCERT 0F RESEARCH. The presasnt study was desigpned 48 an explora-

bory study, jra purpose being weither to tapr hypotheses ner [o 9ecove
as a "pllot" study for a more cunu&?t&d razearch effort, but Tather to
probe the fepth and breadeh of the five basic guestions dorived tvon
problem definicion. This copcapt recugnlzes the ever presant diffi-
culties in defining and studying the ak=tract concests associated With
the eubject of "walues.™ (La Plere, 1954)

Perspective varles greatly as 4 funcrlen of rank anl poaltion,

Where appropriate, therefore, the study looked at guestlons froo the

A-2
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various grade levels shown in the data base model (Fipure Ll=1), o
wvell a5 from the wiewpoints of the three prime positlon: iovalwved iy
the assesument of military man--zenior, aubordinate, and Prerar .

In terms of the conceptual medel for chie study {Figure IT-23, an
offlcer receives his value system From society and from his prufessicn.
Dutring the period of time avrmally preceding and Including the act aof
comissloning, the sspirving officer, through tie process of indeetripa-
tigp, réueiueé or L9 exposed to the ldeal values of the prafaszsion.
There then follows a much longer and indefinite period wheeedn, threugh
the functicning of & aystem of rewards and punlshmencs (formal-informal,
aextrinsic-intrinsic}, the tdeal walues zre, to a greater or lesser
extent, sustained. The present atudy fnguses on the sustainmenc of
values racher than on the means whereby the§ are inculcated.

Through succnsslyve levels aof the Army school gystem, afficers of
varying sources of commisgion amd then of differing branches of service
are Intermingled. Hissiung and atmpsphere are largely scademic. For
the most part, collective opiniong from the Army school gv¥stem do nat
represent the vested Interests of any particular fumctional group obher
than that represented by rhe school. Students, in the absence af
speciflec organlzatirnal responsibilities and allegiarnces, can speak
more freely rhan these 1o the Aroy mainstrear. With ehis fact ip
wind, the data for the present study were drawn largely from the Aty
achool aystem.

Qualitative data, expressed In ceonversation or io writing, provide

for vavied, unstructured, and perhaps original respenses of sent imeats

A-1




and ideas. On the other hand; by structuring rcapnnaéa and forcing

them to & common numerical base, quenticetive data dre produced which
make possible rhe comparison and manipulation of variables witlln

large amounts of information. The present atudy usad both guantitative
and qualitative data to take advantage of the positive faatures of eaﬁh*
e relationship between the tuwa LYpes of data was held relatively
constant. Cualitatlve assessments and guantltarive measurements wete

derived separately from each of the five basic —vestlona ¢f the gstudy,
pATA BASE SOURCES.

Data base for this study was provided by a survey of approﬁriate
literature, administration of a questionnaire, and 3 serles of inter-

viewa and group discussions.

LITERATURE SURVEY. 4s an inltial step, and throughout the duration

of this study, applicable reference material was collacted, rveviewed,
and excracted. This search, while not exhaustiva, was sufficient for
the purpos:s of tha study., The following toples are indicatlve of the
gegrch jaads used in this review of the literature: values, ethics,
merelity, code of behavior, code of ethirs, professionalism, profes-
cionai standards, attitudes, attieude change. Collectively, tlese
toplcy define the subject area serveved. References helieved to be
wost applicable are listed in the bibl{ograchy (Annex C).

A= noted lo the preface, thimp study of profeasionalism is inter-

disciplinary in natura., Academiz references wete drrwm largely from

A-)




the areas of soclal péychmlogy, soclology, and perseanel management.
Prime authors were Erech and Crutchfield, Carewright and Zander,
England, Jahods, Janowitz, Stouffer, Coates and Pellegrini, lLikerr,
and Durnetre.

The centrni academic reference employed was a recent graduate-level

thesis by Hajor James W. Tyler, A Study of the Personal Value Systems

of US Army Officers and a Comparisom with American Managers.

. Yiairts én the Office of the Chief of Rescarch and Developmant, the
fehavioral Science 3esearch Laboratory, and the Officer Personnel
Directoracte revealed no on-gelng or programmed resedarch in the aresa
of profassional value systemuy. At these sources, and In the QUCEFER

Inventory Beport of Studies with Personnel Implica! ns, LIETE wis Od

evidence that any studies designed to ''assess the . ate oi profes=
giopnalism” hﬁd héen made previcudly at Deparcment of the Army level.

The 0¢fire of Besearch, United States Military Academy has con-
ducted walue system rescarch. Thie rosoparch, howevar relates
primarily to basic cultural values rather than to the values of
military professionalism,

Two Army studies, although not specifically directed bto value
systems, Wwere found to be higlly relevant aml applicable to thes

present study., A& 1769 DCSPER study, The Officer Efficiency Reporting

System, outlined many of the shorteomings of the surrent cfblcer

appraisal system as well as possible moans of gilution.  The Frankiin

A-D
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buties provided a means whereby meny of the professlonal values uf

Junlor efficera could be at least inferred.

Purpose. A8

shown in the data base model of this study (Figure

II-1), the use uf 4 guestionnaire was one of the primary means for

collecting information considered essential. The wain purpose of the

questionnaire was to

provide a gquancltative asgessment wi the existing

climate of professionalism by furnishing numerical data which could be

displayed, compared,

Degign. The

and manipulated analytically.

gquestiounalre employed is attached at Appendix 1.

It was derived from the filve basic questions of this study and was

designed to cxplore the breadth and depth of copinion and ldeas

relating to these questlopns.

Parr I regquestad
variables which were
professional values,

Part Il provided

biovgraphical data, This part included eight

intuitively felt to have bearing on perceptlon of

a step—by-step approach to the measurement of the

differential or variance between idesl and actusl standards. Ltem 9

asked Fur a gruss ovverall eatimate of the difference. GSucceeding

questiona asked the respondent te discriminate or differentiate from

his gross overall estimate to moTe specific evaluatlons. This partic-

ular means of queBtianing, besed upon the "funnel sequence' cunuept

of professional interviewers (Kaln and Cannell, 1957}, was deslgned
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to lead loglcally to digctiminatory estimates of varlance wichiln each
of the many tasks or funetipns cComaon to the typical officer's job.
Part 111 extended tha peneral definitlon of walue sSYELEM inta TWo

coMmponents, profesalonal competeice and ethical behsvior, then reguired

the Tespondent to move from the more general ''grade level™ parspectiva
of ILtems in-13 o the speciflic genlor, peer, and subordinate levels of
his last duty asslgnment.

Part IV measured the behavioral correlates of variance belween
ideal aond actual standanis. The funcrional areas llsted dn ltems 20-54
were derived from the D4 Job ssgentials or task behavilors devaloped by
Flanagen iu his Yrepirloal Incident Method" study of the job behaviar of
officers (Dunnette, 19667, Flanagan's jub essentlals define the behav-
for or functions common to most afficer jobs. The funcrlions selecied
from his definitive 1listing Were thoge considered to be mosl guscentible
to the influence of an of ficer's valus system.

In addition to asking the degree of varisnce betweon ideal and
actual standards as they applled to each of the gelected functlens,
Part 1V alsc asked that the reapondent indlcate the degree to which
this variance was leportant to the Army. This “importance measure”
has been used previously in attirudinal research [England, 19R7 a;
Tyler, 1969} and performs the highly useful purpuose af distinguishing,
for example, between large differences of litrle signliicance and
differences which, althouwgh mederare, are of great lmuortauce.

Fart 1V further ptovided fut an opk lunal gigcriminatory vr=pansy
fo permicting the respondent o spocify & particular prade lovel LT b

A7

R o m— - - = - o e . — —
e N I S T e e it N a1 i,



felt that thé varlance for any function was significantly preater at
that level. It was balieved that 1f a2 gufficient onumber of respondents
{perhaps 25 percent) elected to specify & parvicular grade level [or
idegl-aetual wvarlance within a single funetion, thia would indicate
thar grade level wasz an lmportant facter in the percelved variance

for rhat function.

Part ¥ asked for a more aspecific, more tefined signlficance ar
importapnce megsure by requiring the vespondent to selact the 3 or &
Functions where he considered that varlance was tost ifmportant, and
then to fndicate cthe oae functlon where varlance would merit 2 maxioum
splution effert.

Part ¥V also probed into the questiens of cavse and sclution. A
qualitative, narratlve response mode was selected for this pertion of
the gueationnalre so as not to cestrict the raspondent's consideration
of possible alternatives.

Part ¥I, thre final portlion of the questisnnaire, permicted the
vespondent, at his optiom, to expand on any portion of the question=

nalre, ¢r to add any comment believed to be of value to the study.

Analyrical Plan., PFarts I-IV of the questlonnaire were designed

for computer-aasisted analysis which would produce the descriptive
dtatletics needed for gquantitative gesegsment of the ¢limate of pro-
fesgtonalisn. Accordingly, a pasle enalytical tas! was the computation
of the frequency, mean, standard deviation, and response choice per-
centage for each {tem in Pacts 1-1IV.

A-8
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In Part I, 1t wWad bellaved that & correlational analysis would
raveal relationahips exlatlng betwean bicgraphical variables and
yariables of grade level, chain of cunmand posicion, and behavioral
functlons, An overall matrix of correlation was projTansed aﬁ as- to
check for poseikle ralationships between &ny two measuras in Parts I-1V¥.

A multiple regzessiom analysls wes usad, teacing Ltems 20~54
against Item 3. By studying Ehe reeslting F vulued and multiple cor-
celation coefflcients, it would then be posAible to determine the
relat lonshlps between the behavioral fynctions and the perceived over-
all varlance between ideal and mctual srandards., This would detzrmine
the appropriatenass of using bebavigzal funcrlons as B MEANS of
studying wvariance between ideal and aotual valugs. Turther, through
the resulting regression coafficlents and T walues, 1t was hopad that
an assegament could be nada of the relative strength of each of the
tehavioral functlons in predicting the overall wvarianca as measured
by Item 9. While this cperaticn would not establish a rausal Telarion-—
ship, it could prove te be of conglderable dlagnostic value in

catablisning zolution priorities. This portion of the regresslon
analysis was planned also to augment the importance measured discussed
pteviously.

In an effort to reduce the 44 Functions listed in Part IV to
those whereln varlance Was considered most important €9 the Army, 8
varistion of the "jolnt podal frequency’ procadure smployed by
England {Tyler, 196%9) was planned. This technique, employing the
difference scales and the impertance scales of Parr 1V, weuld isolate

A9




thoae functions wherein varlation between ideal and actual standords
was conaldered cn be of cansiderable magnitude as well as of consid-
erible importance. {(Thie procedure ia jilnstrated schematically in
Figure 41 on the following page.}

4 final step in tha plan for quantitative analvsis of the ques-
tionnaire data called for a pimplae kally of the frequency with which
each of the behavicral functlons was liated as "most important,” as.
required by Part ¥. I was beliaved that these data, coupled with
the meafures of the ilmportance scales, the regresslom analysis, and
the jeint modal frequency analysis, wonld provide an decepieble snswer
co an otherwise highly subjective area; 1l.e., the basic quastion of
which varlancas are of greatest importance to the Army .

Part V of the questlonnaire also required & plan for qualitative
analysis to lsolate the cause and solution alternatives expressed in
the narrative responses. To accemplish thls purpose, it waz decided
to employ A rather common sontent analyels or theme anglysis procedure,
whereby a group of selected judges would Tirst review the narratives,
then agree on Tecurring themss, then finally record the frequency
with which these themes appeared throughout the eptire accumulation

of marrative romments.

Subjects., Frior 1O admintstraticn, the questionnaire was
preteated twice with representative subjecl Brovps. These LESLS
brought to light gseveral weaknesaes in design and wording which were
corrected through revisions inm content, spquence, and responsc mechanics.

4-10




IMFORTANCE
SCORE

ITEMS WHOSE MEAN VALUES
O BOTH SCALES ARE
CATEGORIZED AS "HIGR"
WILL AFPEAR IN THIS
CPLL. SUCH ITEMS ARE
THUS OPERATIONALLY DE-
FINED, FOR TH1S TEST,
AS MOST ZIGNIFICANT.

L]

NOTE: MEAN VALUES WERE CATEGORIZED AS "RIGH" OR “LOW"
ACCORDING TO WHETHEE THEY WERE ABOVE OR BELOW THE MID-
FOINT OF EACH SCALE.

FIGURE A=1. TEST OF MEAN VALUES TCO DETERMINE WHICH VARTATIONS
BETWEEN IDEAL AND ACTUAL ARE "MOST SIGNIFICANT."
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The final veralon of tho gquestionnalra was completed by approsl-
mately 420 officers. HNo actempt was made to select & stratifled
random sampla of the larger Officar Corps populativn. The size of
tha respondent group and 1cs characteristics were determined more by
the exploratory ressarch concept previcusly discussed than by the
need for experimental or statistlical controls.

The officar respundents, for the mest part, Were gtudents at
various Army schools, including the Artillery School, the Transporta=
tion School, the Infantry School, the Armor School, the Chaplains
Schaol, the Cowmsnd and General Staff College, and the Army War Collage.
The testing was mostly done in May 1970, and was conducted in & Danner
which sneurad the subjects' anonymiby.

Tha sapple was heavily welghted with higher ranking officers.
Ligutenant colonels and colonels collectively made up 49 percent of
the total. This would, of course, make the overall indexes unrepre—
sentative of the Army as & whole.

The sample is falrly well divided bebwenn JSMA, ROTC, end OCE
gradustes wheo considered in terns of source of comuission. The
percentage of USMA gradustes, 23 percent, ig cnusually high when

compared with USMA percentagas for the Offirer Corps as & whole.

The sample wWas well-educated. Of the total, %3 percent had theee
or more years of college, Balf {50 percent) alsc had more then 14|
montha of command experlence.

Detailed blographical data are at Appendix 1.

A-12
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INTERVIEWS AND GROUF DISCUSSIONS.

Purpuge. Early in the problem delinition phaze, it became
gvident that written responses to a questiocnnaive, irrespective of
both quantltative snd quallirative expression, would alone be insuffl-
clent for the purposes of che present study. Values and walue gyatems
defy verbalization, not only becauac they vepresent ideological feslings,
but because they are general and not linked to specific chjects. For
example, it is exceedingly difficult to translate accurately a value
such as "Duty" ints operative guidelines {or behavier. To assess the
feelings and sentimentcs which are inextriceble parts of wvalue systems,
personal contact with 2 sizeable group of representative officers was
considered an essential means of communication. Interviews or, wore
properly, group discussians were therefore derided upon as one of
several necessary methods for collascclon of dara base imput. It should
be recognized that the data thus obtained, while qualicative, subjec-
tive, and judgmental, alsa coaprise a vital part of the analysis and

cooc lusion,

Dezlgn. Group discussion: empleyed in thie study wera designed
and structured to suppart the stased concept of research. The discus-
sion methods used paralleled those of the "focused interview" {Merton,
Firke & Kendall, 1357) in ..at a standardized agenda was used in all
Rroups, Tha agenda itewms consisted of the Eive buasic questions of this

gstudy. This procedure pruvided sufficient standardization of dizmcussicn
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group effort, and addifinnall? served En malntain & commen basis for
comparison of infnrmati&q vbtainad by gquectliconnaira and group dis—
cusslion. ﬁ%

In interactfion with respondents, discussion ieaders made maxirum
use of "mon-directive' discussion technlques (Kahn and Cannell, 1957).
Tr waz believed that this prugedure. with its emphacis on probes and
careful listening, wowmld élicit.pnncructured and perhape original
opinions and {deas, particularvly ip the areas of cauze and soluclon

alternatives.

Discussion Leaders, UDloscussion leaders were pelected inddi-

vidually from ameag the Faculty and srudents of the US Army War Collese.
Four two-man teams were organized, each consisting of a student and a
faculiy menber, with each team wvisiting a differentr asrvice schogl

to conduct disgussiuns.

Teams were provided with & common discussicon agenda and saveral
worksheats to be complerad immediately following each discussion
perlod. The agenda apd workshests are attached atr Appendix 2. The
worksheets were designed to aid in the following post=-discussicon tasks:
Analyzing group compesltion; sumbar] zing di=scusslon content; setimating
groop attitvede toward rhe study of wrofeecipnalism; and estimating
respopdent copcern With several prevalent condicions Initlally hypoth-
eslzed to be dndigative of considerable variunsca between ideal and

actual values.

dnialytical Plan. Inasmach as the vaet majority of tho infor-

mation te be collected through growp discession was gualicactive,

h=14
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Judzmental, and baged upon the percuptions of the disrussion ledders,
the plan for snalysis of theuie data was by no means a8 precise ot

structured as that for questicnmaire data,

Some specific measures were davailable from the discugeion York-

1
1
E gheeta; but for the mosu purt, analyals cialled for summary opiniong,

collectively formulated and agreed upen by all discussiun leadera,

which would aguurately vepresent the views of the raspﬁndunt groups
in snswering the five basic questlons of the grudy,

Upon teturn from che qiacusuipnn,;eauh Faga Gl debrloted and the
results recorded for later review and naalysis, Teum members thon
participated in a weak-luﬁg consuildation phase of discussion and

preparaticon of the summary opinions noted rhave.

Subjects. A wae the case with the queatlunnpire.;the Eraup
discudsion agends, pracedures, and worksheets weve pretested iﬁ a
reprosentative discusslon group priot to actual emplovment for the
procurement of data for this study. This prerest served Lo stand-
arlize discussion procedures, to give the discussion loaders a previev:
of the content and proklems of actus} group discusalon, and to engarc
agreed-upon inteiprecaticn of ihe requiremonts of the discussion
warksheets.

Nuring the period 10 May through 14 May 1570, the teams wislted
aix Army poste and condue ted 25 group discussion sessions of approxi-
" mately two hours per session. The sample participmting in these
group discusslons conaisted of apptoximately 250 ofilcers representing

A-15
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the grade levels called for in the atudy's baslc conceptual model.

These officers, For the most part, were students at varilpus Army

] schuola, including the Artillery Schegl, the Traznsportatisn Bcheol, ,

the Infantry Scheol, the Chaplains Beheol, and the Command aad

Guneral Staff College.

The grade level of thepe discugsion groups wad much lewer than
the questicnnalre sampla. Colonels and lisutenant colonels comprised
26 percent cf the diacussion group participants as compared to 6%

perzent For the questiotnaire. Grade breakour for the discussion

grouns was 38 followa:

Captaln Héjnr Lieutenant Colonel Colunel
v a2 41 L

Special Purpose Discussicn Groups. DPurlng late May and early
Jime several groupe of about ten officers frow the student body and
faculty of the UB Army War College were formed to discuss variocus
arpacte of the study. {These psrticipants sre not included in the
statiatién listed above.) Two groups wers used to ascettain reactlons

to a draft Officers Cread and to splicit any recommendations for its

modlfication. Four groups discuased conclusicms and recommetdations,
with ewphasis on cause-effect relationshilps and detailed recommends-
tioma for corrective measures, Attitudes, reactions, and 1dwas from
these discussions were considered slong with other Information 1n

developing valid conclusions and feasible recomtendaticns.
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ANHEX A
APPERDIX 1
STUMY OT PROFESSTONALISM
AUMINISTRATLVE INSTRUCTIOHS
FOR

QUESTIONNAIRE

1. As you fill out this quentionnaire, please bear in mind that
we need your peraopal opl...on on the jquestlonnaire items, We ask
that vou glve particular attention to the short narrative rasponsss

required by Part V (Page 7).

2. The content of this queationnaira and the Eact that a study of
prufesulnnalium.is baing conducted 18 an intarnal Army matter and
ahould not be discusnsed natgida of official military circles.

3. Because of schaduled computer proceasing time, we requast that
wou return the questionnaires #s'AOCT 88 completed, bul please no
jater than 0830,Friday, 15 May. Please fold and staple closed so the
retuzn address is on the cutaide; then return through Message Centar

4. Point eof Contact:

Colenel LeRoy Strong
U3 Army War Gollege
Carliala Barracks, Pennsylvanis 17013




W . 2
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TNUIVIDUAL RUESTIONHALTE

This quastiontalre ig ook of seve
profn!iiﬂnnlilm within the Officer CoYpE.

1ra 15 to lock at the atsndatda or valuen
jor [thought and actiom}.

patlon for an anslysis of

specific purpose of the quest
thet guide ar of ficer's tehay

ttandards and valuag are Lacgely

ipnna

panmed. Thay &Te diffirult to expreds

same weaning for all.

asaume your own yafinition and

Your Tesponaes to this queskti

feel about the gquesticanaire items.
which you may use o furt

lated to the questionnalze items.,

respconse seckion {¢age )
and ldeas on any tople Te

You will not be anked to aign the questionnalre,

Mo aEfort will be pade to link reaponses tO individuals.
de numbers are Eolely foT gratistical comtrol.

data and queationnalre <o

1f you &re qot BuIid
angwet on Che basis af what it means to you.

a matter of feelin
in precias teTmA that would have the

ral methods belng used to gather infor-

The

g5 that an individual

of the meaning of u ' word or phrasa,

pnnalrve should indicate how you, persondlly.
The gquestimmnaire contains an optlomal : ) .

hey exprels your feellngs

put you may if you wish.
The blographical

PART I. BIOGRAPHICAL DATA [ENTER (v ]
And
1. GRADE: 01 02 03 04 05 05 07 Above
¢ 3 { ) £ ) { ) { 3 { ) { >
7. SOURCE: USMA ROTC OCs DIRECT GTHER
() { { ) { ) ()
3, BRANCH: ARMS [ammor, CE, FA, SERVICES [AGC, MC, MSC, cd, CmlC, FC,
{ } Inf, ML, sigt] { ) JAGC. MPC, ORD, QMC, 1]
4. EIVC. 12 17 -
LEVEL: or leas 13-14 15-16 or mMOTE
( ) { ) L) { )
5. MIL. AFSC WAR
EDUC.  BASIC ADY 0esC COLLEGE
i 3 { ) { ) { )
§. HIGHLST EQUIV.
1LEVEL OF COMD. NONE PLT Co BN BOE pIV
() () { ) () { ) (]
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a. TOTAL & ox 60 or
HORTHS 1nsa 17 18 rrs 30 k1. & 4B 54 morTe
QRCoMD. ¢ ) € > (1 oy oy )y () )y €y 2

CAPPROX)

PART I1. IDEAL AND ACTUAL STANDARDS

Pravicus discussion and tnterviews have suggeatsd that, at laast theorat-
ically, there ia an "ideal” officers’ code or sat of stsndarde, and ancther sot
which might be labaled "actual" or "resl world."

Tha phrass, “Duty--Honor--Country' impliss & set of standards that Teprusent
what should be, What you have actually observad reprasents the sxipting standarda.

How, for 4 DORMNL CuRpare YoOur Owh ptreonal concept of the ideal standards
{ispliad by Duty--Honar--Country) with whet you have actually obsarved anong
21l the officecs you have known. Do you fasl that, within the Ofticera’ Carps
as a whole, thars is a discernible differance batwesn thy >deal atandards and
those that actually exisc?

