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1N