DIFFERESCE
CORSIDER-
9. HOKE SLIGHT MODERATE ABLE GREAT
() {3 { ) () ( 3

If you think that a discernible difference exiats, do you feel that it
might vary by grade and experiancal

DIFFERENCE
CON3IDER-

10, JUNIOR  HGHE SLIGHT MODERATE ABLE GREAT

GRADE : ( 3 ( 3 ( 3 { 3 { 1y fur, cprl
11. MIBDLE

GRADE : £ 3 () { ) { ) ¢ ) [ka3, LTC]
12. UPPER

GRADE t ¢ ) () { ) ¢ 3 ¢t y [lcon]
13. SENIOR

GRADE : { ) { ) () () { )} [GeEn]
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FART IIL. GSENIOR AND SUBQROINATE LEVELS

Thick of all the Army superiora, peers. and subordinates with whom you
garved Jduring your last duty essigoment and the manner in which they adherad
to the "ideal" set of standarda. To what degres do you feal that ‘hey adhered
Lo the idesl with respect to that category of atandarzds which we might call
peofemaional military competance?

Close Minor ModeTate Major
AdhaLznce Ciffarence Difference Difference

l4. Immediate Supericr {Bater) ¢ v) { ) { )
15. Typical Peer (Contemporary) t 3 {( J - £ £ )
16, Immediate Subordinatee (Iypicall { ) { { 3 C 3

{Lf you checked "moderata" or "major" difference for any of the levels akove,
please indicate (on bage 9) che maln reseaon for your responae,)

To what dagree do you feel that they adherad teo the idesl with respace
to another majcyr category of,standards which we might term ethlcal behaviop?

Clase Mincr Moderata Major
Adherence Diffarynce Difference Differsnce

17. Immediate Supetrior {Ratar) () L { 1 { )
18, Typlcal Paer (Contemporary) {3 {3 ¢ 3 { )
19. Immediats Subordin4ates {Typi.: al} { i { 3 ( ] { 3}

(1f you checked "moderate” or “"major" difference for any of the levels above,
plesase indicate {on Page %) the main reascn for your responag,}

PART IV, SPECIFIC VARIATIONS AND THEIR IMPORTANCE

We would now like to go inte a bilt more detvail about the specific nature of
the diffecences hecwaen ideal and actual if they ezist in the Arey today.
Listed belew are many of the major functions commen te the cificear’s job. The
way an of ficer perfurms thase functlons 1a influsenced significancly by him
standards and values,

For eack fuuccion, please indicate () your opinicn of the degree of

Jdifference between Ldeal snd actual standards as they apply to each function,
(For exmmple, what iz the degree of difference when the officer is performing

Arl-b




the fupctiun ot rendering eltdclency reports?) 1t you (eel the differsnce
variea by prudv and erperience, uﬂd the letter J, M, U, or § (Junior, Middle,
[pva. Seniur} o {ndicate the level where you frrl the vuriance la gre:tent,

Hpnt. under Yhe lmportance column, [dicate {1"1 the lmperiance of (his
difterence vo the Army (Officer Covprl,

L1 FFERENCE 1 MPORT AN CE
ADMINTSTRAT ) UN ; NONE St IGHT MO,  MUCH GREAT  LITTLE MOD, GREAT
. 20, Preparing and :
Mrenenting Reports ) « tox oy {0} LU T S S A
. 21, Cuomplel jng Efti~
cleucy Repuria () ¢ O A D LD T SR S

E ]
fa

Eveping Aviutale
Unlt Recurds LS £ oy C 3 3} SO I S B S

23, FKeeping Superiurs
and ¥uherdinales

Futly lafvemed { C 1 { 3 { 1 L LA N S T
SUPKRVISIMG PERSUNNEL,  NONE  SLIGHT  MOB, MUGH GRSAT |LITTLE MOL, GREAT
2%, Giving ad RBelay-

ing Sound Grders

and Instrucd inag {0 [ ¢ ) [ LA [ N A A
2%, Delegdting

Authuy liy £ i Lol t {3 ¢y 1)

2R, Luoking vut lor
Weltlare o

Suburdinatos () ol I A ¢ C ) €
21, Hetting o Gowed

Fxamp v (3} { LD T S I C ¥y ¢ » { i
., Fnvouraging ideas () ¢ £y Oy () C )y €3 ¢ )
3. Giviag Beasops and

Explanat ivns { 3 [ £ C ¥ t 1} £y & 0 € )
W. Aemisting dab-

vrdinates in Work £ 3 L { 3 {3 {3 () €y ¢
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SUPZRVISING PERSONNEL CIFFERENGE AMPORTANCE
(CORTINURT) HOWE SLYOHY WOD. - M'CH GREAT LITTLE MOD. GREAT

Jl. Evaluasting Sub=
rrdinatas’ Work ¢ £ € ) ¢y 4 3 ) ¢y ¢ )

32, Being Loyal o
Subordinaces () {1} C ) Yy ) C y ¢ ) C )

PLAHHING AND DIRECTION HONE  SLIGHT  MOD, MUCH GﬁEﬂT LITTLE HOD. GREAT

13, Taklng Reapongi= |
Bility for owh
Flane and Accions { ) { 3} C )y ¢ ) Cy ) €

E
!-

Ju. Arplying Hon-
binsed Judgment ¢y Oy 0y €)Y A ¢y L)y {0

35. Taking Frompr
Action ) { ) ¢y ¢ ) (3} ¢ U} v

36, Giving All=pul
Effort to Axsigned

Tanka > { ) ¢y ) {1 ¢ )Y )y €}
ACCEPTANCE OF ORGANIZA-
TIONAL RESFONSIBLLLTY NONE SLIGHT MOD. MICH CGREAT [LITTLE MOD, GREAT

3?. Complying with
Ordera & Direz-

tiven ( 3 () tr ) U ¢t )y ¢ ) ¢}
38, Accepting Cryaniss-

tional Frocedures () { .y ) {1} t 3 ¢ ) )
J3. Subordinaving Par-

sonal Interasts { ) { ) ¢y Y L) CJ3 ¢ 3 )
40. Balng Loyal to

Superlors () ) C 3y 3y 0 3y ) {2
41, Cooparvating with

Asmociates { { ) O R A C 3y L) )
42, Shering Loyalty to

Qrganizatlon { ) {3 ¢y C 3 ) C 3 Uy {3
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PART V. CAUSKS AND CORRECTIONS=-NARRATIVE BESPONSE

Maxt, .eviww your svalustions in Fari IV and swlect the thres or four diffar-
ences that you Fesl are wost aignificamt. Am a guide, copmidser that aignificancs
tncludes the degrws of difference apd the ipportance of tha difference,

For each of theae aign'’flcant differences, please provide a short narcativae
puragraph fndicating: {1) What the causce might be, (2} Wrather the Army should
atteopt to raduce the difiecence, and {3) If the differsnce should ba teduced,
what sulutivnm or corcactive actions could be esployed. Pleass ume the blank
poges provided and key the narcative to the bumber of the funcilons] ».g..

Mo, 35. Differsnce cauaed by . . ."

As a Einal stap, when you havc complecad these short nacrativas, look tham
vvar briefly thean place an asterisk beaide the ons to which you weeld devote
maximum affore if you nad a cholcwe,

RARFATIVE RESPONIES:
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NABRATIVE RESPONBES (continued)
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o &
; *  PART VI. OPTIONAL RESPONSE
SRR ; ) Use this space, at your optlon, Lor any oplnions, fevlings, facrg, or

) experience which you teel will have relevanca For thim etudy or which will

amplify your reaponses. '
| . -_....--._.,un.-n.._-n."-.-n—.-.--l.—.---—
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ANNEX &
AFPENHDLE I
US ARMY WAR COLLEGE STUDY OF MILTTARY PROFESS IONALTSM

DISCUSSION AGENDA

The questiona below represent bhroad areas of interest for this study,

and should serve as polnta of departure for development of more
detailed queations and anawars,

1. Any peofesalon hag o set of gtandards or code which Werves to
guide the dectipions, establisl the competenca levele, and 4irect
tha behavior of the membera of the profussion. Thewe standards
deflne what Ahould be done, how ona gheuld act, and so on.

WHAT ARE THE PROFESSTONAL STANDARDS WHICH TRADLTICONALLY HAVE REEN
SET FORTH L'OR THE AsMY (OFVICERT

7. ¥or a viriety of remsons, whar sghguld be done and what is done
do nut always corrcspond. One mesr ask if there Is, realiatically,
a socond mret of actual standards which dlifar somewhal from the
traditional or ideal. If this second sab of standards exls:s, then
picture two parallel lists of standards, ont traditlonal er Edeal
and the other artual ar realistic., For each tdeal scandard, there
1a.n parallel actual standard. :

" WHAT ARE THESE ACTUAL STANDARDS—-AND, IF DIFFERENCER EXLIST BETWELN

THE TDEAL AND THE ACTUAL, WHAT ARE THEY?

1. Sume differences between ideal and actual standacds may he
relatively ifvsignificant, reflectlng tolerable or temporary varia-
tlons. Other dlfferemces, however, may have major implications for
the Army, both today and in the Ffuture.

AF THR EXISTING DIFFERENCES BETWEEN IDEAL AND ACTUAL STANDARDE, WHIEH.
HAVE MAJOR STGNIFICANCE FOR THE ARMY®

A-2-1




4, Many facters, both intarnal and a¢xternal to the Acmy, cause
differences between ideal wnd sctual. Some of thease factors might
impact o9 Juat a few officers as individualsi others, on the Officer
Corps as a who . 1 Is d1fficult to identify and catagorize thege
factors: neverthzless, thoy must be isolated and acudied if one 1ia
to understaud the “"atandards! aspect of professionalism.

WHAT FACTORS, CURDITIONS, AMD SITUATIONS (BOTH INTERNAL AND ESTERNAL)
UNDESLIE THE SH%dLFICANT DIFFERERCES BETWEEN IDEAL ANT ACTUAL
STANLARDS - S Co

5, ‘fhe Army should be able to influgnce many of the Ffactors which
cause the significent d)fférences betwean ideal and ‘actonl standards,
Congidar, For exsmple, the nimoner in which tle standards arte firat
imatilled in the individual efficer) ir the means whereby thesw
gtandards are sustasined mver time; or the pressnt syatsw of, rauards

apd punishments which conkributes to the formaticn of actunl atandardd;
or the factors whick are instrumental i{n changing an individual'’s
noncept of the relative importance of his parsonal grnals and standevda.
Same of the aspicifle posslhilities might be: réviaed service srhool
curricula; chenges in of Eicer education, promotion, or assignment
policlea; reviged management and pepATEing technmiqurs; promulgalion

af @ weltten code of nfflcer profesalonal &thics; medificacien of the
UGMT: pedefining the tnles of supericr-subordinate telationa; and 8o
Eperh.

BY WHAT MEANS (REGARDLESE ﬂf THE SCOPE QF THE EFFORT REQUIRED) CAH THE
AHMY AND THE OFFICER CORPS MARE THE LDEAL AMD THE ACTUAL STANDARDS
MORE NEARLY IYDENTICAL®

L
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TRIF E;PDRI WORKSHEET ¥ May 1970
INTER?ILUISEHIHIE SESSION REPOAT

| 1. AIMIK, TIME AND PLACE DATA:
. Date ol ssuinar: Tima: Locatlant
i ’ Contact Officer: FPhone:
t Seminar endad at lours.

S

Conposition af the growp: (or ind vidual interview)

BEANCH (A,C, ather)
. TATAL I AR FA ADa  TC M OTHER: CATEGORY *
O=213 A mm—— e ——,————— et ———
O-b _ e ti—mm— e m——————
-5 o e m— e —
06 o i m ——m e m——————
=7+

——_-—-.-a...--———_.._,———n_--.—

* 1f Advence Course memberi A 1f CGEC atudant: C

2. BASIC GROUP AITITUDE

A. Toward the idea of the profassionalism gtudy and their opportunity to particlipate

INTEREST RECEFTIVITY
KEeer . &+ « « 1.4 1 = Eﬂthuﬂiﬂﬂ-tiﬂ I L
Miyed-padiam . . . Hop—commital + & « « &+ & s

Low " L L L R B C}Tnicﬁl"hmtilil . LI I )

ﬁ¢ Towerd the imporvance of the pubject of professional arhics of the officer corps

INTEREST HOOD QT L0
FRED o« » = = # Sardous . . . 4+ —_— ﬂptimint’.l: Poonoon ek
‘ii“d‘mﬂdiuﬁ * 'I"li:tid T T T S | H{-ﬂ.’.dl s P om o=+ F ¥ -

Lowe, - w = - o2 Cynival + - .« & Pespimiatic, .

. 3. YOUK ANALYSIS OF THE MOST THPORTANT POINTS THAT ARGESE DURING THE SEMINAR AMD A
- LISTING OF THE MOST INNOVATIVE IDEAS FOR CORRECTIVE ACTIONS.

v MOST IMPORTANT POINTS IN TERMS OF THE TOTAL STUTY:

MOST. INNOVATIVE LDEAS FOR CORRECTTVE ACTLON:

A-2-3




7. YOUR ESTIMATE OF THE RELATIVE SENSE OF GONCERN OR URGENCY RUGARDING TEN SFECIFIC
POINTS:
10W OR BHESENT BUT EXTREMELY
HOM-EXISTENT NOT SIGHIFICANT HIGH

A. Pressurs to gat the job dcne regardless of the methods; mispion firet Tegardleas
of the importovcu of the mismion; and justifies meana,

a 1 2 3 G 5 f 7 i

B. Drive for personal muccass and career 'tickets’ takes precadence ovar the longer
rangs goals of the unit or the welfara of the tracpa.

o 1 2 3 4 5 & 7 B

C. Owverduparvisisn atemming from an attempt for no mimtakes ap any time,

Q 1 2 1 4 3 & 7 8

D. Impact al the “permimeive" trends of our soclety on discipline and professional
ethiru; < cilution of traditional standards within the officer corps ruaulting
from the pressures from outdide.

G 1 2 3 4 5 g ; :}

E. Statisticrl indicators--AW0L, body count. wespons lost, re-—enliatment rate, CHMI
scores, oxpert marksmeu, etc,==have assumed inordinate imporiance] thev cempt
officera .o cheat.

0 1 ) 3 [ 5 H oo H

F. Officers ace not luighly conpetent dn thueir dutiea) thisg ie one vause for untenls
fetic standards, poot supervision, over supervigion, uge of atatigelcsl 1ndicators
Lo place’ of "professional Judgment," et
V] 1 t 3 i b} & 7 ‘B

G. Uiaenchantment with the leadership or integrity of (JUMIOR) (SENIOR) otflcers.

o 1 b 1 4 5 6 7 B

H. "Politleca” o1 faveritiem in selecticti, promotion, prestiye assignments, wolc.
a_ 1 2 1 & g [ 7 |

I. Difffculty in communivating with senlor offirera: "nobody iistens ay uwnder-
atande."”

G | _ 3 4 5 Y ? R

J. Loyalty swems a "one-way strest.” Tt goes mostly up, rarvely down,

0 1 Z L 4 ;! 33 7 )

Inclosure: Summary of observatious (2 ppl wlth addicional pages attached.
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APPENDIX 3

i TABLE 1

DESCRIPYICN OF THE SAMPLE
DREMOGRAPHIC DATA
1. Humber of quastionnaives analyzed: A15.

2. By grada:

01 2 0%
02 3 1x
03 60 14%
04 75 1A%
05 153 172
0% 120 29%
u? & Above 1 V) 4

3. By sourvs of commismion:

USha 103 251
ROTEC 151 Isx
GCE 87 23X
Direct 47 11%
Other 15 ax

4, Hy Eranch:
Arma 322 J18X

Fervicea 23 222

A-3-1




5!

#y educaticnal level:

12 Yearas af school or leas 5 1%

1314 Years of achool 25 G¥ ¢
15-16 Years of acheal 174 43%

17 or acre yaars of achool 207 s01 v
Total months of Command:

§ or jesa 54 1%

12 (1] 162

1a &8 12X

14 36 9x

k1 40 10%

36 is ax

42 18 4%

b8 8 7z

54 50 12X

&0 or more 38 x

h=3-2
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AANEX B - FIHBINGS AND DISCU'SELON
PERSPECTIVE.

Tha three tasks _nharant in the cbiective of this study are to:
sanass the climate of profassiovalism; decermine tha cause of axiating
discrepanciea; and davalopr molutios alternatives. Thae tlret tpak inm
largely ona of fact and objective meawuramant. The ramgining cwo ace
mora subjective, requiring reasoned lvdgment buaed on consideration of
informatiow availshle. Thism discussicn ¢! persmpactive explaing how
the quantitative and qunlitntivn rmgults obtsined chroogh analyals of
the data bams ars to be used in mccomplishing the stated tasks.

Quantitative rasulta come primarily from Parts I-1Y of the ques-
ciconaire and, to some extent, from the workaheets used by diEcussion
lapders. Thees results ara the mcobes, Deasures, and scale values
which appaar throughout thie annax. Qualitative results ware derived
in large parc from cha inforpacion obtalned through group ¢iscussion.
Mditionally, qualicative rasulta wersa cbtained through analysis of
ths narrative responeas Tequested %n Parts ¥ and V1 af the quasticn-
naire. Eapresantative narrative remponaes from questlontalran and
group discuaslena, indicative af the psrcepticns and expactatlons of

the officer aample, are at Appendix 1, Anscdecal Inpyt, In shart,

quantitacive results represent measurement, while gualitatrive resulis
represent controiled and rassoned iudgment applied to & synthesis of

growp opinlen.

B~1
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4 non=standard format 1s employed in this dipcussion of results.
This format 15 believed to be appropriate to 4 study intended to

' The format involves, essentially, s dialogue of question

' Vexplore.'
and resmanse, addressed under the major headinge of Tdeal Values,

Actual Values, The Existing Professlonal Climate, Causes af Variance,

and Solutions. The questions represent the exploratory logic employed.
They are derivations and extenalons of the five bupic questions of the
conceptual model (Figure II-2). The answers veprasant the quantita-
tive and quailtstive results of analysis of the data base., Where

applicable, detalled analysis and statlstical tahles are provided.

IDEAL VALUER.

¢ WHAT ARE THE "IDEAIL VALUES OF THE OFFLCER CORPS™

Without exception. n group discusalom or interviewa, raspundents,
irrespective of grade level or exparience,, avolded coming to gripe
with tha problem of defirition. This finding colncides with the smpir-
ical research and theoretical studies of velues. WValues and value
aystems defy verhialization {La Plere, 1954) because they are abstract *
feelings and sentiments, and because they remain largely s personal
matter.

Howaver nebulously defined, ideal valueg for the Officer Corps du
aximt, Officers share a common lew of the professicnal preucriptinﬁn
aud proscripticns which define how an offlcer is gupposed to thiﬁk,

wvaluate, decide and act,

B-2
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* BOW CAN THESE IDFAL VALUFS BE EXPRLSEEDT
"Duty-Hoper=Country" and, to a lesser cxient, el Uath o Gommise-
ston, are agread upon as geoeral expresalons of the ldeal wvalue aystem
of the “Eficar Corps. Thase exprezalong, however, are nol oaslly
cranslatubla into coperable, mpecific guldelines Fotr balavier. The

junior of Elcers axprossed a need for this specificity.

* ARL THEKRE MOBE SPECIFLC, OPERATIVE EXPRESSIONS OF TUE IDEAL VALNLS!T
A leadership rext used at the US Midlcary Academy, Toking Commnd,
anntalns eeveral chapturs on profesaional ablilen, values, and srandar.de.

The Armed Forces ULflcer likewlae pives the aubject a Jdegrae of specifie

meaning and at the game tlne provides some concrete pravibeal guldaneo,
Both of tlhess sources ace nariative exprossiona, however. and one must
extract the apecifle guldeltnau.frum=rhv nnfrﬂtive}

Sume yemra ago, in a mpeclal bext uand by the US fomy Englocer
School, thara apposred Bn appauwdix encitind, & Gulde to Intruspection.”
Thie gulde provided a means whereby the ol ficer could nvaluatu.himavlf
uslng 8 variable ygrade on a uumbex of Introspective questlons.  Several
ol thuse questions ara llluatvated below:

- Do I porgean determinaclon to carry out my lasion?

- DOp T diligently teach and traln wy subordinates to assume Tespons
wlbiliey?

- Do L acrept tha blame when blawe is mlne?

The "Guide to Intrrspection' contained 134 items simllar to Lhone abuve,
Collacpivaly, thean Lbems HXPTHHB the proleasional value ayitem (o tovos

B3
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of apacific, oparable guidalinas. They represent the "Duty=Henor-
Country” concept extendsd to nearly maxlomnm specificicy.

* 15 IT POSSIBLE 10 ENPRESY LDEAL VALUES AT A LEVEL SOMEWHERE BRETWEEN
THE CINERAL LEVEL QF THE MUTE-HONCR~COUNTRY" COMGCEPT AND THE
OVERLY DETAILED "GUIDE TO INTROSPECTLON"?

Thare {8 & nead for a statement of professional values which will
ha ab the game time borh Adlgnifled and operable. Junior cfficers,
particularly, expresa thila need, as evidenced in the starement of cne

young captain, "The only place I learned about these things was from

a copy of the DEficer's Guide that I happened to buy one day in the

bookatore," Sonlor officers, seldom prome to return to the epecifice
of thelr initial inmdoctrination, would probably walcome machanirme
designed to sustain the ideal valus syatem of the profeaaion.

4 reaearch-derdived protoetype of an Officer's Creed 1is shown in

Figure B-1 on the followlng page. Such a creed mighe be glven wide-
spread dissemination 48 a statement of the enduring atandards of an

Army offlecer. It could be appropriate aa part of both educational

and ceremcnial procesass.

ACTUAL VALUES,

If thers are ideal values which are difficult to schleve, and iF
these walues ave highly subjece to individual interprecacion as well
a8 the prassuresa of practical reality, 1t would appenr that within the
Officer Corpa, at leaet conceptually, therc exlsts a system of actual

values which channel declalions and behavioer.

B-4




AN OFFICER'S CREED

' L will glve to the selfless performance of my'duty and my miasion
the bast that effort, thought, and dadicntiun CEO. prnvide.

; i To chls end, I will mnot unly seek ccntinually (-] imptave my .. -

LS "|I

knuwledge end practice of my profesaloo, but aluu 1 will aworcise thn .
authority entruated to me by the Presldent and the Copgrese qit_h_ fair‘_’
nn;a, justice, patience, and restraint, respecting the dlgﬁlty';nd
human rights of others and devoting myself to the weifare of these
placed under wmy command.

In justifying and fulfilling the trust placed in ma, I will con-
duct my private life as well as my public scrvice go af to be free
both from impropriety and the appearaﬁce of impropriety, acring with
candar and integrity to earn the unguestioning truse of my fellow
soldiera—junjors, seniors, and associates--and empleving my rank and
position not to serve wyself but to serve my country and my unit.

Bf practicing physical and moral courage I will endeavor to
insplre these quallties in others by my example.

In all my actions I will put loyalty to the highest moral priuci-
pies and the United Scates of America above loyalty to organizatlons,

: persons, and my personal Interest.

Figure B-1, Protctype OFficer's Creed
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* WHAT APPEAR TO DE ThE ACTUAL YALUES WHIGH SHAPE THE COLLECTLVE BEHAV-
I0R OF OFFICERS 'TODAY, AND HOW ARE THESE RELATED TO IDEAL VALUES?

To bagln with, it can safely be ansumed, by definitiun, that theee
actual valuea are lesn pnsiﬁiue, less guod, less inspirational than the
1dual values. As noted earlier in the discusslon of reference sour &,
saldom 1f ever has the Army looked inwurd to the value ayﬁtem uf its
Offlecer Gorpe through the wadium of corganized utudﬁ or emplrical
regeatci. o ' .. ' .

There is gome evidence, détivad frow respectably ;:iéntific.
rﬁﬂenfqh, which describes the peraonal valuo ayﬁtem-nf the Army offi-
nQr L taday. Tyler (1956%), followlng the research methndélugy of
England {1967), probed the value system of the US Army officer in a
sample comprised of:'lﬂﬁ general officers, 2 USAWC lieutenant colomals,
73 Advaneed Covrrsc captaing, and 46 ROTG cedets. Trler found the value
avatem of Aruy offlcers to be significantly more "pragmacic" than
“"humanistic," giving greater importance to pracrical values than co
ethical/morel values.

Ligted below are illustrative exaﬁpluu of the "oparyrive™ Atmy
pfflcer valums Jlentifted by Tyler. Theze are firgi-order, dominant
vilues which channel actual decision and betiavior,

HIGH PRUDUCTIVITY ANILETY

ORGANIZATIONAL EFFICIENCY ACHIEVEHENT )
HY BORS SUCCESE
AME LY LON

Second—order, less deminent, "lotended" wvalues which serve more to

infFluence percepiion that to channel behavior lonclude the followlng!

B~b
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CREDIENCE HONUR

MY SUBORDINATES ) DIGHITY
TRUST EOUALITY
LﬂY&LTT

From Tyler's research, 1t appaars that the 1daal values impliud hy
“Duty-~Honor-Country" have taken u 5u-prd1na p tole to walucs that are

mare praccicnl, idaTa pragmatic. Ty ler comments as fulluwa regarding

U the Qubatdinatlau'uf values praviscusly coasidered ideal:

Thaesa are values that have been considered highly
importent rhroughout most uf che Lil=time of the
officer. His conracts with suclety and the cultural
secting of his background have always stregged the
importance of these wvalues; howewver, the officer’s
ovganizational experienc: has net always domonst: ratad
Che Importatce of rhese values in achieving succeas,
.+ .« There 13 a confllec betwesn whiat he has been
taught to beliave Ly important and what he sces to
be important in his accepted enviromment. (Tyler,
1969, p. 13}

THE EXISTING PROFESSIONAL CLIMATE,

Variango: ldeal ve. hActuel,

o N WE SAY CONCLUSIVELY THAT THERE IS A MEASURABLE DIFFUEREMCE
EETWEER THOSE VALUES HELD TO BE IDEAL AND TEOSE WHICH ACTUALLY
GOVERN OFFICCR BEHAVIORY
General., This query appears Lo belabor the logically obviousy

nevertheless, at this poeint in the analysls it 1= esseutlal to 28l ab-
1igh conclusively the fact that a difference exists. As indicated by

tha gonceptual wodel which gulded the study, this difforence ot gap

or variance betwezn ldeal and wctusl becomes for o tire the foeal

area fov analysis.
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Tha prime quantitative measurn for establishing the existence of

variance was questionnuire Item 9. The response to this question 1is

1llustrated balow.

Item #9: Do you feel that, within the Offfcer Corps ag 3
whole, there i3 a discernible difference between the ideal
standards and those that actually exdat?

HEAN RESPONSE

A 4 , .
i 3 H 5
NOME 02 GREAT

Lo b =)

Figura B-i - Gross Measure of ldeal-ictuzl Variance

Detalled Analysis. The overall evaluation, based on the limited

sanple of the Officer Corps, is that there is a "moderate’ differenca
hetweay ideml and nctual standards in the Corps.  (Appendix 2, Tsble
1.) The "soderace" evaluation wag pidway (3.02) between "Nope" (1),
lndicating no difference between ideal and actual Standards, and
"Great" (5), indicating s grear difference, on the intensity scale
with five graduations. More than half {51 percent} made the evalug-
tion of "mederare" on this scale,* Unly a vary zmall number (3

petcent) made the extreme evaluacions of "Nope" or "Great," The

iy

*"[he fact that the word "moderate" was used in the questionnaire
a8 the tern to describe the mid-point of the srale was a4 pogeible
source gf sume of the clustering about that polnt. It 18 believed
that "moderate" may have been interpreted within a broad rangs of

copnotaticns, and thus was = bacticularly attractive choice of
resphonge.




standard deviatlon of .7714 indicates relative agreement on thir

question a8 compared with other questions In the questionnalre.

4 1% YHE EXISTING UVERALL VARIANCE BETWEEN IDEAL AND ACTUAL VALUES
PERCEIVED DIFFERENTLY, ACCORDING TO THE OFFICER’S GRADE LEVEL?

. Genaral. "Professional climate' is, to a conealderable degrew,

climate as perceived by the members of the profession. It is lmpor-

Ha' ol —al .8 =T &y —

tant, therefure, to include in thls asgessment the perspectives of
the principal grade levals. Analysis of the quantitative data parmits
the eatabliskment of the following general tule pegarding parcepticn
of the differesnce hetwesn ldeal and actwal wvalues: The graater the
rank, the less the perceived differsernce.

Regponses to questicnnaira Item 9, analyzed by grade level, are

depicred below.

Ltem #%: Do you feal thact, within the Qfficer Corps as
a whole, there ia a discernlble diFference between the
ideal stapdards and- those rthat acrually exist!

HEAN RESPONSE
Eﬂ%g%ﬂ

- r i ;
"u'E MAJ #LT-CPT EHEAT

[T 3

Figure 8-3 - Gross Heasure of ldeal-hctual Varlance, by Grade Laval

Datailed dnalysis. There is a alightly greater tendency for lower

ranking officers than for senior officers to say that, in the Officer
Corpa a5 a whole, there is a Jifference between ideal and actual
standards (Apperwdix 2, Table 2}. This tendency, though modeet, has

B-9
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aignificance mtatistically. This findling ig thr reepult of an mnalysie
by grade of the answera to ltem 9 on the "Individusl Questigrnaire.™
™e correlation between officer rank and the perception of the dif~
fersnce batween ldeai and actual stapdards ix r = -, 21 at a p = .05
level of stotistical mignificance (Appandix 2, Table 3.

Mare also im an apparent grouping of officare of lieutunant
cthrough major in one group, lnﬁ lieutenant colonel and colonel in
another. The anawars of the former are skewed to che right while
those of the latter are skewed co the lefc., The resultlug groupings
could be considered a mllitary “generation gap” sioce, due to accel-
erated promotions, the majors may be closar in age and outlook ra the

company grade officers than te thelr fallow fleld grade officers.

The Impact of the Varigbkles.

The prated;ng mactipn estsblished the exlstence of a diffprence
or variance between ideal and actual walues. In this scgudy, an
"agaagsment of professional climate" includes describing the zature
or characteristics of tha difference. In the followlag sectlons,
through the usx: primarily of quantitative data frow questicmnaires,
the difference will he examinad on the basis of: blographical
varigbles; grade level; senfor-enbordinate relations) and the spe-
cific officer behavior which iliustrates variance,

3 WHAT EFFECT DO SME OF THE MORE COHMMON BIOGRAPHICAL VARTABLES

{e.g., BRANCH, ETUCATIUN) HAVE ON THE PERCEPTION OF VARIANCE
BETWEEN IDEAL AND AGTUAL STANDARDE?

B-10
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Geneyal. Datn to anaver this question come primarily from
caorcelational analymis, Pert I of rhe questionnaire contained
sight bicgraphical variables intuitively felt to have some influ-
e on valus systems: grade, source of commlssion, branch, ciwvllian
aducation, military educatiocn, level of command, level of ltlff, and
totnl command tima, A atudy of the velationshipa exlsting between
theae blographical variablesa and the percelved difference between
ideal and actual standards permits che establishment of the following
thrse statistically significant proposlcions:

- The grestar the rank, the isas the perceived variance.

- The higher the leval of military education, the lees the per-~
ceived wariance.

- The higher the level of ateff experlence, the lags the per-
ceived varisnce.

Uetalled Analyals. The effect which a varlation in grade has yponm

rercepeions ol differences between actual and 1deal standards, as
expressed In Ltem 9 of the "Individual Questionnaice," has baen
indicared In a preceding comment. In locking at the effecks which
vther hisgraphical vatrisbles appear to have, the most obvious conclu—
slon is thar while they do not greatly affect perceptions, there arwe,
notechealess, some weak but atailatically significant trends {Appendix
2, Table 3}). In general, these trends arc 1n conaonance wikh the
‘praviocusly rupurtud tendency of perceptlons to wary sligh ly with

rank in an dnverse manpner; that is o #say, as rank increases the

B-11
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percelvad difference batween actual and ideal atandarda rends te show
A amall dacrease.
There is & slight tendency for officera with less cowmand expevi-

ance to percoive more diffarcnce between the ideal and actual standards

than officers with more command exparience, The negative correlation
of £ = —.11 tends to provide weak mupport for this chaervatisn. The
game tendency helds true for officers who have commanded at lower
levels #s cpposed to those who have commanded at higher lavels--the
correlation in chls case bedng r = -.13,

There is no meaningful difference between attitudes of oflicers
when grouped by sSgurce of commlesion.

There s a alight, but not atatisticelly seignificapt, difference
in attitudes of officers when grouped by branch. The officers af
the servicas percalve a alightly greater difference between actual
and ldaal standards than do the ofilcers of the combat arms.

There is a slight, but not staclatically significuant, difference
in attitudea of officers whan groupad by educational level. The
of flcare with tihe lower educational levals percaive a greater dif-
feracce betwean actual snd ldeal standards than do those with higher
eﬂucatiunnl;;gqpln in this sample.

Cor = :;s of the key variables, as indlcated in Appendix 2,
Tabla 3;'lt¢ weak and must ba used with great caution, The facr thae
the cagiﬁ.atinm which are over r = ,20 are all negativa ipdicatea

cthat as thftindep&ndent variables {(grade, military education, and
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level of staff) increass, the dupendent varlable {differenca in idesl
and actual sctandatda) tends to dacreage,
" HoW DO THE DIFFERENT GHADE LEVELS VIEW EACH OTHER WITH RESFECT

M) VARLANCE BETWEERW IDEAL AND ACTUAL STANDARDS?

Ganeral, This queatioh uncovers the vinupnin:n'nr porapectivan
hald by the warious grades. In defining the nature of the diffsrances
batween ldesl and actusl value®, an asnesament of how each grade lavel
views the othear ia an spaential etep in avgntually detertining the
"olimate" and the causative factors at various grade levels. If chis
can be detacmined, understanding of the avarall wariance 1= increaged;
but, more importantly; im this asseasment on& CAR EeA the beglnnings
of some Initial guidelinas for development of sclution ponceptd.

Tha results of analyeis of Items 10-13 on the basis of "varianca
by lavel" are {1lustrated by Flgurea E-4 on the follewlng page.

Junior officers (lieutenant and captain) perceive & greatar dif~
ference between the ldeal ad the actual etandards of the CEficer
Corps aa a whole than do the senlor officars, which tends to confirm
the findings on the analyuls of anaweys to Ltem 9.

Middla (major and lieute&nant enlonel) and uppes (colonel} ranking
of ficevs agree with the relative standings of the purious tTanks as
evaluated by the junior afficers, All groups agras that divargenée
{p rarme of apecific activities listed 18 the greatest in the Junior
vanka and pregrassively decrespes 28 rank lncreases.

The middle and upper ranks view divergence at thelr grade level
as being sbout the same; that ig, on a 1-3 oumericn]l basis, between
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DIFFERRNCRS BRTWEEN ACTUAL AND IDEAL STANDARDS ON THE BASIS OF
DUTY, HOHOR, COUNTRY A5 SEXN BY VARIGUS GRADE LEVELS

SUMMARY OF SCORES FROM QUESTIONS 10-13 OF
"INDIVIDUAL QUESTIONNAIRE"
8 = Al4

mw

QUESTIONS 10-13; "DO YOU FBEL THAT WITHIN TMHRE OFFICER CORPS AS A WHOLE
THERE IS A DISCERNIBLE DIFFERENCE BETWEEN THE IGKAL 5'AMDARDE ARD THOSE
THAT ACTUALLY EXIST™

D IFFERES TWEEN ACTUAL A 1CEAL STANDARDS LEVEL:

JUNIOR  MIDDLE  UPPER  SENIQR  AVERAGR

JUHIOR
g=i5 3.3 3.3 2.7 2.2 2.9
MIDDLE
Swi2B 3.0 1.8 2.8 2.3 2.7
AS SEEN BY:
UPEER
S=121 2.8 2.7 .a 2.4 2.7
AV Lt 3.1 2.9 2.8 2.3 2.8
LEGEND:  RANKS: N L 8C
JUNIOR - LT, 8T 1 - Noune & - Conmlderable
MIDOLE =~ MAJ, LIC 2 - Blight 5 = Graat
UrrER -+ COL 3 - Modarate

SENIOR - GENERAL

Pigure B-4. Varlance by Grade Laval ax Sean by
cJunisr, Middie, and Upper Gradex.
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2.7 and 1.8, Thay, asod éql juniors as wall, view [he composite
divergence, in tarme of cha 34 epecific functional aceas, as biing
markedly lems at the wenilor offlcer laval., The image of the typical
geoaral officer in cermm of mpacific bhehavioral functions reported in
tha quantitative daca ix much better than that of the colonels and

llautanant colonela.

Dltllled~ﬁnllj&15. Juilor officers daléec copmider that the grsatast
differance batwesn tha ideal apnd the actpusl performance occurd at
thalz own grade leva). This finding is derived fcom Items lqlthrauth
13 of che “IndEUidull Queationhaire.”

- The higher ranting officers, and particularly che senjor gradesm,
are sean in chie context as conforming mrre closely ta the ideal
CAppandix 2, Table 4). Thers is a seaming paradox here. Elsswherw

in this study wa find that these samc junlor officers hate indicated
that the failure of che highar rankiog officers tn provide a good
axampl: is & major cause for Juniar ofEficers' failing to mest the {deal
ut.n&arﬁ;. The vegolucion of this paredox is amply supportad Ly closas
scrutiny of data, particularly cne qualitative segments wuleh fellew.
{Nota »articularly the variasce themes on pp. B-21B, 2%, 20, and the
causal thumee om pp. B=36, 37, 18.,)

The axplanaticn 1s extremely important sng forms ane baals for
mjor nnnuiuliunn of thie study. (See Part IV: Conclusious and
Concaptes for Zolukion.)

siorceomings of junior cfficera, whila serious when tha AImy 4E &
whole is considered, generally have less effect whan consldered on aa

BE-13
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{ndividual basis. Furthermore, and particularly important in aesrching
for potential corrective meagures, Many aof tha aystemlc “préssures"
which tempt the junier to resorl Lo uyethical practices to "get the

ich doge' are swen as the result of technlques or policies Ilairiated
ur rondoned by senlor officers. The seniors, with their greater
leverage of power and wisdbiliry, and thelr nstural tele as behavioral

models, mey find the results of their shortcomings mul tiplied through- .

pLt their commands.

T IF WE NARROW GRADE LEVEL ANALYSIS DOWN SPECIFICALLY TID CENIOR-

SUBGEDIH@TE RELATIONSHIPS, HOW LQ SENIORS AND SUBORLINATES

{AND PEERS) VIEW EACH CTHERS' ADHEREMCE TO IDEAL VALUES?

General. 1t 1s quite possible that percelved varlance by grade
lave) is, in part, a function of chain of command, of pesr relatiom—
shipa, and of the oréanizatiunal anvirenment rather than of rank alome.
In order to keep the length of Fhe questiornalre acceptable to the
raspondents, the quanticative raﬁpunsaa were not designed for direct
comparison of the effects fon perception) of rank versus chain of
command position. It is possible, however, in a by chain of command”
emalysls, to perscnalize the ospessment of perceived varlance in tarms
of epacific superlors and aubordinates. This would reduce some of the
individusl tendency to generalize.

In addirion to assessing wariance from the point of view of recant
speclfic senior-suvbordinate relationships, guestlionnnaire Items 14-15
begin ta glve definition Lo ideal-actual -arlapce in terms of the type
of hbehavior invelwed. These items, then, assess varlance not enly wich

‘reapect to senior-subordinate relatlonships, but alse with respect to
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sach of two primary behavioral dimensions: profesnional competence,
and sthical bohuvlor. Conmsldering the combined offects of rank and
penior—aubgrdinace relatiuns upon how an olfleer views adherence to
the competence and ethical sspects of an ideal value system, the
guantitative daca deplct the followiug:

- OPficers with whom an individual has recently served are
perceived aw adhering more closely to l.cals of competence
and ethical behavior thap thope within the Dfflcer Corps
as n whole,

~ Off{cars at all levels pervelve greater divergence from.
tdeal values ln the arvea of professional cowpetence than
ip the area of ethical Lelhavlior.

.~ DEficera at all levela percelve greater divergenca in thelir
guhcarginates than in thelr peers and sguperlocsa-—with vespecl
to both professional competence and etliteal behavior.

- The greatast divergonce from ideal values is percelved te
gxlet in che professional competence of junior grado
cEficers {01-03).

- The least divergence from Ldeal values is percelved to

exist in the ethical behavice of the superiors of upper
grade {J&6+) officeva.

Desalled Analysie. In Icems 1l4-13 of the "Individual Question-

neire," subjeuts ware asked to evaluabe the dupariors, peers, and
subordinates with whom thay had sarved on their last duty assignment.
The rasuit of this personalixzatien of the yuestlons was that the aytl-
rudea expressed were more favorsble than the atritudes noted when the
quaetions were lmpersonal and refecred to the Officar Corpa ad 4
whole (Appendix 2, Tsble 5)., 1n referring Lo the Dfficer Corps af n
whola in Itew %, as indicated previously, thu respondenta satd that
there was o “woderate" differeuco betwern ildeal and actual standsrds;

L=L7




! in Items Llé-L9, when offlcers ware asked about actual persopa wlth whom

thay had recently been in centact, they reported what were generally

“minor” doviations frgm ideal etendards. A strict compariszen of rhe
pesults of Item 9 versus those of Items 14=12 is not possible, however,
Eor guo regsons=-the first belng that the scalas used in Tvems 14-19
muaauéed only Four levels of intenaity, while the other scales measured
tive: nand the second belng that Itewms 14=19 measured articudes toward
both profesdlonal cumpetunﬁe and ethical behavior, while Irem 9 was
brender and asked only for an evaluatlon of devinricns irom tha ideal
standard of "NMuty, Honor, and Country."

Another result of this serles of gquestions was that officers at all
levels cousidercd that thare was more divergence from the ideal in

terms of prolesgional competence than ethical behavior. This was true

whather these offfrers were rvating their superiecs, their peers, ot
thelr subordinates. The differences were not large, but they ware
consistent, and were all in the same direciiun. The lesson from this
would seem to be that whiile more publicity has attended the arsa of
ethical behavior, the problem of divergei:ce Efrom ldeal standards of
professional competence la of aqual, 1f net greater, interest.

Two otker important results of this seriews of queAtions were as
follows:

{1} The lower the grade, the more critical the evaluationa, as
a general tendency. Thie some tendency bos been noted on sther quew-—
tions, and it again holde true with this serles. Junior officers wave
the most o itical of both protevsilonal cotpetence and ethical behavior.
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The junior officers wera even more critleal of each olhet Ln the ares
nf profcsgicnal competence {E.AG)i:han wera their suporiors critlcald
of chese sama officatn'(?.zﬁ;'z.ﬂﬁ, and 1.95). ‘flin acems to indicute
a healthy potantial for Lﬁgifza;ugpting corrective MeasUTes .

' (2) The tendancy of officers at all grades Wwas to be more crleical

of theilr subordinares thaf their supariors ot peets in eyaluating the

difference between the soeusl and the i{deal in both profesrional compe-—
tence and ethiéal beﬂﬁvinr. For example, the junlors evaluated their
Buéetidrﬂ 1.%0 and 1.B2 on professional competence and ethicul behavior
raspactivaly, their pears 2 46 and 2.09, and thelr gubordinates 2.53
and 2.1?. The mna£ unfavufahle evalustion of unj group was the A X

rating.given L0 rhe pubnrdi s ol the Junlor efflcuers by the junlur

pfficers in tiwe area of professicnal competence. The relatively most
favorable rating was the 1.58 evaluation given by the. upper grade
officera of tnel- ceniors (general afficers) in the ares of ethical

bahevior.

ek

° [F IT I8 PQSSTBLE TO ABSESS DIVERGEHEE.(Eﬁ RANK AND POS1TLION)
FROM IDRAL VALUES IN TERMS OF THE GENEHAL AREAS CF PROFESSIONAL
COMPETERCE AND ETHICAL BERAVIUR, CAN WE ALSO ASSESS D1VERGENCE
WITHIN THE SPECIFIC BEHAVIORS OR TUNCTIOWS THAT ARE COMMDN TO
MDST OFFLCER J ORST
Egneral. Bacause of the great varicty within and bepwecn the many
4oha found in todav's Gfflcer Covps, 1t ig difficult te devive a

manegeab le yat comprenensive lise of foomman funciions’ which rapes-

Hant apeéiflc tehavior. For this analyeis, the loirigl effort was to
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! ' refine "common" funccinna down to a 1ist which defines those officer
functions that are not only common but also critical.
Ta the wid-50%, U5 Alr Force personnel researchers developed a

’

listing of the more important aspects or functions common to mest

officer joba. Within the behavloral sciences, this list is atill

regarded as one of the best devices for focusing en managerial or
officer behavier (Dunnecte, 1986}, The 1ist consistz of 54 func-
tions, nr categories of behavior, ranging Erom "Understanding
Instruetions"” to ™aking Responsibility." |

Some of the Euﬁntiuns are not affected to any significant
degree by the officera’ value system, In the present study, the
list waa reduced to 35 funcclons believed to be:; comuon, critd-
cal, aml Eubject ta the 1fflvence of the officers' wvalue sysrem.

In guestionnaire Trems 20-5#, respondents wera asked te indl-

cate the degree to which offirers diverged from ldeal values when
performing each of these functions. On these same items, respond-
ents wers alsp asked to apecify s particular grade level if they
falt tkat divergence was significantly graater at thar lave].

The bﬁr grgphs which Ecllow, sonetrugted frow simple
descriptive statistivs, show the divergence from iﬁeal values

within each of the functione poneidered cormon and critical to

most offlcer joba. (See Appendix 3, Mumerical Tabularion.)
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RESPONSE T0 QUESTIONMNALRE

DEGREE (OF DIFFERENCE | STANDAKL
FURGT LONAL AREA BETWEEN ACTUAL AND LEVTAYVLONE
IDEAL {X)
w#ﬂ
ADMTHISTRATION 1 2 k] 4 5
: 20. Preparing and Presenting 24 43
i Repar L&, ot m— L
21. Completing Efficiency 1.7 1.08
Reporta. F .
22, Keeping Aczuorate Unit LE6
Racords. 26
23. Keeping Superiors and 92
Subordinates Fully p—— 7.}
Informed.
SUPERVISING PERSQNHEL
24. Civing and Relaying Sound 25 .86
Orderg and Inatructicns. )
.25, Delegating Authority. 30 1.0h
26, Locking out for Walfarwe .20

——
of Subordinstes. 2.8

?7. Setting a Good Exanple, : 18 .32
28. Encouraglng Ideas. .1 1,96

29. Giving Reasons and ———T A
Expl anaticone. ) :

3. Assisting Subordinates G4

in Work. F 18

Figure B-5. Behavioral Correlates of Ideal-Acenal Yariance.

MOTE: X represents the mean arithmetic remponse, expressing desree of
difference barween idmal snd exisring standards, baped 4 siéale Irom
1 {"no difference") to 3 ("great difference").
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LEGREK OF DIFFTRENCE | STANDARD

l’ FUNCTL0HAL AREA BETWEEN ACTUAL AND | DRVIATIONS
i . - e aem . . - . .
(CONTINUED 1 2 k| 4 5
31, Evaluating Subordinates’ L9n
Work, e .6
12 bBelag Loyal ko Subcrdicates. oS 4 1.00

PLANNLNG AND DIRECTION

. 33, Taking Respon:ibilily for r— {7 99
m Plun: and Actlons. )
34, Applyina Hon-hiased 28 85
Judgmene, |— .
, b 35. Taking FPrompt action. 2.5 93
36. Giwviug All-out Efforc to i «85
paglpred Tasks, 25
ALCEPTANCE OF QRCANLEIATIONAL
RESPONSIBILITY
37. Complylng with Orders & B3
Directives. 2
38, Accepring Organizational h 23 . B4
Procedurss. )
9. Subordinating Personal .99
Interests.
40. Belng Loval to Superiocrs. .09
4l. Cooperating with Associates. A2
42. Showing Loyalty tw L80
Organizatlon.
41, Taking Responeibiliky for L4l
What the Orgenizatinp Does.
44. Assuming Official Fiseal O
Responsibility.
45. Assuming QOfficlal Property .99

and Materisl Respoansibility.
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‘ - TEGREE OF DIFFERENCE | STANDARD

: : BETWEEN ACTUAL AND DEY EATLONS

L LLEAL (R) -

_ ACCEDTANCE OF PERSONAL

i RESPONEIBILITY 1 2 3 & 5

46. Attending to Duties. 2.4 8l

E 47. Maating Commitmentas. i3 . B0
48. Maintalning Military z.5 .98

AppeEATATLA.

49, Adapting io Associutes. 2.1 .71
50, Adapting to Jab. 2.2 ' LT
‘51, Being Fimencially ! .

Responsible &3 dn r!,l
Ind{vidual. .
52. Satting Stendards of

Parsconal Morsl Behavior. 2.6

MILITARY FROFICTENCY

53, Developlng the Skills 24 48
Required for Fresent ’
Agslgnmant,

96

Kaeping Alresst of Major 33
Developments Ln Army, 2 6
Branch, and Specialty '
Arod,

]
3
{
3
4
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| petailed Analysis, Detailed dnalysis in this cuse wea limited to
1 =

atody aof the results of a multiple linear regression analysia, with
quentionnaire Item 9 ue the dependent variablu, 4nd the differsnca
ralues of Iteme 20-54 aa the independant variahles. The purposs of
this analysis was to determine whethor the divergences within the

list of Functions represented by Items 20-54 weare valld predictorvs

of {i.e., collectively related to) the gross weasure of Jifference in

leen 9,

An ohtained multiple cerrelat ton coefflclent (r = ,6086' shows

the relatlonahip beiween Items 9 and Lrens 20-34 oo be positive and
moderately strang, indicating thak, callectiuely:'diveraencv'in Itama -
20~54 predicta for difference in Item 9. .

The coefflicient of deterttination [CD = ,3704} suggests that ths

i il T B T bl MOT T g

differenca sert.a of Items 20-34 accounted for slightly more than
one-third of che variance in the reiponse to Item 9. Clonsidering
the thousandas of variables cthat could be studied and the a2luaive
natu*e of values end value systems, the cocfficient -f derermination
is consldered adequate.
In rhe analysis of varlance for Lhe nultiple linear resrasslon
{df = 35, due to regression) 380, dus te variation about regression)
the F-value of 63879 indicates bt the rosules of the analysls are
statistically significant.
* IF “SIGNIFICANT" T8 DEFIRED AS DEGREE OF DIVERGENCE FROM IDEAL
VALUES PLLS THE IMPORTARCE OF TME DIVERGENCE TO THE FUTURE OF

THE OFFTCER CORPS, CAN YHE LIST OF YUNCYIONE: BE FURTHER
DISTILLED DOWH IO THUSE CONSIDERED "MOST SIGNIFICANT™?
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Ganegal., In quasticnnairs ltenm 20-54, respondants ware aleo anked
to svaluate, for each function, thi importamce of divargence or variance
within thaet functicn., Bacauss of the large number of ilceme and . rele-
tively small evaluative scale, this "imporrance messure'' was furthar
rafined by quaationnaire Part V, which raquested reapondents to review
the sntite list of functlons and indicate the three or feur they felt
" to ba mont significent.

Significance i{s subjactive, highly dependent upen perspactive.
¥rom the colléctive perspective of the 415 officers responding te the
questionnaire (not all of whom gompleted Part V) and on the basis of
four meparate procedural tests dimcussed in the detailed anelysis, che
34 functions ghown in the figure on the following page represant thosa

perceived as "most significant" co the future of the Officer Jorps.

Detailed Analyals, Using available descriprlve and analytical

scatlatics, a serles of loglcal apd sinple cests was applliad in the
detgiled anelysis designed to determine which functional divergences
could be considared ae "mwost significant.”

The correlation analyais (Annex A, Metnodology) was reviewed for
corTelations betwsen the difference measures oo Itams 20-54 and the
groes maasure of correlatisn on Item 9. Items wikii correlaticns less
than £ = +.25 were eliminatad.

Hean valusa for Itema 20-54 on both the difference scales and the
twportance scales wuare reviewad. Items whose mean valugs wWere not
abova tha scale mid-point on both scales were eliminated. This dual
ctiteria procedure i illumkrated in Apmex A, Figure A-].
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Total tewponasn to quastionneire Part ¥ 1ndleotiig which functional
divargerncas wers percaived as most pignificant werw racorded. The
frequancy with which aach Ltem appeared wis poted; those sppearing leas
than 20 times were aliminsted.

Tha sppaicance fraquancies derived in ths preceding test were
srranged in vank order. Ireos appeating in the lover half of the rank
order wats aliainatad.

Tast results for all items wers compared. Tho#e ltema which mat
successfully tha critaria of any three of the above te3als ware retuined

a3 "most slgnificant," ({Figure B-6)

Cbssrvable Diverganca.

Up to this polnt, this atudy haz assesaed the climate aof profaa-
sipnatism in terms of quantitative, manipulatable, objeccive fack.
The job functliouns Just digsusaed categarize behavion; and the data
employad serve to pimpoint the location and level of divargence.
These quantitativa data, however, transmit lictle of the fesling that
i3 an abaolute asgantial of coomunication. In short, the asgesament
thus far defines, rather than describes.

* WHAT ARE THE EVERYDAY MANI<:STATIONS OF THE "MOST SIGNIFLCANT"

DIVERGENCES TEEVIOUSLY DLSCUSSED? . . . CAN THEY BE TLLUSTRATED

BY SITUATIUNS &ND COHDITIONS FOLGND W1TWIN THE ARMY TODA'/?

The answer tg this question must come from the quallta' ive data
(Annex A), since 1t is thise data that carvy rhe "feeling" component.

Primsry raliance, therefore, now shifts to thit portion o che data
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basa (Figure 11-1) lebeled "qualitativea"--the £ollective uvpinion of
gtaup discuwsion and narrative wrlitten [EAPONEA.

The centent of Lnterviews, group discussion, and questionnaire
narratives was analysed by the controlled procedures noced previcuely
{Annex A}, “%his content acalyais produced & sarice of 14 divergance
or variance themes. Thesa themes, represancing the colleciive pecoep-
tlons of the entire ofFicer Banplc, deecribe the aituatlons apd
conditions which heet reflect the exiating varisnce bafween idgal and
attual valuea, They represent one important ingredient of the descrip-
tion of the prevailing climate,

= SELFISH AND AMBITIOUS BEHAVIOR; PASSING THE BUCK. This major
varlance theme defiinea the Army officer who lacké awareness of humap
relations; who places self firat—-at the expense cf Duty, Honor, Country,
the rrmy, and his subordinates. He is tha officer who wants to "make
his merk" and appear to his superiors as general officer material, and
¥t who 1a, in fact, somewhat hesitant to lead, to make decisions, ang
te eccept reaponsibility.

- MISSION ACCOMPLISHMENT --REGARDLESS OF MFANE OB IMPORTANCE. This
vATiance encompasses the officer who has the automatic "can do™
reply. . . . The commander whe attempts Lo accomplish every mission
regardless of its importance or che capacity of his unic. This
1s the commander with a narrow vieilon of oversg]l miselon and a dia-
arranged peiority of chiactivea.

- POOR ARMY IMAGE. The poor Amy image 1s an internal am well as
in cxternal problem. The Internal aspect is etphiutized by the lack of
adequate post facilitiex including housing medical and denta: facllities,
the Commissary and Post Exchange. The external portian, of lagper
slgnificance, Iz the synthasis of: the misconduck by Some ramking
membara of tha Officer Corps: a general porerayal of tlhe Jilleary-
industrial complax; misrepresentations by the news medis; the Mylai
and Green Beret cases; and few at the scat of gutherity willing to
"vell 1t like it ia" and defend the wiileary ingtiturions,

- ACCEPTANCE OF MEDIOCRE AND UNSATISFACTORY OFFICERS. Thare iz some
tendency on the part of newly commissiuned officers Lo be vomplacen.
There is at the same tluwe a reluctance on Ehe Fart of the middle and
upper grades to weed cut the medioerity and Incampetence in the compaay
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Jade Tanks, There 1a & widespread Accaptance of mediocre offlce s in
the middle and upper ranka who have vrerired on active duty " who
provide lltcis incantive for junice pfficers, and who ate of marglinal
valus to the service.

~ DISTQRTION OF REPORTS--TO INCLUDE THE UER, There is 8 widespread
diptortion of fact in reports. nhe DEficer Efficlency Repatt was the
ocek Frenuant.y mantioned wiample of diatorticn. AWOL, UBARY body
count, and MAGY pacificution raparts wca additicnal exsmples.

- UVERSUPERVISION AND SOUELCHLNG INITTATIVE; "oop T ROCKE ThE BOAT."
The layets of bureaucTacy srifle innovatlve idess anu tneultive thinking.
Senicr officers shy away from ncw ldeas, faar nistuke. . The supervisory
mude of the "squad leaders in the aky" is prevalent.

- VARYING STANDARDS. Manv senlor gfflcers disregard regulatiany
and direct'ves while demanding strict compliance by the lower grrdes.
Moat frequencly mentioned waa the percaption that the highar the offi-
car's grada, the greater the probability he will : ot receive punishment.
The “can do" commander, eager to please the boss rather than do what 18
requited for the unlt, paging and sustaln® the upward spiral of unequal,
imrealistic werkloead ann reward.

- ARMY SYSTEM OF REWARDS.S Thare is an apparert fustering of a
aystem which rawarda the driving officer who, over the short tun, "gets
the resulks,” but wld oveT the long run exXacts & terrible cost in human
valuge. &8 @ result, conmanders reward thelp unlts based largaly on
reporta which are prepared Lo reflect only the favorable alde of the
unit. ‘This taclt approval of distorted reperts by commanders hes Bbuilt
a falpe roward system. There are many inmcances of the award of waler
and meritovious madals Lo sanlor officers for guestionable deads in the
ayes of thelr junier gfficers; .., the Vperitoricus’ ot Yegpulative”
award of rha Silver Stai. Compgnders and covYLs fall to punish offsnders
for obvious and serlous viclations of standards.

- TECHNICAL INCCMEETENCE. The man? branch {mmaterial duties causa
the middle and uppeT grades officers toﬁluﬂa their brauch proficigncy.
Lirtie attempt is made to madter e ?etaila of the job or upgrade one's
information upril placed in the poaltics of rasponsibllicy. This con-
donad devalopment of porential incompabence 18 incraascd by dispropnr-=
rionaLe emphasis on such peripheral Urqrkets" as che graduate degree.,

- LYING, CHEATIWG, STEALINC. This variance 15 13lustcated by Ariny=
wide: signing of false certificatas, falsification of flight records}
condening of the unilt chisf or acroung-r; acceptance by middle and
upper prade offlcers of vbvicnsly disterved reports; Falsification of
Tov trips four BelE gain and the attendant cravel Dpay; hiding oI costs
ynder warlous progromai placing 4WOLs of leave to0 satisfy commat.der’s
deaire for "Zero Defoct' statistics.
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- LAUK OF ESURLT AND PRILE., Thiw warlionve vocomprescs the tolerated
lack of drive and pride in thao Army, the lack of pride in whe'd sall,
and toe resultant larinens, obemity, and lowered stundarde ot personal
appoarance. 1t L fowtered by instabllily in dedigaments,

- TOLERATEL DEVIANCE. “here in a Lewitoace or even Fallure, at
ali levals, tuv eliminate these who tend te lle, chuear ov wteni. Sealurs
full to set and enforce proper standarda of ethies and profesnlonalism,
Fallure to enfocce lends credomce to any wuea of hypocriay coming from
uther AOUTCHM,

w ONE WAY COMMUNLCATIUNS., Ihere 1A & werious broskdown Lo ioter-
poenonal comunications which im ideutlfied by a Fallute on the part
ol seplors to Maten to thalr auberdinatos, and o mathked tendency o
talk at rathwr than with the aubordinate. The Arsy talks much about
thin; does little. The nweed for junior officer councils has “"Egce
valldity,"” but reFlocty derelivilon of a time-howured commind respon-
aibilley: Know your men and loak nut Eor thelr wellare.

- LINALTY ABD DEDICATION. These badic Ingredienta af suldiering
ara neldon projectwl down, ot doruRd.

* IS THERE A RELATTVE ORDER OF PREVALANGE AMONG THERE [NDICA-

TORST . . . ARE SOME MORE WIDELY PERCRIVED THAN UTHERS?

In one phase of content analynis, a group af judges, using a derl-
vatlon of » qunilitative analysla procedure known an cthe "g-Sort TerdinLqua "
{Vpoom, 1984}, recordad the frequency with which divergenca or variance
thomes eppoared ln the written parvative reaponsss (Parc ¥) eof the
quentiounaites, The List of divergenca thewan wied lin this analyeie
doas not correspond precisely with thowe previously discussad; never tle-
lews, the Troquency tally male by the fjudges [1lustiates yulee clearly
o relat lve oeder of perceived prevalence nmong the indleaters ul
vir Lance. Hicse data, sommaclzed Lo the (igure on the tollowing
page, should be inlerproted with an avarenssd that the aunbata Hhown

represenl provulence, and not, neceguarily, lmportrued.
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RECURRING NARRATIVE DIVERGENCE OR VARIANCE THEMES

b (YROM 415 RESPONSES)
,...I J:'*.' "'I-‘,"
ot !"6‘ .I!.':I:.
i . THEMES NUMBER OF BERPONSES
j. TDistorticn of reporta = 189
including OFR.
: 2. Salfighfambitious 166
. ' behuvicor; passing the buck.
5, Oversupsrvisica, Maon'k 119
rock the boat."
4. Tachnical incompetence. 101
5. Varying standerds {grades, . : 86
gnita ). i
6. Lving, cheacing, atealing. 0 4
7. Acceptance nf substandard . 52
officer.
B, Army svatem of cawerds. 48
0, Lack of esprit and pride. 43
10, Poor Army image. 34
11, Mission accomplishment il
regardleas of means oY
fmportanca.
Figure B-7. Divergahce of varisnce Thames
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T OTO WHAT DIGREE AN THRSE LHULCATORS {."LND THEIL PREVALANCE) BL
CONSIDERKD AR RUPRESENTATIVE OF CONDITIONS EXLSTING THHOUGHOUT
THE OFFICER CORPH IN I1% ENILIREIY?

The flrat data analyzed were those brought back by the discusslon

group Leada}rs. Eavh team was debrivfed nuparately. e rvcﬂrdud.

debriafing aesslons show that, itteapa:ti\re af tlm boat viaitud ar tha '

B.ruﬂe ievel of che dlsq_uauian BT Ay the HETE divﬂ___guncﬂ thdmﬂﬂ
nppasced . | '

The writtan narrnt_.i,\.ru responacs co the questinmalce were studiad
iater Lo the analysls phase,  Ageip, rhe sans chemps gppoared--and
wleh wuell the gnie Intensity, Thie ﬂuppul‘l.zﬂ the repregantolivenags of
the themed, but 1t olso suggests that the vidws of divergance held by
an off leer gt the "public” level (group diecussion) Jid not differ
gesatly from those held ac r.hlﬂ individusl and ..-..'munmnua "p.rtu.nte"
level {(quedclonnalrel.

Furcher, there tg a marked ailmllacity Lo the Jw{-.rﬁnue uuunwrud
by this apacastent und that notad i:n a Buries uf: informal Bnminm‘lﬂ
held at Department of the Acmy level prior te inltiatlen of this sore
riguroud dcudy of profesaiounal fam, |

A tinul suppoartk -:f.thl:z l'u‘Lﬁri.'Ht-utut;L\mnu.u:-l ul the lodivators dis-
ciagod Lles lu one of Che werksheats used by cte discusdion leadors.
At the begfoning ol the etudy, duriog problem definftion, tea condi-
tlons or situatlons wire Infermally bysotheslized sa L lusczat.ve of
existing var{snce between ideal and sotual values, .. Discussion
Invadery wore anked to eviluste, un the baaly of theilr {oteraction
wltiv divcusslon proups, the degree to whiloh of ficced were concernod
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gbour thege ten conditlons. The results of thls anpalysile ar; depictad
in Figure B-8 on the following pages and ave compatible with those
obtalned through the more preclse anulyséé.diaﬁusaeﬂ... |

; h - In aum, 1t 1is djfficult to divavow ;he.percuivgﬂ exlstence of the

problems identifisd by this quantitative and qualltative dssesament

o - of ﬁrufénﬁionaliam.

CAUSES OF VARTANCE.

The officer behavier illustrative of a différencg Entﬁaen idéal
and actusl volues las been operatinmnally defined and aﬁhjeéti#&Iy
dascribed In comslderabie detall. Addttiunaliﬁ, gince 1nﬁiv?duél
perception ia go intricately invalved in lntetpretatlnn wf adherence
ar divergence, the difference ot variance has beeh examined from the
points of view of differenc srade lavels within the Officer Corps.
Adggessment , per de, is cesentially campleted. The thrust of this
study now shifts from assessment to diagnesia,

® WHLTH APPEAR TC BE THE GAUSES WHICH UNDERLIE THE ﬁIVERGENGE

PREVIQUSLY DISCUSIED?

In attempting to diagnose cause, 1t ir svident immediately that
cadge and eflect gcantbot be peparated with precision fnto mutuwally
exclusive categories. 'They are iaterwoven. The distortion ol an
OER, Listed earlier as an dndicator, is an gffect. Hewevor, It couses

{in wart) the acecptance of mediscre apd unsatlsfactery officers. The

intarrelationships are extremely complex, a5 [llustrated by the modde 1
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COMPOSTITE PHﬂFILF OF DISCUSSION GnnuP LEADERS'

RESPONSEY 10

"Your estimate of the ralative aense of cuncern nr urgency resardiug
ten speclfic poinka.”

Lo
Non-éxintent

or : .

i L, s 2

SPECIFIC POINTS

- Pressure tnlﬁet the jbﬁ
Aena regardleas of the

mathods; nisaion first

regardless of the 1mpor- -

rance- of the mlsaiun'

. énd justifies mesns.

Brive for personal suc-

waad and career ""ticketa™
- trhes precedenrs oval

the lonuer range goals
of tha unit or the wel-
fare of the troops. '

Oversupervyisioen gtemn-
ming from atn attewpt
for te miscakes ab
any ' timea.

Impact of th. "permis-
give' trends of our
gociaty oo discipline
and vrofessional othics;
a dilution of tradi-
tional standards within
the Dfficer Corpe
resulting from the
preseures from cutalde,

Statistical indicatofs—-
AWOL, bady count,
weapons lost, reenlist-
ment rate, CMMI scores,
axpert markemen, eic.--—
have assumcd inordindte
lmpcrtance} thev tetipt
officers to chaak.

Freguent But
"Hot Bipnlficant

 Extremaly
High
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F.

H.

I.

SPECIFIC POIMTS

Officers are not highly
competent in thelr duties;
this i3 cne cauwse for
untvalistic standards,
poor supkrvielon, over
sauparvigion, usa of
statiatical indlcators

in place of “professional
judgment,™ atec.

Dizenchantment with the
leaderahip or integricy
of (JUNIOR) (SENIOR)

of ficers.

"Politice" or faveritism
in selecticn, prometion,
prestige asaignments,
etc.

Difficulty In communlcat-
ing with senior officers:
"mobody liatens or under-
atands."

Loyalty seems a "one-way
atreat." It goor mostly
up, ravely down.
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shown in Figure III-1; nevarthelesa, an understanding of caude must
be eatgbllished as & precendition for solution.

Tn the present study, the diagnosis nf cause was not included in
the collection of quantitative data, alnce to heve done so would hava
restricted the conslderatleon of causes to those iimted on & question-
naire. Instead, the search for causde was approached directly, and
througl gualitatlve meana. Parceived cause was @ central 1tam in the
discussion of dlvergence; “causation' themes were .ucatified and
Jegcpibad. There is understandably a degree of cverlap with the
sarlicer noted divergence themes. In terms of the cethedoleogy employed
in this study, themea lisced below Tepresent the causes underlying the
divergsnt behavior previously discussed. Many of them lopieally mwer-

lap. They are derived fram hoth reported percaptions and analysis by

the study group.

- Wo TIME OR EXCUSE FOR FAILUHE. There are no allowances for
fallure. Mistakes are seldom condomed. Both guest for and receipt
of accalarated promations provide litcle time to guquire a wide wvarlety
of experience. 'The press of the & or 1 month command tour leaves
1irtle voom for counseling apd delegation of authority. There is a
prevalent feeling that “one mistake will ruin a carcer. Tuere ir little
freadom to fail.”

~ TECKET-PUNGHING, To succeed, one pust command {preferably in
combat), derve gn high level staff, ete. Officers go to unbelievable
iengths to get che "right" aszsigoments necded for promotions and
scliopls,

- STATISTICAL PRESSURES. Upper ane seunior commanders sec unreal-
istic goals. At lower levels, prefzssional principles are sacrificed
te the production of "resules,” There are myriad requirenents for
certificates, reperts, statistles, Many feel that statistics are
used primarily as an officer apprafsal tool rather than as an adjunck
to resoutce managemeil.

— IMPROPER GUALS, DEMANDS, AND QUUTAS. Unlts are given too meny
nmissions, too many lnspectlons with wnclear ot ingignificant purposcs.
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There is an abundance of "busy work" and wasted effort generated by
middle and uppet grades, Resources are often obvicusly inadeguate
ko accomplish the misslen; e.g., & unit At 40 porcent strongih
attempting te maintaln 100 percent of its cquipment in a Mrero
defects' moda.

'. - LACK OF STABILITY 1N LENGTH OF ASSIGHMENT; SMETIMES INADEQUATE
: TIME IN GRADE. The 6-month command btour fosters a lack of persomal
1 knowiedge of subordinates' capabilities, leaving little time for the
devalopment of professionalism. Fasc ptowntions mean limiced okper—
ience and superficlal understanding of azsigned duciss, Rapid
promoticn te captaln is a particular case in puint.

- PRESSURE Tu i.FMiia LOMPUETITIVE. There is unhealthy compekl-
tion for command and Fur vertain ataff posicions, particularly withia
middle and upy-~ gradc:. Further, offfcecs hesitate to admnic weak-
nesses - .d frequently cover up mietakes wich lictle consideration of
the condequences,

- COMMUNICATION TECHNOLOGY. The heliconter and the radio have
weakened the chain of command. With almost "Jeal time" reporcing
systems, there is little opportunity tu explain or discuss problems,
or to glve guldance. Statistice are transmitted vapidliy i but
egaentlsl background information often does not come tht cugh.

- BEQUIRING EXPERIIZSE IN TOU HANY AREAS. fGiven the emphasis on
Ygeneraliats" rather than “specialists,” the spectrum of normal duty
asslgrmante 1is ao varied that it is dilficnlt te be woll preparca.

-~ PERMISSIVE SQCIETY. The intsrpretation of "Dyt v~Honor-{ountcy"
is influenced to some drgree by contact with the more pragratic
values of contemporary society. Younger officers will often accept
the prevalling values of the '"real worid," althiough they rerogadse
the disparity between the ideal and the accual situation.

- EE\WIREMENT FOR MORE OFFICERS. The varld acclvarLon of poew
anita without mebilization leads to dilutlon of cxperionce and, 1o
turn, to more freguently mediverc and unsatisfactory job performamui.
Standards of commissioning are lowercd to some degree.

- INADEQUATE ELIMINATIOM OF QFFICERS. It ofren appears that
quality is not a criterion for promotlen. There is little wffore
ko identify and remove the "dead wood" at upper levels and che inept
at lower levels. Officers ohvicuwsaly lacking in inteprity are
retained.

— INSUFFICLEMI COUNSELING AND SELTING OF STANDARLS.  These
factnre bach relate to bhe development of younger officers. There
1z o widespread lack of tlme and techrigue for covuseling and
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comching subcrdinates in thefr duties. Certain exemples of middle
apd upper officers have utrong negative effects! lack of respect
for oiher peopla, low moral standards, drunkenneas, failure te
gorrecr, failure to support subordipates, prasccupaticn with retire-
ment .

- LIGALISM. Commanders often hesitate to take action for fear
of not having legal sufficiancy for their actions, or of becoring
entangled in s legalistiec administrative morasas. They want to be
Heoverad, "

— LOFALTY UP=-NOT DOWH. Subordinates perceive #& gross lack of
real intetest in thelr welfare. DResplte glmmicks and prograwms, this
lends sn air of hypocrisy to other policles and programs promulgated
by "they." Loyalty dovnward ia often sewn as dependent upon the .
subordinate's contributiona and achievements, Subordinates in trouble
are nat "backed up" v#hen they should be,

= FAILURE TO ACCEFT RESPONSIBILITY FOR OWH ACTION. Fallure snd
error arc prajected to subordinetes. Sweperlors discourage unfavor-
able "feadback" from subordinates. ‘Higher headquarters" alsc gets
the blame fraguently.

- LACK OF MORAL COURAGE AND SELF DISCIPLINE. There ls a maried
reluctance to adk superiors, particularly genercal officers, for
clarification and additional guidance. Junlor cfficers avoid giving

unpieasant orders. Some officers show little regard for moral and
ethical "right."

" @AM SOME ORDER OF PERCEIVED PREVALENCE BE ESTABLIBHED AMONG

THESE CAUSES?

4% was the case In the analysi= of divergence themes, the causa-
tlon themes appearing in group discussion and Ip the written responses
to the questrionmaire were guite similar. Thers werm few variations by
grade. The frequency caliy of the judges, which esiabiiehed a rank
ordear of occurcence among the cauvsatlon themez, 1s the hasils for the
illusirarion shown on the following page, and suggestt an order of

prevalsnce.
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RECURRING MARRATIVE THHMES USED TO EXPLAIN CAUSE OF VARIANCE

{FRON 415 RESPONSEE)

iq.
11.

12.

13.

14.

THEME NUMBEE. OF RESPORGES
inadequate couneelingfeatting 170
gtandarls by seanlors.

Unrealistic goale/quotas. 116

No time/excuse Eor failure. 113

Loyalty up - nat dovm. 108
preasyre to remain competitive 107

{faurvival).

Lack of gelf discipline 'moral 98
courage,

Failure to accept responsibility 91
for action.

Commnication technology. 91
Inadaquate eliminatior of officers 490
{automatic prnmutionafretentinn].

geatigtical” pressured. B
Ticket Punchiug. 7
Insztabilicy in assignments] also L%
in promorion, reteuticn pelicies.

Fermiselve soclety. 55
Requiring expertise in toD many 25
ATEGS .

Legalism: "be-coversd.” 21
Regqulrement for {ncreased nurber 2

ot offlecers.

Flgure B-9. Causatiun Themes
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L " DG THE OLVIOUS INTERRELATIONS AMONG THESE CAUSATION THEMES
PROVIDE A MEANS FOR REFINING THE LIST OF CAUSKES DOWN TO A
FEM THAT SFEM BARICY

If a {ew boelc oot cawser can be isvlated, solution 18 cbviously

simplified, This principle was recognized by the study and a con-

cected effort (collective judgment in group seminar] wee made Lo

diatill the list to & tore banle level.

An fnltial attempt was made to codbine within themes; 1.e., to
determine 1f two ot more themes werc sufficlently simllar to permit
the selection of one which would encoumpass the others, This effort
was upsuccesaful; however, as thege cauzation themes wave manipulated
and tested through study, cedefinition, and debata, ir gradualily
became apparent, slthough imprecisely 3o, that twe brosad areas of

personnel management mlght together incorporzte the lenger list of

moere detailed causacisn pllemes. This listing cepresents buk one of
many poszibis categorizarions of these themes. Several of the themes

obviously wight fit in either category.

"'.-'1-.!' [ e e 1o o =

The mzjority of the cawsal factors seemed to have ot least par-

tial origine in what might be vermed the Army's appraisal system,,
defined as Eormel and informal procedures whereby an offlcer is
evaluated; then rewarded, not revarded, or punished. Causation

thames felr to be related to this appraisal syatem are che follewing:

NO TIME OR EXCISKE FOR FAILURE

STATLSTICAL PRESEURES

PRESSURE TO REMAIN COMPETITIVE

PEEMISSIVE SOUIETY

B-40
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INADEQUATE ELIMINATION OF OFFLCERS

LOYALTY UP--NOT DOWH

FAILURE TU ACCERT RECPONSIBILITY

LEGALISM

LACK OF MORAL COURAGE AND SELF DISCIPLINE

The temalnder of the causal factora sppeared to he related to a
gecond gross category, termed the Army's asmignment mystes, del'ined
as formal and informal procedures und tequivementa existing in the
long-tetn process of officer development. The causation thamas
listed below sppeared to have partial origine in this asslgnmsnt
system:

- EXPERTISE REGUIRED IN TOO MANY AREAS
- TICKET PUNCHING
~ REQUIKEMENT FOR LNCREASED NUMBERS OF QFFICERS
- INSUFFICIENT COUNSFLING AND SETTING OF STANDARDS
- URREALISTIC GQALS, DEMANDS, QUOTAS
- COMMUNICATION TECHNOLOGY
. LACK OF STABTLITY IN LENGTH OF ASSIGNMENT ANG TIME IH GRADE

In summety, the iist of causation rhemes can be furthur refined
but, in the process, the galatiorahips bagome less clear. Second-
ordar causea do not "fit" their hase cause category with acceptable
precialuu. It is doubtful, therefore, that the resultant basic
causes, discussed above, are gufficiently inelusive or definitive

to warrant their being labeled ae finite "basic" or "ropt" causes.

B4l

T I e e T 2 T T A S e RN T R AT SRR s ki B o ot - i
a el L e e T



They can, however, ba uiuﬁad as inicial and tentative start pizlnta

for soluticn.
SOLUTLOR,

The objective of polution, in rerms af the conceptual modal of
this atudy, 1a to ruduce the difference ot varlance bacween 1denl

‘nnd metual values, In the sections thut follaw, the means whereby

g TlE

}jﬂbin can bs accomplished are develoeped, baginning first ac a general

L

Jetel of solution.

® WHAT CAN BE CONSIDERED A5 SOME INITIAL GUIDELIBES FOR SOLUTION?

The SEectrHEﬂQ;_§nlutinn.

Tarly ;h}tﬁkyﬁfnblim definition phase, it wad gvident that mot
all pruhlemﬁlgndlglusan would be subject to corrective acclon. Due
ro the nature of ;;luna and walue systems, & "gpactrun of solution,”
a5 illustrated in Figure g-10. on che following page, appears to 2e
an appropriate guidaiine. The spectrum expresaes a range of alter-
anative approaches. These AT dé?ijed from the necd to recognize the
asaentially unchanging chacactet uf‘ uman naturéej the changing value
aystems of portiens of society; the sus eptibility of some ptoblems

only to long terh, {ncremencal sol ns} and the_certain impoteénce

of placemeal solutions.

The diugnoals of cauoe, previously discugsed, aoints undeniably
to traditional and contempoTasy agpects of the Army's perscnnel
gyatem &5 AN inizial guideline or starting point for solution. [t
becomes clear almost immediacely, however, that other systems of the
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Y ay's shtructure are nlso {uyolyed. Copslder, for example, the
cradlness roparbing ayatam, While the prcaonne] aystem can ba
ivoked to as on Initial starc pelnok, all Facets of acmy operatione

and policles must b addressed o Ffuemulating solution plrornarived.

Congletency af the Data. - Auy concapbr for solution mist view Lhe
lita base in totaliry, The rotal ioputs, & woll ag thy apnlvyin

aud wearch for underlying causes, then form an tntegrakad ol
conuletent paitern.  Thuw the quant lcative result Lhat alwwed

wenior offivers as a grounpy devlatiog legs numerlcally Erom fdeal
standards chan did junior offleers pocape, (n owerall pevspecklve,
domewhat lese cveassurlng than opo wight lave assumed Lo viswing that
finding ln dgolation. gimileely, the role of the “permlanive society”
or the intrusion o che “commerical ethic" bocamy lTods refevant as
Iped tate catses of varisnee [row Ldeal standards,  These scclotal
PrAELUT A A med, upon closer scrutiay, toe be GRAVOTIAY BRI
rather than direct cauvdsilve [orces. LU Was, for esample, tha uncun-
trolled ambitbon of the companler ad Dig ot e {hgoghiloss queat

for a personal image ol perteccion that appated 1y vl the wlim-
tion in wideh the Junfor ofFicer wbma b L] Tewrtert vepoavta, Whille
sacietal condit loning might luave anltened the Junlur ol leer's
dofenacy ngalngt canpremine of stlical stomdagla, sl cowdit bondng
wag it the prim: lmpﬁtus Lar ant coempronlye. Takon o a whole,
partlcularly Lo Mght of the qualliative dnputs which vt 1l hed the

count palpts withily which the Tusbut ofFleer s placed aml Pl P b s
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inposed upon him by hle socniers, the responsibiliry for systemic
defects shlfred cnnniataﬁtly toward che senior of€lcers--the lieu-
cenant colonels and above.

This shift, cveinforced by atteﬁptﬂ to 1solata "root cauges'
and consolidate themes of cauagiity;"n 9upﬁqr;ed hy indepéndent
flndings of ﬂllied.studlaa and observations {Uﬁhﬁ,.Franklln Inscicute,
0PD}, Zorced a search Eor cufrectiue measures in the Army's pelicies
and procedures as well as in the obvicusly less fertlle grﬁun& of
basic human behavior. It is in fﬂct.aﬁ optimisric findlng ﬁhat
seemingly correccable Elaws in varigua'nelf:depiﬁned Arty aysbems
might be prime causes of variances from [desl stasdurds. This situa—
tion portuendgs greater possible auccess for nnrrectivé MEASUTreE than_
If the wystem design and management were perfect but humaﬁ naturs
and asccletal pressures were relentlessiy subverting the zystam.

* ARL THEHE SOME GENERAL SOLUTION CONCEPTS HWHICH CAN SERVE AS THE

BASIS FOR MORE SPECIFIC SOLUT1O0N MEASURESY

Tils wtudy has shown that in the highly subjeccive ares of values
and value systems, 1t is d4fficult to move in direct, precise, lock-
gtep Eashdon from lndicator, tv cause, to baslc cauwse, ts solution.
Twa proklems +ela’ © ko & third, and then cellectively produce anuﬁher.
There are, however, cert.1no solild solution concepts which remuir frag
analysis of the dacs.

Quastiopnalre Part ¥V, without restricting the options, requested
tha respoudéuls Lo propose correctlve measures which might be employed--
regardless of the effort rvequired. This freedom from rescraints was
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é;tablished sc &5 to widen the range of alternatives that might be
dovalcpred. |

[At this point, it Is important to mate parenthetically the large
proportion of War College atudents among the questionnaire respondents
(Annéx A, Methodology). These individuale, repragenting a future
yeneration of hrmg leadership, expressed deep concatn with rause and
ef fect--and theit proposed molutions were not greatly influenced by
organizationel blaa, The nead, in this aﬁlutiun-ariented exploraLory
study, For the applicatdon of their coliective exparience, wiadon, and
quality, accounts in great part for the non-represemtative nature of
the scudy sample.]

Narrative redponses to gqudstlonnaire Part V were processad Ly tﬁe
Y-Sort analytical procedure previvusly mentioned on page B-30. From
thls“prucess,.the group of judges developed a list of five "solution

thewes" which can be conaldered as baaic solution concepts in the

deveglopmant of mere specific corrective measure. Theae nm"ltiapl;.‘i, and

the frequency with which they were propased by respondents, are fllus—"

trated in Figure B-11 on the followlug page.

s
q " WHAT SFECIFIC CORRECTIVE MEASURES, READILY TRANSLATAELF IRIO
% MISSION STATEMENTS, CAN BE DEVELOPED FROM THE LIST OF SOLUTION
% CORCEPTS?
3 .
. Tha Solutions propssed in the qualicative data, canceived wmder
A
E conditions of limlted restraint, can be laberad "naive’ and "idealintis™;
% they are, nevortheless, representative of the expectations of the
A respondents. To the degrse that 2xpectations polnt to ideal condi-
5 tions, the corrective actlons proposed point to che obizorive
A
f A-46
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. RECURRING WARHATIVE SOLUTION THEMES
: ' (FROM 415 RESPONSES)

it el

THEME ' NUMBER QF HESPONSES -

- 1. ‘gmphasis/attentlion on - 222
part of sanfor officers : :

2. Peward aystem: OER - : - .' 200
promotion, asslgnmants,
schools, and retentien,
avards & decoratlons,

3, Communlcation (inter 96
peraotal ).

4, Stabilize personnel ' by \
policies & assignmencs.

5., Utilize varying degrees ' 47
© of talenr - allow for . :
speclalization and
retentlon of solid now-
promotable officers.

1.

Figure B-11. Eniufiun Themes
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estgblished far seolutiop: teduca the differgnce betwean sccual and
ideal eonditions.

The final list of solution menpurea rests upon ne epecifilc proce-
dure or anmlysie. The foundation of these wezsuree ie = eynthesis of
the findinge concerning! the existence of varlance, the perspactives
of grade levela, the behavioral correlates of ﬁarianna, and thelr
everyday maﬁifeatatiﬂns, the percalved cavsal factors, and finally,
Jthe straightforward expectatinna of all who participatad in thia
stuﬂy. Theoe findings, carafully and colleactively cousidered, indi-
cate that the followlhg are necessary:

(1} Disgeminate to the O0fficer Corps Che partinent findings of
thils study.

(2) Promote an aimesphers vomnduclve to honest communication between
] ~ Junior and senior officera.

; ' £3) Outline atandards for counseling of mubordinates.

{4) Hetilwate the competent and facllicate the elimination of the
marginal péerformar.

{5} Enforce adherence to atanderds, with genior pfficers sarting
the ocxample. )

(&Y Focus on rhe develnﬁmﬂnt of meagurable enpertize.

{7} ERevise certain officer asslgnment pricrities and policles,
inciuding policy regarding che duretion and eseentiailty of command
tours.

{8} Reviase the officar evaluation systems.

{9) TRevise the concevt of officer career patterns.

{10} BRevlse promotion policier.
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ANWEX B

APPENDIX 1

ANECDOT AT, THPTT

" PART I - Selectad Pepresentatlive Narrative Comments from Questionnalres,

1. Questionnaires were distributed co approximately 410 officers
ranging in grade from second lieutanant to major general. Listed
below are selected narrative comments cbtalned from these questionnalres.

2. The comments ara grouped under broad descriptive headingsa.
Since many of the comments could be placed under more than [ne heading,
the groupings are somewhat arbltrary; hoewever, cle comments are direct
lifta from the questionnalres and are reprasentative,

Standardas

CPT: The young men in the Army today need and expect their leaders
te set stgndards of moral behavior.

CPT: 3enicor officers seem to live under the standard of 'do as I say,
not a8 I do.”" In my last sasignment I witnessed senlor officers
doing tnings that 1f done by an anlisted man would result in
courts-martiesl charges. :

MpT: FPride in prefession promotes professicnaliem, Renewed affort
on the part of comnanders to emphasize Avmy cradition and
formallty would, in wy opinion, eld in developing and main-
teining the neaded asprit de corps.

MAT: The biggest failing is setting the example in the 10-20 year
service majors and lieutenant colonels who simply are walting
out the retirement requirements. . . . The inflated OER's hide
these pecple at DA, but fleld action could put the burden of
adequaie performance or "out" on thepe individuals.

COL: The military muat take action ta overcome its willingness ta
accept wediocrity., With few exceptions what I feel to be the
most. serious problems stew From thia pravalent actitude.

(OL: Th2 Amy encourages "free~icaders” particularly in the middle
grades . . . by preparing himself for retlrement a: the expense
cf his wilitary duty and genmeral competence.

B-1-1
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CPT!

MAT!

Col:

There gre tog Many nonprofessicnal, imcompetent, hangers-on
in the Army. . . . Ungualified officera should be gotten out
of tha &rmy . . . aa it is now, all prometicna up ta 05 ave
pretty putomatic.

The only current decorations 1 admire are the DSC and Medal cf
Bonor, all others are talntedby too often being awarded uo

people who do not deserve them. . . . Duty, Honer and Country

is becoming—-me, wy Tater, my endorzar, meke do, to hell with 1t.

Digeipline 1s the foundarion of the Army . . . but somehow it
fg deterisrating. This atate of affairs 18 [due to] the
pressurds and requirements which erode discipline and fovce a
false aet of leadsrahlp prineiplea upon commanders.

My axparlence has been that line unlts oparabte batter at cadre
gtrength of high caliber than full strength of a mix of high
and medigcre csliber offlcera. Our Officer Corps willl anly
be as good as our determination to eull it te f{nsure high
etandards.

Senlor officere fall to et the example by adhering to standards
of Duty=-Honor-Country. Many a svhordinate has been sacriflced
to advance the career of a senior. A policy of strict and
ruthlese elimination of officers whe do not adhere to Lhe
gtandards . . . would do much to alleviate the situacion.

There is ample evidemce of high level (including generals)
moral laxmass which In no way is reflected in promotions or
assignment limfitations or sanctions. Ratingas are solely on
results, no matter how gbfained. . . .

My suparior was a competent, professionel, knowledgeahle mili-
tary officer that led by fear, would deublecross anyone to
chtaln & star, drack too much and lived openly by no moral
gada. He is now a BEI

Toc much attention is being given by the Army, through its undue
emphasis and policiea a8 well as by individuals, on personal
advanecement or "ticket punching. ' Our professionalism as
soldiers has therveby been degraded.

. + + Zero defects complex whiech says that nothing short of
perfect 1a acceptable. 5o long as an officer is held person-
ally reapenaible for seedng that mo mistakea are wmade by hia
pubprdinatas he will have difficulty passing authority to them.

E-1-2
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Integrity

¢oL: Lack of courage to admit erroc/failing leads subordinates to
hide information that superiors ghould know because the aub-
ogrdinate feara for his career. this 1e as much & condennation
of superiors who will not tolerate mistskea as it Is &l —
srdinates who lack fortitude to gdmit them.

CPT: Far too meny majors and lieutensnt colenels turn qut Eo be yead

. man for the purposes of recelving a good report, . - - One
axpuple 18 availabilicy of alrcraft in BN . . . is not only
exaggerated but glmost inhuman working hours are often required.

MAT: Scaff ocfficmre and Bn Cos diatori reports to either justify
* their existence or perpetuata thelr own caTEEIS. . -
: LTG: Dishonesty has been forced upon a great portion of the Of flcer
Corps in rendering efficiency Deporie. and the junior grade

E officers can see this and dom't like orv underatand the rzason.

17C: There im & lack of moral courage anong raters to glve low effi-
ciency reports to those offjcera that desarve them. DEficers
relieved in combat and other assigmments continue to appear on
promotion and school selection lists. '

gl

MAl: . . . The system forces unethical reporting and practices, and
punishes vaxrdiation.

Li2y As a Ceptain 1 wad ordered to falsify a Unit Beadiness Report
by changing my coupany's REDCOW afte= the cutwoff date of the
report, 1 refused to falsify the report. My UER contained @
comment thabt "this officer 1s dogmatic and falls to recognize
the necesaity Lo ceads discuseion when the decielon ix mada."

17C:  Junlora sre just moTe 1dealistic. GSeniors, except for Some
generales, tend to jle (on 27153, AWCL, i1y, steal (leave atatus,
. club bills, checks) and cheat {avolid umpleasant duties, unfair
advantsge, etc.}, and wo one gakes this an issue.

Seli-Interest

col: Perhaps the mme trait T heve obaarved in fellow oiflcera mosE
digtracting to me 1s gelfish interest, particularly at the
sxpenae oFf athers and the militery geryica in general.

cpt: . + . all Tesponaes pertailn to grade 03 through 05. I feel cthat
oificars in these grades are more councerned with protecting
themselves then in doiug a good job.

-1-3
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CoL

CPT s

QT

col:

LTC:

cPTe

It iy disturbing to me ro chaerve officers in the middle grades
lie, cheast, distert facka, and take other measurés Lo aggrandlze
their own persondl CATEETS. . . - Thoelr conduct fools o ORE.
Sufffeient regulatory authorlty axiste to =liminate theose who

fall to 1ive up to the code, but 1t musl be conslstently enforced.

. . Commanders more oriented upon V[ dket punching' and not
taking any chances a8 long as they are in command . . . inhibite
what a truly good onil can acconplish.

Too many officers still worry about accumulating the Mpight
rickets" rather than performing at their pest in any assigoment,

. . . Pressures of the system to excel peraonally. It i=

thinking of vourself more than how your acijons will affect
ovthera below you,

Career Progression

The efficiency report 1s the mast disturbing administrative
farce in the army. 1t 1s = measure cf "follawing" and not
lending. Its welght in Npichatg of success" allowe offlcers
of incompetence in leadership to advance .

The Army has made it clear that an individual hes to have
"eertain tickets"-—without these he 1s in trouble as far as
promotions and assigoments are concerned. This is shoxt-—
sighted and does not wpake use of the talenta of Fhe individual.

Even DPO make assigmments on the basis of "this ticket must be
punched.” Command of a battalion is sought not to make a con-
tribucion to the Ammy, not Lo lead trynops and improve thelr
petformance, bul to fulfill a requirement for thr advancement
of one's career, Failure of aven minor tasks result in
elimination from competition for ¢colonel, war college etc.
Hance loyalty tu gubordinstes is given only in furtherance of
personal goals, respongiblility for fallure ig avolded and
judgment 1s biased roward "what 2ffect will this have om me 7"

With all eificicvncy teports balng high, the rendency in the

O[flcers Corps today ie to get "the ticket punched" regardless o
af the cost . . . the pethods used. The actltude of putting

forth cxtra effort to better the organization ia pneetred AL

taday .

No nne will take a chance leat his OER be lowered and his
oppurtunity for advancement thraataned. innovation is stifled
and confocmlty promoted. Inltlative iz ptifled becatse &
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commander . . . assunes greater contreol. Command time Yrokes

on A hallow ring" the romsander is there tu swing in vase . . .
srmeching should go wrong., Indicators much as CMMI become ends
in themsclves . . . .

MAl: The short periods of command enhance passing the buck, by a
cemmander, for failures of the unit,

MAY: The Army should redefine officer career patterns in an atfempt
' te allow an officer te atrain snd mairtaln high expertlise in
fover Elelds,

LTC: The Army has contributed to lrs own problem by everluading
Washington with talent ar toe expense of all other activaitics-—-
except comnand positions. Unfortunately these ossignments are
filled Erom the Washingtor pool by ofFicerr whe are not . . .
grounded for cormand bub wust get thely ticker punched,

Statlatics

£OL: The nilitaery requires success In evervthing. So supcess is
reported. Treining records, supply records ara two cases in
point. These lies then easily lead to othrrs,

CPT: The majorlty of my ussoclates were interested in keeping higher
headguarters happy—-false reporkts were the result. The rack
that wy leadership ability {s Judged by how many people L my
compaty slgn up £or bonds or give to the United Fund or Red
Cross disturbzs me.

MAT: . . . excessive emphasis on statistical data . . . when a
commander i3 roquired to report on himself., . . . Under such
g system, the honeat cormander who Teportr his AWOL=s, ote.,
gets into truuble while the dishonest commander gets promoted.

CPY: Through exposure the junior officer becomes aware of the dis-
sroporticnate emphasiz placed on statistics. . . . The young
officer 15 quick to recegnize this sitvation and complies for
his own safety.

MAY: Today efforts are made to quantify every facet of a unit's
activities, leaving the commander lirtle latitude to allocate
resources and forcing him to at least create Lhe appearance
of achleving a plethors of numerlcal goals.
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CPT :

[P

LTC:

HAT:

LTC:

LTC:

:

CPT:
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Comaguniicatiun

A problem does exist, it 1k basically one of cotmunicatdony 1n
Ioforming of fivera of hoth the standsrds to be aspired to and
minimum acceptable standards. .,

Only when a commandsr eatablishes an atmosphere nf freedom of
expresdion will he get accucata infoimation and he bellaved
whent he glves his reasons, Tralning in really listening should
be given tu all commanders at every echelon, They have to hear
what 18 Loing soid and also what is not being sald--which may
e more importwt in {he long Tun.

I feel the problem ariscy Erem lack of commumlcation between
more genlor afficees and ~he lunior.

Failure to pass ot to Junior officers results of Lhelr sugges
tions or outright ignoring thew . . . in some cases the upper
ievels of command actually are unaware that thev are unapproach-
abkle,

Theve is & gensral reluccance wo fane troops apd preaent a
cogent vationale for what has to be done. . . . Commanders

at each echelan should encourage and lmnsilst upon suburdinace
laaders talking more often and directly to the treops, listen-
ing to thedr ideas and guestiota. . . .

Mare emphasis must be placed on pressing ranking oflicers to
ligten as well as speak.

Therve 1z a crying need for mejors throeugh generals to do a
better job of communicating with thel: subordinates on a very
parscnal basls,

Keeplng the commander and subordinates Informed ie essentlal
in any military organizatien, Junlor officers are reluctant
to discuss problems with senior officers., Thus the problem

ligs with the commender ard senior officer to improve iines

af comminlencion.

Luxaltg

Loyslty tv suhordiuates gets largely lip serviee in the Army
today. Too many celonels and generals appear to want all
junior officers to suffer like they did. . . . 1t s¢ems the
more senicr officers hecome, the move hardware or systems
criented they become,

Loyalty seems to be a one-way street to sowe senior officers.
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CPT:
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Pacienca with and responaibilicy toward subordinates nerds L0
ba arresged at the highest leveld, We still treat out junior
officers and enlisted men as things rather than &g people.

Many senlor officexs feel that 1t isn't in thelc job descrip-
tion to help their juniors when needed, aAll etow ofren the
senlcr tekes the gutless wWay oLt and relievas the ub urtupake
junior and sluffs him off on scmecne else. . . - Quality officers
can ba made, glven the proper guidance and suppark.

It haa been my -xpurlcnce rhat the young of ficer of today haz
very little loyalty to his organization and ta a dagree to the
entire ATmy.

The apparent aubneryience of asonior comnanders ta public rela~
riong and the cbvlous fcar of congressional rebuke results im
countless instances aof eithar senseless directives or failure
t¢ suppurt subordinates. Twe gemeral trends in the Ofricer
Corps are aignificant . . - the slavery of the Corps Lo the
efflclency report combined with the ineguality of the report
ttaelf. The biggest problem is not the disgraceful behavier
of the hattalion and brigade lavel comnanders, but L resulting
affect on my contemporaries who seen anab le to avoid outdolng
thelr supericrs in demonstrating fear, obsequiousnesh and
{rresponiibl lity te subordinates ur self. There i a serious
inabilivtyr to disztinguish between servilicy and loyalty.

Little foyalty flows down. Compare proportionate]y the DUMEEI
of lieutenants through lieutenant colonels relieved doing opera-
tiopg in KV to the number of colomels or BGs . . . €L¥ors in
milicary Judgnent existed at all levels. . . .

Many wificers posgess 4 two-fold standard of loyaley. One to
the commander's farce, the other behind his back.

The szubordinate who evel suspects that his gupetrinr “glves a
damr! for him will give, without demard, more neallowshlp"
tha: & leader ever dared hope for.

The: Army Eails to allow a man the opportunity te leard thraugl
his mistakes. Too many copmanders axe the junior pfficer who
mukes one mistake.

fuperior officers should take A more parsconnl inteTest in the
prulessional development of all junior officers. 4 commission
as a 2LI does not WeAN the end of learning.
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BART LT - Selpcted Commonts from Field Seminars .

onejacing of une faculby membar and

ona sfudant &t the USAWC, ware sent Lo gix different locet fons (Forts
Leayamworth, Sill, Knox, penning, Euscis, and Hami'ton) Lo eonduct
caminars and cbtain the views of rapresentative officers of ull grades
oh the piate of profnaninnnlism in the Officer Corpd today.

1. Four aeparale Ceamd, &

2. 'The Leams ware debriefed separarely, and did not discuss
their spacific cumnents with members of other Leama ontil after all

debriefing sessions were completad.

3. Extracts of salectnd comments from the debricf of the four
teams, under dascriptive hesdings follow, (To malntain the promised
anpnymity, the Ceams Aare ot identified as TO loeation vi.ited,)

TEAM A

Desiped Standards

ao In crying to get axpressioni of what these officers thought the
jdeals ware, parhaps Duty-Honer-Couniry cdbe through the loudedt, in
rarma of trying to ident ify what the idenl should be . - high integ-
rity, high moral standards, high state of discipline wWersa expressed
and in every instance theTe Wis soma varlance from these high staod-

arda.
go The young®T officers appeared Lo have higher ideals rhan che

ganior officers. The ganior officers seamed to ba mora pragmatic
. . . the junior officers were more idasliscic about the Army's

gtandards.

ao  Buty comcists of 24 hours B day performing at tha bapt @f your
ability at all times. This wes thelr expression thal Was repeated

ovar and over again among the younger officers.

Asctual Standards {(Ganaral)

young officers was that money wod' b buy
da and valMes that cthey bold
anl when they

o Dne point made by thesc
them vat of the ATmy. Buc the standar
to be troes within Ehe gservice are not being gupported,

loge jdentity or priue in servine=-thay're getting out.

in athics . . . they all could idemtify, sorewhere in their

t4 who were chearing in thalr examinationa. Tndivi~-

dusls who have been caught doing this, .+ . - ware oli{minated from

the class but in oOOE gpacific caae raturned two classes later

in apother case 9ent on to fligat schaol. It appears that the
B-1-8
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Army has lowered (ts standards Lelow what they expact an officer to
be. They feel that because of the requirements of the Army today we
lave lowered our stapdards to accept people &s officers that never
ahould be officers, and they violently eppase thls., Younger men say
they would rather have shortages of officers than accept people

who are below tha standwrds of what an officer should be.

o0 . . . we're sending offlcera to seneol, to the advance course
apecifically, that have no business belng there and would not be
there 1F there wera DA promotloen hearis to captain. Other orficers
are graduating who should not bz graduaced--:hey've inept, to put ir
guice frankly. . . .

e R A —

mo  vhey believe that thern needs to be a better screenlng system.

Thiz cowvers two arces ., . . the standazrds of commissioning ere too

1ow«-they are talking about the basic course efficer, mew of flcers

from ROTC, from 0CS. There has Leen a drive for numbers. "We need

% number of guys wearing gold bars, henca we'll commnission this many

: people, wirhout regsrd .o--are they really capable of being officers-"

| This was expressed Ly every group we talked to. . . . Bume of them
itentified people vio did everything that they could to not be com-

miapioned and vet were talked into accepting commizsions.

se  The lack of uniform standards throughout the Apmy . . . standards
of appearance and standardas of performaance and gtandards in court-
martials, and this sort of thing. Problema that avury commande ) 1s
faced with today . . . the halreuti on every siagle post apd on each
post, wlthin unita, there is & different wiandard For halicuts and
commanders are fightlng a constant battle with this. What they would
like is a Department of Army scandird that is enioveed by all gom-
manders and alt commanders have to live with it. . . ., You get into
the problem of tbe Afre hairdo, one unit lets tham bush 1t our a mile
and the next wnilt makes them crop it dowm and the - they gel s real
problems. The hlack power salutbe--what is the D Jdicy on the black
power salutei Some unit commandars are letting . © men ude the
black power salutc and others are clobbering the onea that use it . . .
and these tvped of things are prevelant throughout the Army.

-

¢o They feel that there should be a directed DA gtandard or pollcy
that avery commender must couply with and this would moke their
praoblame- ag commander, pavticularly Junlor commanders. wWhere the
brunt is talken, essler.

o e i mrm my ik S’ sl

: oo Tne comphny srade offlcers observed a cignifleant difference
in profassional end athical standards, from the Ideal. They cited
specific examples of dishencsty, seliish behavier, apd 1. -ompecence.

oo They believe that the finest officers we have . . . now, CLhle is
! aot only professionaily, but in appearance , . . should be

E-1-9
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at ali the antry polnts of the service . . . ROTCG, rectruil b, baale
training and service schonla, and they beliave this without excaption,
The reason for this s that ome of the thiugs that they f(eel is most
important 1s & proper cxample belng set at the beginning.

lntegrity

wo  One of the mwst violent reactions we got was From the body count,
particularly from the young combat arms aificera recently back from
Vietnam . . . basically being given quotas, or if not given quotas,
being twld that chelr count wasn't adequate--go back and do ic egein.

. . Regimar tal {Rrigade) Conmanders direcring ehat the count be
reverifiod dnd upped, that it wes inadequate for the day . . . belng
told that they had a quoca for the day. - . . TIn fack they exprossed
concern that the President of the Uniced States was making decisions
on totally fuvalid information. Tlhe captalns were extromely concorbed
aboul this situation, They bhad no feich in the bedy count, in the
sunber of the enemy that had baen killed, Also the MACY pacification
report . - . they clted examples of being totd to survey about 96 units
in aomeching 1ike two weels., . . -

ot Mobody out there belleves the body wcoudnkt. Thay couldn't pussibly
believe ir. This is probahly the most damning thing the Army has used
recently . . . we had one iad oven tell ua of an expay lence where Lie
almeet had Lo wet 1n & fist fight with an ARVN advlser over an arm,

to swe who would get the credit for the body, because they were sorting
out pleces . . . it just made him slck to the stomach that he wat put
in such A posiclon that a body was so important to the next higher
headquarters or to the division, that he had to go down and argue ovser
pleces of a hody Lo get credit for it.

o  Dishomesty i3 across-the-board. For example, boing tald by ore
Major General thai there will be ne AWOLs . . . impossible demands
and therefore being required tu put people on leave rather thano
ipndicale that they are AWOL from the unit,--Being told that AWOLs
were o reflection on their ability to lead and therefore adjusting
Fhe pocords to be dure that there were & oilnilman number . . . heing
glvan a quokba, in effect, by CONARC stating tiat gight ANOLE prv
1,000 was the accopbable standard, or laorking ak 1t the other way,
any AWOLs over eight per 1,000 was umacceptable, therefore Jon't
report more than thia ratio.

o A number of thesa young officers indicated char they were forced
to change their OERs becawse--thisg wnit has oubatand ing offlcers.
tverybody in this outfit is a winner. Thernfore we don't have any-
body that's less than 98 em & acale o 10D . . . officers bringing

up apecific instances where thuey were divected Lo vhange 4au OER, And
alsy on the otuer side ol the same coivw . . . when they had soweone
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totally incompetent and falt that they should eliminate him aml
therefore they rated hiw gt the bottom of the scale, being told by
rhe next higher headquarters. let's mot rock the boat., . . . Maybe
ne wiil tell some things thab aie wromng with the vutfir and wec've
all moving along now and .we don't want to have these thingsd come
out and we don't want to have a-buneh of problems here so let's up
{t to where you don't have Lo gupport it in writing.

e — i
L —

Careet Progrossiom

o A number of officers commentad on the scsff offiver, or the
officer from ‘he Pentagon, who has spent yefrs away from LYaops,

- getting his richket punched by getting & command esgignment Ecr
gix months, and on his FOuUlE staff officer trying ro keap him out
of tr#uble arc to educate him. By the time they have accompl Lshed
it either thay were moving on ot ° mew comander was coming it and
then they had to go over the sume voutine again, They felt that this
wes again due to the unrealistic requirements we hava in the ArTmy
today-~that every officer he a commatder-=and this cawe oul Lowd snd
clear in every single seapion. They . said wa've got to recognize the
fact that some people are better qualified to do other things than
pthers, that mnot everyone fa a2 commander, nol everyono ie an excellenk
gtaff{ officer, but cthe people that are good at what they are doing
ought to ba able to stay there snd do the job and werry about the
per Eoxmancr rather than about tha bticket,

oo It came thruugh loud and cloar and mirikes right at the heart
of the problem . . . that they flrmly beliewve there ls & route you
rake to the top. Lf you are golng to bhe a good officer you must
compete to be Chief of staff, Lf you don't compele to be Chief of
Staff you raally aren't running with the flock, You bave got Eco

get to school at the right time, you have got to get youvr master's
degree, you've got Co fet your tour 1o the Army staff, you've got to
get your pertinent overseas tours, you've got to get that command,
at the right time. TIf you got o zet thar many things, ard this it
what they vhink; there just jan't phat much time under the accelerated
promotion ayetem today.

g0 It's reaching the peint in the Army boday that 4 competenc of ficer,
or ome who is viewed by his peers as competent, who doesn't make a
secondary zoue for premetion 1e 2 cocond class cicizen. This is the
problem of the pressures that they feel in the field teday.

oo They thought that sll the way up the chain of command it wad
agrumed that evary officer in the srmy Le perfect ia everything
that he dons. . . . Immediataly upon taking over a responsibility
evary oificer must know averything he has to do. If anveone admita
that he doesn't know hig Job he will get clobhered. Se it 1= this

e b Tl 43T

B-1-11




E
E
|

cxn—da-at;ipuﬁe--whp:her they cen .or .capnot--that Ls a real problam,
They naecd some counseling. and some Lelp and guidance--and. récognitiion
that they need help., . . and they need it from sealer officevn..
Accept the fact that every Young man that’ fe glven a job rov do Lsa't
autowatically qualifisd, just because wa's been a platoon leader,

to be the 8-1 -or the $=4&. When he takes the jub ever he neads aome
help and guidance, and they don't feel they are getting iE. They

are afraid to ask for help, as they are afraid it"s an Iindicaticn

of the lack of sbility.

oo From the commente that I have heard I would s8y one overciding
problem is this 1ec's don't rock the heat’ atrirude . . . "lat's get
through the job, let's gei through the tour with everything coming
up roses, not have anybody find out that thete is scmeching down
here that isn't golng righe.'®

ag . - « ohher factors on the ORR that were significant to me.

A number of these young ofticers have heen told by thely carear
branches, as they #iot through to check their racords, that “back
here when yru wers a 2LT you 4idn't do so well , . . that's geing
to impact on your career far the rest of your life," and therafore
they feel again you never can make a mistake, don't ever tell any-
one anything 1s goiug wrong because if it ever gets in your record
on an OFR you have had it, and you are nevet going to prOETEss up
the careor ladder.

oo We need to came up with a system whereby everybody doasu't go
ta the advanced course and 1 think the students who are in Lhe
sdvanced course at both of the achools felt there should be some
positive and ident{finble meaps to eliminate inept gtudenta and
that thelr contemporaries ghould know it.

Statistics

o across~the-board, all officers complained about the Army being
run by atatistics. Anytime that staklstics hecome invelved, senior
offlcars are going to judge you by them; OER, AWOL, bonds, readinesa
reporks, you Deme jt--anything that deals with numbara. Thay are
going to grade you by nunbers, grade your unit by numbare, anytime
they try to measure ¥ou it will be nunerically.

se They felt that their caraers and their performance were being
determined by statlatics rather then by actual performance. Thers
was a lot of cotcern about readiness reporth for example, end sLALus
reporta of unics, atatus geporte of equipment . . . and here they
falt that they were beling forced to be dishonest because 70 ONE
would accept the truth, A higher command weuld not accept an actual
report. .. . Elther by Jirection or by implication anything otier

B-1-12

1 h oa ML DL Tkl e W,




o

| than outsranding or everything is golng grand wasn't accepted.

. . . to spagific quotas being glven in texms of bond drive, the

3 nunbems of AWOLA that were acceptable, number of vahivles that you
can have dewn at anyome time., Pilots were disturbed about down-
time for sircraft . . . you just didn’t have anything that was less
than the acceptable standards apd you were forced, by any medns, .o
never report anything other than Yeverything was roses .’

oo The axpression that they used was that the senicr officers
appear to be deluding themselves and actually talkiog themselves
into belleving “hese False statistles, all tha wey up cthe line.

oo I don't think these youngsters belicve a single report that is
published today. I think & v Feal that strongly absuc it . . .
they don't believe that the man who actually makes out the cveport
belisves it but it makes the unit look gired. They don't trust the
senior officers when ir comes Lo Teports.

Coypuynication

oo This brings up the sobject of communication and withoul exception
company grade pfflcers indicated that Chere was no communicacicn up
the e¢hain . . » nobody weuld listen to them. Thiz was axemplified

in the session <z had with majors, lisutenant colonels, and captains,
where tho lieutendnt culonels talked to lleutenant tolonels, majors
talked to majors, and the two captains talked to sach other, bub none
of them talked to the eothers. -

oo ln every instance the company grade officers mada the point that
they didn't think that they could talk ro the sanjor officers. First
of all thay sald they don't dare to bring any problems tu the next
senior officer because if you bring him = problem you might get your
head cut off because he dcesn't want bo hear problens=--he just wants
to hoar euccass stories. The cormanders atve around for & short period
of tima, chey are just in and put, punching thelr tickets, and they
don't want tm know about problems. You couldn't go to them for
guldance--or with problems and they very seldom, if ever, came Lo

you and asked you whabt your opinion was or how things were really
solng in the unit.

oo  Junior ofFlcers expressed the vlew that they need counseling . . .
they want it, they would 15ke Lo be able to telk toe cheir sendor
offleers but they find Iin their view a lack of fnterest. And they
dign't ideuiify the reasen tor it as ro whuthexr the senleor wias over-
workad gr not but thay felt a real need for some coumseling, . .

and a real nezed %o be allewed to make mistakes and to be counseled

on their mistakes rather than have them reflacted ov their efiiciency
TeporiLE.
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o AL Ehe end of alpost avery seminar the officers would come

up to ue and say "thank you for Ietting us talk to a senlor offirer
on such & subject. This is the first time 1t hasz ever happened.
And thanks for limtening.”

JuatirafDiscinline

vs  The other side of 1t was the lepsl questlon--the frustration

that nost of these young officers sre facring and the things that '
thevy cannot do legally . . . they feel that the JAGs in the Army are

working egalnst them rather than for them as voung commanders. They

don't know when they can search and when they can't, They take cases

to court-martfal and get them thrown aut bacause it was an 1llegal

seatch, because they didn't do some procedure properly . . . . They "
feel 4 strong neead for some education and some assietance in whab 1L

1s that a commender can do today and what he cannot do. But ewven

beyond this they think the Judge Advocate ought to atart supporiing

the Armv and support the cowmanders rather thao laaning overboard ro

let saldiers who get into trouble get away wit', it, Thay falr that

the commanders above them were not coaperaiing with them {thoss are

all company officers talking now) by reducing sencences and by falling

to put pecple in the stockade tl th ey recommended and this sort of
thing.

Pl -, 757 - B—mire - -

Lkl o)

00 They feel very strongly tha: ...itary }ustics has slipped and
with Llt, milicary disclipline is slipping., 4&nd I think they blame

that as much sa anything else for the problems that they have
today.

Armv Image/Press

g0 A very interesting thing came out of this in the same gensral

ared., Thls exposure to My Lal . . ., 1t has driven sema of the units

fo carry A¥47s around with them so that if they did kill somecne

they've got a weapon to produce with the body. In other words, *
instead of turning in all the weapona they plek up on action 4,

they save some for action B In case some of the bodies appear on

the battlafield unarmed, so they can atrm them, They don't want esome

nawaman to come around asd say they ahot an intocent clvillan, so

they carty a rifle and they make sure they get a rifle to go with '
the bo d}" 1

co They're refarring aot only to our Ffailure te defend surselves

1n public, what they're loocking ror is someone with stat.ra speak-
ing out publicly in our defense . . . the; fesl that there Is npbody
ot the halm, and furthermere they feel that when we do speak out it's
about am ineptly done as asvthing could pooeibly bhe done.

B-1~-14

e R T

A La L r——a -



g [ think we were impresaad by the pnthuslasn that these young
oificers had for a military carcer aud they werr optimigt e about
the C[uturc. They Fzlt that every woe of these problems could e
Casolved and Ehoy are stitt optimlstic that somel hing will be dono
to redolve thewm. But going back o the point made caclier o . . thie
gne Lhing that will drlve themw out of the service is 1f they lose
pride in beilng an offlcer. They all feel very strongly somethying
must Lo done to help them maintain the rride that they have in being
an aFficer in the United States Army. aAnd by this they are talking
about the public image of the Avwy and alsc Lhw onltber of officor
that is accepted into the Uiflcer Carps or rebained., They ars cuh-
cerned that Inept reople are im our informatlon progrdm and arc nuet
taking th: proper actiom. They feel we necd betier people in the
information pragram.

oo This again iz oma of the majur points that cawe out in every
glugie sesslon. A frustration--a veal feeling of fruscrat idn--and
this is expressed all tha way up to bhe most sonior 1t Ficers we
talked ta--the senior officers expressing a sLroug frustrativcn--
just as atrong as the young captain, that che mediy is blased, that
it is nel giving the clear pictuere, but worse thoan this that the
Army lsa't deing suything sbont ie. ‘that the Cnief of Staft and che
senior people in Washingbom aren't doing anything to explaivc ta the
publiic if there wag i mistake . . . if the Army did something wrong,
stating that it did bur explaining why . . . that you can't fight a
war witchout making scme kind of mistakes and that peupis do get
killed in wars--many innocent people. . . . parmicting newswen and
photographors=--right up 1n bhe framt llne where they are harassing
commanders -~thev are violencly opposed to this--the junior offlcers
are. . . . well they don't call it a lew prcfile. Thay call it no
reaction at all and the fact that nobody in 2 sealor position is
doing anything to refute the thinys that are being sald about the
Army and the image ol the Army. some of them express concerh that
thelr wives znow that they've been to Vietnam cae oT LWo cimes and
the wives are beginning to wonder 1P they wern toyolved 1o some of
Clesa horrible accs over there. Are they killing children aud all
this sort of stuff? That iz what the media is saying all the tioe
and nobedy in authority in the Army fx saying that ic Ls nob so--
that it isn't that way and that the Army iz doing samething right,

g0 Thiz comes from all grades . . . you can call {: the low proflle
in the Axmy . . . tha lack of support from the Department of the
Army . . . one example was the general who was Laken in w civilian
cay into a garage, io the middle of the downtown, througlh the have
of the garage, up SO havk stalrg to an audltorium where he yave

tlhe graduation addrosa and pinned on the bars ol thoe new gecond
lieutenants at a university. And he sabd had he koown Lo advance
that he was golng Ea be put throagh this exercise be would nat have
done it. The point was that ithe Army osught to toke some action
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to gusrantea these young iads that really want a commisafon and that
heve warked to earn one--cught to guarantee that they get a decanc
comniseioning and that they stand out in front of the public and
accept their bars.

oo Another point that was brought out wis, lakt's accept the fact
In the Army chat the rights, privileges, and responsibilities of
military 4re not And cannot be the same as tha righte, privileges,
ard responsibilit{es in civilian life. Mence the ztandards of dis-
cipline, of jJustice--canngt be aquated , . . we cannot bacome per=
missive just because society has.

o0 They sald that we have a democracy in Lhis country but we have
an autncracy Lo the militery., And the public cught to be educaced
along thass iines and the military cught tc stand up for what it has
Lo have--and that s a disciplined forc- of paocple. We are not going
to have this by trying co relax sur standards to meet Ethe ecivilian
standards,

TEAM B

Dazsirmd Standards

oo When it ceme to standards--ethical, moral and professional--each
individual seamed to perceive 4 diffarant ideal than another man, . . .
However, they falt very strongly thet the standards shculd be high. . . .
They seid Lhere's no need for a further written coda. T think Enat

was pretiy generdlly agreed upon, but tha pne ching that they did say

ia that the desired standards aeed further dafinirion, especially

today when young people don't have the background trends that we

have, '

fctual Standards

ve Octher things rhat they sea (and this was general consensus amaig
all of the four meminars} include things sush as falsifying reposts to
make the unit look good. One observed varlance across-the-boapd was
misusa of the equipment. They bruought out meoy exumples, such 4=
mizuse of ailr conditioners and othar equipment in Vietnam, Sermany,
and other places; theve was a'so, of course, the failure of the senior
comnandersa to permit mistakes, to allow a young oificer coming in

to develop by making honeat mistakes, to learn and brosden his back-
ground. . . . They thought rthere was quite & variauce betwean what

we patcelve as ideal standards and the actual situvation or conduct.
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oo Another thing that was brought out im that there {5 really no
command emphasis on ethicel or moral tralning, thet ir 1s given Llip
sarvice, and & good polnt was raised here . . . fur example in this
aras of character guldsnca. It is a command program, and yet it

has again and again revarted to the stacis of a chaplain's program,

Integrity

oo This was a ganeral opinion of all these groups too . . . . They
hrought put the fact that in tacir judgment, integrity was a lexury
that a4 junior officer could mo* afford in today's army and survive.
They thought that dus to the systam, prassuré, o miacakes, laak
good cegardless, a junier officer's integrity today rould not long
autvive in thie aystem.

oo Not only does the commander demend that they put the pressure
on subordinatas to look pood, hut he sven condones falsificarion of
reports on a CMMI, or an annual inspaction of whatever sort It might
ha. Some have even gons 52 far as to gay that the commander raally
d1d not want the troth.

Sell-Interest

op  Another ons was self-iute.est, people pushing . . . and roo much
apli=-interesc above the good of the unit, the gond of the country, s
man scratching to get ahead, bucking for the five percent : romotion,
for sxample, and worrylmg about getting tickets punched,

oo MWow regulacion says that chat's the way you should rate them,
but in fact, when they were rev.ewed and looked at for promutiong,
schoole and everything else, the guy rated average, he's in trouble.
. . . He was talking about cne of hic artiliery batrtalion commanders
wio was hoping to get promoted to fuil colpnal, and how it wes that
he just had the artitude 'don't rock the bost. T've had all the rest
of my tickets punched, my dogtags, 1've got them on a atring, L've
got to hava this record, get this five pereant promotion,’ aad this
1§ what he told me, and therefore, don't do anything thal might upset
the appiecart. . . . He was nol wvery interested in ruaning a good
battallon, and he wag not vary interested in accomplishing his
mission. . . . and everyhody nodded their heads thare in agres-

ment that this is not uncomnon .

Carear Progression

ar There was & lot of discusaivn . . . that it wasn'l Foo haun for
a guy Lo he only A coomand.r. Let him be a commander for two or
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thres yesra if he wants ta command @ battalion or a company, and do
not penalize him hecause he hasn't got ancther hole punched in hia
tickat. On the other hand, LF he's not & real good commander, don't
force him into commanding. LE ha's 8 good staff pEficer, let him be
a good menff cfflcer. ird ths overall Army, thay felt, would he
batter 1f we got off of this buginess of having the requirsment to
have cartain holes punched in the tickeL.

Statiastica

an  Too much emphasiz wag placed on atatizsbical data, such aa CMMI,
ACGT and readiness rTeporlbts, even effleimncy ymports. We dircussed
this quits at length . . . they tglt this was one of tha ropt causes
of vrrisnce from deaired siLandards.

ou A point chat chay were very much parturbed with . . . we puat Jusk
as much emphasis on Che trivial as we do the important ., . . and the
individual commander, he's got & lat of prasaura oh him and he can't
get oub, and really, be a leadar. . . . Hamely, get up this report
ardl that raport and the other report . . . gnd no mistakes, Zerc
defects. . . -

Lomuunlcak Lon

oa And of prime coucarn was “his inck of communications in the
chain of command. Thiz was by and large realized as the ma jor Eault
thar we have, thia lack of communigation, These peop.d would always
come back to this thing of lack of communlcation,

ow This was a new axperience for them becauase sevaral of them came
up and thauked us for having an opportunity to talk fracly to senlor
officera, and being able co lay rhair idear and thoughts out on tha
cable. . . . #nd to be listened to.

Loyalty

oo They said there wad Little concern fou the welfare of gubordi-
natea. ‘They felt very strong about loyalty., They do not bl fave
that loyalty is a two-way street, although they baliave 1t should be.
They Feel that Loyalty 1s & one-way srraet from the hoctom up . o«
but out of concern for self-intsrest. 1'm loyal to the men ahove me
in arder For my own se.[-interest. S they faal ver gkrongly that
lovalty needs to be A DWO-way gtreet, up and down and laterally.
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TEAM C

bagired Standards

o¢ The junlor or company grade offilcer has high standards all

i revolving around duty, hoanr and country. Anc thuse loftler ideal
M standards to which they subsetiba are & rafreshing thing to beheold
i sxpacially among tha naticn's youth in the year 1970. They're as
P high as our owWwn were &0 many YRACS AR

: hctual Ftandards

o I was dlacraught after the first two sessivnd bacausae of the
ladderahip that apparently my arade (0-6} is failing to give the
young officers in the United States Army. The Junior officers are
enthusiaatic. They have high standards, be they actual standards
or ideal. They come lan wlth this, and it's up tc us, [ think, te
foster the growth of thess standards, The discussions pointed out
to me that we, the upper and senlor grades have failed to foster the
growth of these standards,

oo Many of them said, it is batter to lat a lieutenant nake several
blunders and be advised of them, than to lat thinga & until he creates
a dabacle ag an O-6. Whan an 0-6 pakaz them, you Bends the standards
are not what they should be.

Intagrity

o0, They come into the Army enthusiastic; they have a desire; thare's
a cartaln preatigs and they wanted to ba officers. And the first
thing they're met with i¢ fravd and fallacles and falsificacion of
the records, because the jobs that the sacond lisutenants gelb are
jobs such as me3s ofticer, maincensnce offlcar, tha nssietant £-3 of
a battalion, and that's whers ha's introduced to the fraud and the
_breakdowm of the atandards that we supposedly gave him.

L}

oo The word that was used by every one of our four seminar groups,

I ehink it's the key word here, survivabilirty. Unless you aze willing
to compromime your standaxds, evem aver EO glightly, you will not
autv?uu in the Army sysiem. '

oc Thet's right--survivability--it was that all thay had to da
wes keep their noses clean and they would survive, but in the act
of keaping thair noses clean, they were forced to coapromise an
£il1iing out of cartain reports and forma, of establishing these
indicacors, thesa tools of management, and that's whers the com-
pramise Eirst took place.
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oz One officer mentioned the faet that he theught that his
superlors didn't whnt to hear the bad problems. Any bad problams
that we have in the Army, ovnless there's somathing we have to
irmedlately teact o, ars swapt undat the rug, hopefully they'li
go awsy Lf we don't mess wikh them. . . . the pregsurc of getting
to the apex of our hierarchy that we have set up in the Army causes
the man to compromise his atandacds. Thersfore we glve him only
what he wants or what we fael he wants to hear.

sareer Progresslon

oo  They gave us many axamples of people who ware ipcompetent;
unfortunately, they were talking about the leval of O-5 and O-&
who have had johs perhaps on gtaff too long or on facultias too
often, and then auddenly they neaded command time in order to be
promotad to the next nigher tank. Thase people were there frr six
menths to a year ln various assignments and their ataffs and their
suborganizationa were almply carrylng the ald man. This reflected
throughout the command in almost every caje we discussed, and wos
morele desrroying and also led to a lowering of standards. . - .
they seamed to feel this incompetence gtems from our accelerated
huildup for Vietnam. Bub L think overall that they did have 2
fealing that they got battalion commandars that they didn’t think
ahauld even wear the uniform let azlone be battalion commanders.

oo Ewvery group pinpointed the fact chat the Army would not tolerate
4 wave-maket or 4 boat-rocker regardless of how hign the officer's
personal standards Weré. . . - Accordingly, good and highly inflated
efficiency reparts are the rule rather than the axception, and kicking
the incompebeat upstalrs or prototing him out of his disastar area

are commen acclrrances. this is the sysctem which tells us to aurtvive
rogether by not rocklng the boat, by mot talling it iike it is, by

not hurting somaotie's feslings. but by ereating a sort of weliare
scate syndrame which offars cradle to the grave sacurity.

oo All the groups felr they zould not make miotawkes, honest
mistakes . . . That's right. Uue mistake was death., ., . . Ba any
one mistake e cause to lower ¥ou duwn tr an honesc efficiency
report; i.e., good ; performs An adequate job. 50 the living fear
of making thac one mlstake that will immadiately separate them from
today's scandard which appedrs Lo he ourstanding across-th.-board.

oo One was cthe need Ea drive for tickhets. Othere were indicators
which really ars the many tools that we have in the Aemy, the reports
that are misused, and the method of mlgusa. Another ia pLessure.

the competitive prossure of guciery and of the Avmy, and other things
came up That wr have ne weeding our system in the United sSeares Army
for the junicr ~fficer. UOme caprain said, no macter whoat | oda,
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othat than kill scmecne, or some bad act of moral turpitude, ['m
going to get prowored almost once & year," They falt that we
ptomots or [oster in the Army some degree of incompetence, and
that brought up the paint of the efficlency repork, and the mannset
in which iv's Filled out.

oo We must have a weading out process in tha 0«1 thruugh -1
lavels. The junior officers insisted on this. Thay cannokb #tand
another officer making O-3 with them whe 1s cbylously a bum. They're
almost willing to salf-police Cthe aystem which guarantse: weeding

out,

Scatistics

oo These are some of the etatoments made . . . L{ yaou doubb wlal
we ave suying, look at the quality of the [ive men we remnlisted last
month, nobt at thelr quantity. Pargonally fly In esch of the 853 pec-
cant of the ajreralt our report s4ys are availablie on thias day.
sgunt the men who come ouk of the mess hall and ceompare the paper
total against those that came in. Check opur CBR egulpment three
months After CMMI. We heve glver you all the sratistles. .11 the
{ndicatora, all the nmws you wantad to hear, but if this nas been
done &t the uost of our persenal standards we have paid the price.
You then.rate us n our afficlency raports, nobt as lenders, babt as
Follopwera,

Loyaley

oo Loyaley . . . all four groups, sald it was a4 one-way stcreel.
Loyalty only went up. Somacne had ment ioned that they had basn on
a pwmior sfflcer council, and thiey had discussed the things that
were wrong with the units, but thoy didn't hawve a channel to rake
thelr complainis te. They didn't have & methed of heing heard.

We sstablished the junicr officers council for a purpose, but then
wa built four wails around it so that chey can't commanicate. . . o

TEAM T

Desired Standdr.ds

ma  Every group felt chat the Army should have and Jdid have very
high idea) standicds. We heard duty, lhonor, coudntry &5 a0 ultimate
goal . . . ldeals of service to couatry appeared to uwiderlie what
they wers trving to express, Integrity came up in everv semipar Ay
highly Jesitable, Absulute honesly in all dealings and following a
srandard which you perceive seemed Lo come up MOST irequently.
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an  The Army aeeds hign standards Lo order te accamplish what 1t
is charged with doing--duty, honor, country 1z a goowl guide . .
perhaps not specific enouph.

oo Prafesslonalism for the Army officer, in their words, consisted
of three ingredients, techaleal campetence, ethics, and integzriby.

Actual Standards

oce The Junior vEficers said amonyg oy gontemporarles and among my
seniora, there is too great & varlaonce (of acceptable standards)
allowed, The senlor officers said thers is too great a varlance
allowed 8mong our contemporaries, yet we're not allowad to do any-
thing about 1t. We don't have the authority to enforce the scand-

_ards . . . what cau vou do about a lieutepant colonel who's a drunk,

or & lieutesnant colonel who bounces chacks, or a lientenant colonel
who doesn't do his 1ob right? You just can’t get Tid of him.

op They complained comatantly that--why must I receive standards
from Army Times? I want it from my generals, #And 1 want the gen-
erals to be very concerned about these standards. 1 want the
ganerals to enforce these standards. They cited as one of the
problems, the 20 year and & day officer. The guy who plena his
retiremant’, and he's in for 20, tells you he's in for 20, He =aya
this is my haven, l'n going to mark Lime and plan my retirament,
it's a‘good deal and everything else. ind they lock then at the
wpnerals, Why do ~he generals allow this rort of thing?

oo They harped alse on Loproving the qualicy cf the Officar Corps.
Now they falt that vou could improve quality in your input . . . one
example was cited in an OCS class; sn officer asalgned to an OCH
somewhare arid they were told gveryone that came into OUS will be
conmisgioned. Ha felt that was terribly wrong. They also Ezel thsat
we ara retalning just anybody. WNow chis came [rom sanior afficers:
49 wall 28 junior officers. . . . COMOYToW, and that is the fumedi-
ate tomorrow with a little wmore stability, witn cthe cuthack, the
statoment was made, don't be afraid to be short soms efficers. Ir's
berter to hi.e twu good officers ir a vnit chan to have four mediccre
sfficers that you can't trust.

oo Evevy junior officer group that we talked to was lesking so
slzongly 8t thelr seaior officers for a standard that they couid
Ecllow that it almost Wurt . . . the number of rimas that they felt
t'vay had been let down by looking for higher standards from Ethe
seilor officers and oot finding them.

oo In al]l the seminars Ethe consSensus gmpmed to be that it doesn't
rea)ly make much dif(erence what yverterday '8 otandards were, hut. the
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J {ncreasing sophistication of the Army coupled with the srosive affocts
af the sociery outside of the Army, that 1s, the artacks on the Army
plus the permissive soclety and all these other Ehings chipplog
away at the Army, equalled a erying need for high stapidards tocday,
regardless of what they wera yasterddy. . .

oo Brought out practically at every geminar and in avary personal

: interview, and especially brought out by the junior officers, was
that the one thing that was most important ghout the communication

[ of standards was that they must be personified, You can write any-

] thing you want, and thase young men have usually read the statements,

! but once they've read them, they start lovking at people to exemplify

i the standards. That's whers they veally get their perception of

] standards, from the paople thay work with and they sarve under.

! Inteprity
3 s They recognize that any prafession has get to have technical

competence and athics, All the seminars glossed over echics and

jumped right on te integrity which thay fall was the ipgredient tnat

made the Army profession unfque. The senlor pfficers in the seminars
dwelt at length on the technical compatence, wharaza the juoior

officers tended to deal move at langth on integrity. Junior afficers
falt that the barrier to thelr integrity was the senilor afficers? lack of

3 integrity.
oo For instance, we had countless examples cited . . ¥y batcalien
cormander stood Cthere in fromt of me and lisd to a genarsi, and
demolished ma, and while T was standing thaye. , . . We had cime aml

again this thing--“1f I filled cut the report scralght an' zeat it i-,
it was gent hack to me and T was told to make it over, be it & CHMI,
a unit readlnass report or an DER. But this guy wasn't loyal enough
to me to reco@nize that [ had stapdards snd that [ wanted to f£111 it

out right."

CAreer Prng;esainn

oo The statement was made Chat the Army worr ies too much about the
upper five percent, and not ancugh about che lowst 10 percent, which
1 think summed up the junicr afficer dilemwa. They felt thac the
Army concentrates on that upper five percent, and the rapld pro-
motions, inatead of on the lower 10 parcent thalb needs the actention.

oo Thay equated tichet punching and turbulence as baing two 5idas
of the coin; that you had to punch the ticket, but beciuse of Lha
lack af stabliiry iu aasigoments you had to do it gquickly, and that
this coin was very gignificant. In fact they commented that the
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' Ry who'#s besn in the Pentagon for #o tong and raally hadn'e com-

manded very much ., , . has to get to Vietnam and geb his six montha
comnand . . . ia 4 key clemant creating some of these particular
[ problams.

1 0o Junior afficers capecially feli that a lot of incompetent people
f were belng given command positlona because this wae Lhe gond guy

‘ approach, In order to get ahead he needs n command, so let's pull
him out of aome series ol assignmenty where he's bean I[pr Elve or
aevan yeara, put him into & bateel ion where everything is changed,
and he's techinically not compstent . . . it would e harwful to the
guy Lf we didn't glve him his chance to command. Then vnce he gets
in there, the bad effact 18 he's got to punch that ticket in an
outstanding monnar in order to remain compalicive, and as a matter
of lact, in one seminar they defined survival in the Army 43 rewain-
Log competikbive ., . . and the pltch waa that survival was staying on that
five percent lIst,

oo The ceptains cited all the tickots you must punch to pet Lo the
War Colleye. These dre captatnal . . . and thay were Laughing about
how can you possibiy do all of these things Ln Lhe C(ew years you have?
and they cited Lt very lucidly. I must do this then I must do the
other, but how cau [ possihly ledrn any of these things properly In
that short a tlwe, but T must serve time in prdar to advance propeciy
in that ahort of time. I mupt go cut and punch those tickets in

thai short a time in order to survive, which means remain compeCitive.

ar To show you how sophiisticated these youug vfflcers were, they
all sald wa've hesn promoted too Fest, aml they were beilng pramoted
tao [aet. The example was cited of a Cirst lieuteaant who was about
to makes caprain, In his yedar ag a firsl llewtanant ha hod spant

1580 houts &3 & safecy officer. How if you divide that cut, that
lieutenant hasu't had time t» be anything other than a safery oificer,
and now he's going fto be & commander aomewhers, and he just hapn't
hean allowed to ledru his jeb. . . . The youny captain's telliug us
e 're belng promoted tog Fast to be ahla Eo bold down the job.™

oo How the problem ef weading oub ia the junior ranka, tlipy were
almeat insistent on this, . . . Lthey resented doing a woud jub and
being promoted on the sama list with someons who came in the sarvice
. the same day who had done litile or wothing tut had Just merely hepl
i his mose clean.

Loyalky

oo I would say that rowghly 75 perecent oF thw biow we bad the
JtRcement that toyalty Appesrs to be a one-wiy strect, that you've
gat tuo he loyal to yoor boga, that he Jeasn't necessarily have Lo
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be loval to you, Tt was stated in one seminar, we've got to come
around somehow to the facr that loyalty to the Arwy ls more lmpor-
tant than loyalty to Individuais, Rather chan a discussion af
whather ioyalty goes up, down or across, it's got to be loyalty
toe the Army.

Reward System

oo 'The OER came In for an scrods-the-bpard blast from senior and
junior offlcers, as did other management toels which we have. . .« .
The use ther was being made of the manigement tools was really criti-
cizad. They recognized the inflatien of the OER, and they alao
recognized the tremendous lmportance to Chem of the UER. I «as
surpriged to see ¢aptdains with three yaary gervice expressiug a
tramendous intereat and concern aboub the DER.

00 & new wording vr the problem, and I think it's terribly signi-
ficant, and that la, the peward system in the Army. And this is OER's
and other things, but especia .y OER. The statement li made that

the reward aystem in the Awm, vewards & short term achilevement. By
axtengion the short term mchlevement i{s ofteuw sroding or corrosive

to the long tarm achievement, which are stamdards. . . . 1'm kalking
about the #ssignment, the man goes into his assignment, aod uowhere
in that assignment,acgording to the perception of the people we
intervigwad, does anyone reward his loug term achlavament. For
example, a battalilen comander takes over his command. Tf it's in
VYietnam, it's for six months, and this waa pereeived a3 a bad thing,
or 1f it's outside Vietnam it's For 1B months, The man Is then
rewardead and Juwlged on only short term ashisvement and awarded for
short term achleveman:i. He eirher pasass the CMMI or lie gets a high
body count in Vietnam, and all thede things are short term. Fov
instance, somebody said why don't we have a "hearts and mlngs' comnt
for the hattalien commdnders in Vietnam--that's & long tetm,irhlaves
mwent, but np, the man's judgad by his body count which iz & short term,
And they ciced esanple after example of the battalion commandar or
brigade comnander in Vietnam whe came in end said I'm yoing to make
my mark in six months and T don't care what ir does to my unit, I'il
leave my uult a shambles {f I must in order to maka that short term
achisvement. Ard then by extension, they s&id, wall, there's no
dlffarance hetwean that and the guy who comes into a battallon oy
brigade in the States, and saya 1 will pass thar CMMI. I den't

care if I'va gob to degrade the education cof my officers, [ don't
care if 1've got to lie, cheat and steal, I dom't care if 1wa got

to roin the carsers of certain people, 1'm golang to pxds that CRMI,
and that's what's rewarded--it's passing the CMMI. Howhere in the
OER or in our awdardd and decorations or in our assignments or in
anything else do we pouge the officer on his long t=cw accomplish-
mants.
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an This percepblol Wil sEsantially that Al Lhe yory hab al tlwe
Atmy thers im hypoerlsy. . . . The Army says these Lhings are
importank and then turas right aroumu! and complately ignores them
ln the yewards syatem of {IER"s, asslpnments, school ing, anything

you want tuo mehtlun. . -

pa Whea this came up, wapocially the unlt roadiness reporl, we
played davil's advovate, We said, well, don't you people sae that
Le was delng (¢ for Ehe good of the unit, to make the ualt 1ouvk
good! We played dovil's advocabes for about ome millisecond. We

were demoilshed immdistely by thelr saying, golonel, don't you

cenlire hia jusy wented to look good [ar hiz OER, That was the
purpese of that, tnat he could gsay, yash, I'm C-1.

Army Image/Press’

od But gqulte «n the minds of the penpic uo tulked L wag the preus.

We have & had press and that this acts in two ways. One s that ik
Lowera the image of tha Army which wakes it more 4Lifficult to uphald
atandardas and the other is ihat the Army aflian over-reacts to 8 bad
prasa. Thay myer-redct In several waya. One fa to ctey and hide 1t
which lowers yrur stardards and the other is to combat it in the
wrong way because thay reel we'vre not allowed tc cumhat it in the

prone r Wiy,
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EART 1lLl - Team Leader Hotes

Representadtive general comacnts, tdancif’-d by grade only.

obtained from the notes of one of the Flald seminar team leaders.

WA

CPT:

CPI:

CPT:

CRT

General
Officer:

‘the Army talks about integrity . . . &N officer's word i3 hia
bond of it ahould be . . . yer & bank cr store will accept
wy checks but I have ko ahow an ID card and fi'l out &
personal history form on the back of & check to caah 1t at
the PX.

We have to turn in false Teports . . . 1E we gave a true raport
oF the status of squipoant or AWOLs we'd get axed,

Nobody wents to make wayes. The nams of the game s cover-ub.
Cet A 240 on your ORI and move out smarely . . . protect
yourdalf and protect your boss.

fur junior officera amd NQDs are more intelligant and capsble
than ever bafore but they are afrald to muke miscakes . . .
hegitate .o make decislons because they fear rhey will lose
respect or be clohbered by thelr weniors.

Money can not buy me out of the service, but if I lose pride
in service, you cculdn't heep me.

Junior cfficers are afraild to uee thelr initiatlve bhecausse
they lsck support from above.

The Army domsn't dafend iltself against publicity or congress-
ional charges . . . and it doesn't protect its own.

Reports are a paper deill . . . the emphasis ig on filllng the
hlanks properly, not how well the job ia being Jone. HNn errors
are authorited, everyone has to be parfect . . . zTero defeckts.,
The syatem farces a sacrifice of integrity to get good marks

to stay in the ruaming for advancement . . . all men in the
unit know rhe reports are falawe.

Thare ls & lack of personal responsibility ameng afficers today.
All errors are dus to one’s predecessor apd eich commander
ledaves befora hls ervors crop up. Deapile our catch-phrages--
a commander is responsible for ewerythlng--fhere is really
little personal redponailility today.

We get impossibla dlrectives . . . ooe general said, ''there
will ba no more AWOLs!!' IE & correct report was gubnitted,
it was nobt agceptable . . . we ware told to make & Tecouhl,
Thare {a too moch dishoncsty among senial officers . . . they
know they are forelng us Eo make falsa reporLs.
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LTC:

CEL:

commanders at each lavel are afraid to let subordinates com-
mand, Thev {ear subordinates mistakes will raflack on thelr

shovt command Loor.

Wa used to train our officers . . . now we don't dare let them
make mistaken,

1t's necessary today, to lie, cheat, and atwal to mest thae
imposaible demands of higher officera or continue to maet the
statistical reguiremesnts.
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TABLE 1

OVERALT, BTATTSTICAL AMALYS1S OF
(UESTION 9, “INDIVIDUAL QUESTIONNAIRE™

9= 411

L4 e

QUESTION 9: “DO YOU FEEL THAT, WITHIN THE GFFICER COnPS AS 3 WHOLE,
THRRE 1$ A& DISCERNIBLE DIFFERENCE RETWERK THE IDEAL STANDAKDS AND
THOSE THAT ACTUALLY EXIST?"

A » JEIEHEIIE
_HONE SLIGHT MODERATE  COHSIDERABLE ~ CREAD
{13 2] {3) {4} (5}
H ER & 23 17 83 14
PERCENTAGE 1 253 33 w0 3

AVERAGE = 3.02

ETAMDARD DEVIATION = 7714

B=2-1
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g = e




' APPENDIX 2

TARLE 2

STATISTICAL AKALYS1% OF QUESITON 3,
"INDIVIDUAL QURSTIONHAIRE," BY GRADE

8 = 410

GQUESTION 9: DO YOU FEEL THAT, WITHIN THE OFFICER CORPS AS A WHOLK,
THERE IS A DISCERNIBLE DYFFERENCE BETWEEN THE TDEAL STANDARDS AND THOSE
THAT AGCTUALLY 2X1sT?"

INTEM
OFFLCER %%ﬂﬁi&l%u%m

RANE  NUMBER
O=1,
O-1
O=1 67 o 7 33 4 | 1.24
X 10,0% A%. 0% 36.0X 4.0%
04 76 ] 9 45 1% 3 3.3
oI 11.8X 59.1X 25.0% 3.9%
-3 130 } 42 I8 11 § 2.8y
2.0% 28.0% 52.0% 1.3 2.7%
O 117 1 33 £l 17 3 Z.88
C.9% 3. X 51.7% 14.7% 2.6%
TOTAL ) 93 217 B3 13
X e 53% 0% ax
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APPENDLY 2
TABLE 3

S TNTER T,

STATISTICAL ANALYSIS OF AHSMERS TO QUESTION 9
GH THE BASIS OF VARIOUS BIOGRAPHIC FACTORS

]
' g = 4l

:
r
)
———— e ———
s e ——————

QURSTION 9t npo YOU WEEL THAT, WITHIN THE OFFLCERS CORPY AS A WHOLE,
THERE 15 A DISCENNIBLE DIFFERENCE BETWERER THE LDEAL STANDARDS AND THOEE

THAT ACTUALLY EXiSTT"

1. A DETALLED BREAKDDLN OF THIS ATTITUDE BY VARIOUS BIOCRAPHIC FACTORS

15 A5 FOLLOWS:

TOTAL MONTHS TOTAL MONTHS
oF D s % Qrcompo & X
& or Lems 54 31.19 36 35 2.719
12 6n 327 42 18 2,67
16 48 2.83 4B 28 Z.96
24 %  3.08 54 50 2.90
30 a0 3.05 & 60 or More 38 1,05
— T EDUCATIONAL —
oupes & & |mam s B [N s X
USHA 105 3.0 |ARMS 52 2.90 |12 ot Leas 5 3,00
ROTC 51 2.97 |seevices 93 3.10 | 13«14 2% 7,29
ocs 97 3.05 15-16 178 Y. 05
. piRECT 47 1.D9 17 or Move 207 2.97
= OTHER 15 3.00 |

2, CORRELATIONS OF QUESTION 9 va THE VARLABLES INGIGATED IN PART 1.

r-

J Varisble . o Varlable ™=
Grade - 21 Fducatinnal Lavel -.0%

Total Months of Coormand —.11 Miiltary Educaticn -39

SonTe 0L Level of Staff -, 22

Branch .6 Level of Command -.13

expresaing degree af

ents tha mean arithmetlc responid,
based o0 & goale from

d axieting atandards,
great ditfarance™).

ROTE: X tepres
difference DetWeen {deal an
1 ("na difference”} to 5 "

B-2-3




APPENDLX 2
TABLE &

DLFFERENCES PETWEEN ACTUAL AND TDEAL STANDAIDS ON THME BASIS OF
| DUTY, HONOR, COUNTRY A3 SEEN BY THE VARIOUS GRADE LEVELS

SUMMARY OF SCORES FROM QUEBTIONS 10-13 OF
WINDIVIDUAL QUESHTONNAIRE™ o

5= dli

— [}
—

QUESTIONS 10-13: DO YOU FERL THAT WITHIN THE OFFICER CORPS AS A WHOLE
THERE 15 A DISCERNIBLE DIFFRREWCE BETWEEN THE IDRAL STANDARDS AND THOSE
THAT ACTUALLY EXISTT"

JUNIOR MIDOLE UPPER SENIOR  AVERAG

JUUICOR
5'55 3'5 3-3 2\? 2!3 Zrtg
YLDDLE
5-223 :’ u 2.3 2.3 2.3 2|?
AS SEEN BY:
UPFEF,
Smil} 2.8 l.? iia 2-# 2.?
AVERAG 31 2.9 z.8 2.3 2.9
LEGEND:  RANES: NUMERiCAL SCORES
JUNIOR - LT, GPT 1 = Hone 4 — Considerablse A
MIDWLE - MAJ, LTIC 2 - Slight 5 = Jraat
UPFPRRL - COL 1 . Modernte
SENIOR ~ GENERAL
NOTE: This tabla previously shown ws Figure B-4, page A~ld.

B-2-4
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APPENDLX 2

TAALE 13
'“\ EVALUATION OF DIFFEREZNCES
- EFTWREN TDHAL AMD ACTUAL STANDARDS
| \_\ EY SENIOR AND SUNORDIWATE LEVELS
' \ AND ETHICAL AEHAVIOR
& = 413
l _“’__1
NUESTION: TRINK OF ALL YOUR SUPERL{RS, PEERS, AND SURORDINATES WITH WHOM
vol SERVED ON YOUR LAST DUTY ASSIGRMENT . . . TO WHAT DEGREE DD YOIl FEKEL
THAT THEY ADHERED TO THE DEAL . . . [CE] PROFESSIONAL MILITARY COMPETEHCE?
. . . OF ETHICAL BEHAVIGR?
Evalua-
ion of EUPERIIR PEER SURORDINATE
Frofeas. Ethical | Profesa. Ethical 3 Profeans. Echical
By Competence |Behavior | Compotence | Behavior | fompetence Bahavior
Rank S {14) {17) (13) {18 {16) {19)
0-1
0-2
o-1 LS 1,30 1.82 .46 Z.59 .53 2,19
Q=dy Th 1.80 1.75 .17 1.95 1.2% 2.0%
Q-5 152 1,61 1.61 1.93 1.79 2,08 1.85%
in=8 120 i.6 1.58 1,86 i.79 1.95 1.75
Average 1.78 1.6% 2.10 1.90 .20 1.95
LEGEND: 1 - Cleose Adharenca 3 - Hoderate Diffarence
2 - Minor Differenca 4 « Major Differencse
B-2-5
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ANNEX B

INDIVIDUAL QUESTICNNAIFE

APPENDIX 3

This questionnaive ie one of mevaral methods betng used to gather infor-
mation for an annlyais of professicnalisw within the Officer Corps. The
specific purpose of the gquestiennaies is to look at the standards or valysa
that gulde an offfcar’s behavior (thought and actiom).

Standards and valuss are largely a matter of femlinga that an individual
aenged. They are difficult to expreae in precise tecms that would have the
Bama veaning for all. If you are not sure of the meaning of a word or phrasa,
assumé you™ cwn deflnition and answer on the bakis of what it means tn you,

Your responses to this questionnaire sliculd indicate how you, personally,
fee) about the guestioobaire items. The questionnaire contains an optional
responge section {Pags 9) which you may use to further express your feelings
and ideas om any topic related teo the questicansire itema.

You will not be asked to sign the questicnoaire, but you may if you wiah,

No effort will be made to link responses to individugls. The bicgraphical
data and questionnaire code numbers are solaly for statietical congrol.

PART 1. BIOGRAPHICAL DATA [ENTER () |

And
1. SGRADE: i} 1)} a3 06 i 1 G 07 Above
L (7 [ 4 { ( 3 (.}
o > 60 Sn. .u')J FRY. /
2. SOURCE: USMA ROTC ors DIRECT UTHER
{ { ) £ ) {
105 15t 97 4y Y&
3. DBRANCH: ARMS [Acmor, UE, Fa, SERVICES [agC, MC, MSc, O, CwlC, FC,
( ) Inf, MI, Sizcl &} JAGC, MFC, ORD, OQMC, Tc)
Jed 2 -3
4. EDUC, 12 17
LEVEL: or less 13inli 15-16 OT more NOTE :
{ 3 E! } ;} b ﬂ&- )] ——
L 5 7% o7 THIS QUESTIONNAIRE REFLECTS
5, MIL. AFSC WAR
EDUC.  BASIC ADV CGSC  COLLEGE THE NIMERICAL RESPONSES OF
] . 3 { ) L]
65_! Jo¥ L& -i.z.d THE TOTAL SAMPLE (415).
6. HIGHEST EqQUIV,
LEVEL OF COMD. HONE PLT 0o BN BDE DIV
() () ) (¢ 2 ) ()
33 /7 127 /93 yzy o
B-3-1
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3 7. RIGHEST EQULY. Jos
LEVEL, STAFF  NONE BY BDE pIv CORPS ARMY DGO

DUTY { ) ( ¢ ) £ 3 () L { )
/5 47 I/ 3L 285 47 /97
B. TOTAL 4 or &0 or
MONTHS lass 12 1B 24 30 a6 #2 L8 Y4 more

afcomn. ¢ 3 (), () ¢y 3y ¢ ¢ {3 ()
(APPROX) S54f 6% ﬁff %} G 35 /7 .?%_J::- ~.38". T

PART 11. TREAL AND ACTUAL STANDARDS

i, Sl et T —

Previcus discuseicn and interviews have auggested that, at lemst theovei-
ically, thare 18 an “idagl" officers’ code or set of gtandazds , and another est r

which might be labeled wactual” or "real world."

The phtase, “Duty--ﬂnnar--ﬂnuntry" implies & aet of gtandards that repref=nt
what should be. What you have actuslly obgerved raprasents the exipting standarda.

Now, for w moment compara yout own personal concept of the idesl atandards
{implied by Duty-hﬂnnur--ﬂauntry} with what you have actually obgerved among
all the ofFicera you have known, To you feel that, within the qftlcara' CLTps
aa a whols, thera 16 a discernible difference between the ides)l standards and

thosa that actually axist?

DIFFERENCE
CONSLILER-
9. HCHE SLIGHT HODERATE ABLE GHREAT

() } ( ( 2
f 573 .‘S..'? f:}." / A

1f you think that a digcernible dlfference existm, dn you Eeel that it
might vary by grade and sxpatisncel

DIFFEAENCE N
CONSIDER~
19, JUNIOR  HOKE SLICHT MOLERATE ABLE CHEAT : :
GRADE ; {3 { () (.3 LT, CPT
g f.lk.. }..1')-5' yr-X- ot el '
11, MIDDLE
GRADE 1 { ) () ¢ ) { ) ( ) [May, LIC]
- /ol el 207 e/ lod—
12, VUPPER
GRADR: () } H { ) { ) ¢ 3 lecovnl
FA-3 -] /67 7 /5
13. SENIGOR
GRADE ! i ) (W { 3 { ) ¢t v [GEN]
4§b6 223 g0 4O 7ol
BeJud
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A AN I A A



el B s mmne e e s P I AT
el Ll v L oy 1 osAn 11 b b O

PART iI1, SENIOR AND SUBORDINATE LEVELS

Think of all the Army superiord, peers, and subordlnates with whom you
served during your last duty sssigoment and the manner in which rhey adhered
to the "ideal" set of atnndards. To what degree do you feel that they adhered
to cthe ideal with rawspect to that category of standarde which we might eall
profesaional ollicary competence?

Cloee Mlnor Moderate Major
Adherence Difference Difference Niffercnce
W, 1 iiate Superiny {RaLer) H ') (
v mmediace Super]oy : _ }ﬁhﬁT jdlh' 3-*' Jif
15. Tynircal Faer {(Jontewperary) (L) ) £ 3 {
' s @7/ 2.2 ®7 ’?

16,, immwediate Subordinatces (Typical} ( ) () ¢ ) ( "_g
. "X 23 ¥ 3 J
(Lf yuu checked "moderate” or "mejor" differvence for any of the levels abowe,
please Indicate {on Page ¥) - the main ceason for your responsa,}

Te what degree Jdo you feal that they adherel] to the ideal wich respect 1
to anocher major category of standards which we might term ethical behavior?

Cloag Minor Modecnte Major
ﬁdherenqL Difference Difference Diffarence

17, Immediate Swperior (Rater)

( (
22 fas "y a/
) (_)

l4. Typlcal Pusr (Contemporary} !(;13 ;‘.Ed}; Lo -
19, Imemediace Subordinates (Typical) § ) (3 { ) { )
o b K. 0.} &

(If you checked "moderate” or "majoc™ difference for any of the levels above,
please Lndicate (on Page %) cthe malu reason for your response,)

PART LV, SPEGIFIC VARLATIUNS ARD TREIR IMPURTANCE

We would now like to go lote a bit more detatl about the specifle nature of
the differences between ideal and actual if they uxist in cthe Army today.
Listed below are many of the major functions common to the officer's job, The
way an officer performs these functions is Influenced wignlficantly by his
standards and vaiuee,

For each function, please indlcate {v) your opinion of the degree of
Jifference between ideal and acvtusl staadards as they uspply to each [unction.
{For exanpte, what ia the degree of difference when the officer le performing

B-1-3
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the lunclivg ot rendesing efficiency reportal)
add the letrer T, M,
Leve L where you tesl the vaor

by prade anrl cxperifnce,
_Srantur'!l Ly indicate the

wurles
upper,

Heat, wndetr Lhe imporkInce volumn, indicate {
dilferene tu the Avay {Offiver Corpal) .
CpIEFERENCE
ATMIN L STRAT | O NORE  SLLUWT MO MUCH  GHEAT
L i air i . * I_.I _f I u_ -‘_'f._-
20, Preparing and .53 & HY /2
Frapent ing Ropirie L 2 L ( ¥y € (A
73 263 19Y b8 &/
31, Completing Hitl- ' 1 < bl
cleney Raporis I ?3 ] Fg:i (/?J A
14 203 123 116 7
1. Keeplng Aveapate y L=
Luit Hecordd L3 \755’1 T(;;r () (f i
a3 196 19¥ w1 I
1y, Rewplag Superbis .
ang Subardinalen .?y \3\_"5' e 'f;’
Fully Loleraed ( [ £ ( 3 [ 3
D) 148 14T b2 6
SURERVI 3 NG VERSONNEL KONE  SLIGHT  Mop.  MUCH CRUAT
4, Giving aod Hvll.-.-.;..rﬂ
lng Yo . dory 15-!’ L.?)L;I- }'La I;J
‘and Insbonclinns { } {1 Cry UJ
.392 Ses 439 e /2
v, D legat log ) : LA "
Autliaciny i fajﬁ 1.‘7{&1 ?{3
g 1ay 134 o 37
Hh. Lok bug sut lur .
Wo lLatw 3¢ oy 33 ;'3/
Syburdloates Lo} Lol L (0 (
-3 /63 I3¢ 66 =S
dpL 0 Bertiung i bood .
) Fa) df’\a JL.JT /3
E e 1
vl gy Jgb & 88
TH.. Eavouraglng [ Jus et ¢ ) g f)’?'l (‘"ai E'il }
. ) wo 5o 134 &7 3o
. Glving Brdasuns LY + 4 o2 J
Foxp landl L ons ¢ T,! .j} t-i% ‘{2 )] l'.‘} 3}
S 79 /v3 Yo A
M. Assisbing Sib- «
srdinates [0 Work () tq b: ;25: LlJ‘?T { / K
az /75 30 37 2

1t you, Leel the dif farauce
v, ar 5 {Junjor, -ﬂiddll.*
fance iB M.

‘f}. the Ilmporcancs of this

. AMJORTMICE - - :
LI_'I"TLE WO, GEEAT
() ¢

zaz g 133 N
¢y ) L)

L5 TH 253

oy () L)

5y 170 $3

¢y ¢t

3 /7 /%7

IO {}.:5 {M-:S
¢y (Y U
73 /59 b A7
¢y () )
7 /3! all D
Lo fak Qs
¢y ) { 1
jo3 17 1%
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SUPERVLIGING MHERSONKEL

- T {CONTIHUER)

31, Ewvaluating Sub-
ordinates' Work

32. Belng Luyal to
Subordinatea

FLANRING AND DIRECTION

33, Taking Reaporei-

bllicy for own
Plana and Actionm

Ja. Applying Mon-
biased Judgment

35. 1lekilng Prompt
hetion

6, Giving All-out
Etfort to Assignad
Tanke

ACCEPTANCE OF ORGANIEA-
TIONAL RESPONSIBLLITY

37. Complying with
Ordare & Direc~
tives

JA8., Accepting Urganiza-

ticnal Procedures

349, Subprdinating Par-
eonal Incerests

40. Being Loval to
Superlura

41, JCooparating with
Anapciates

42, Yhgwing Loyalty co
Organlzation

HONE

~ -
- R 0

(
K 1

{1
43
NONE

u’h"

(
4

Yo

T

N~
h"‘.r"

W~ {
NC G

tﬂ"ﬂ-
-

LiFFEREHCE
5L .
= Al
" "
& 4
¥é 3_9'8'
( 2 EWJ
43 LY
SLIGHT = MDD,
{: / E_?.};
;ri e
&6

/b 154

&9
~08 S

3y X

) ()
. J 3
SLICGHT MOT.

4§t /7
_(1 I

27 2O

< (m}
dyr os

/43 }63
a5 {1 f)
ATE R YY,

I3 :
o 24

“y 7o

JE}' (ﬂu
2% 9l
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& 20
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6o 34
MUCH GREAT
v 7
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&F /

Er 45
T A
53 25
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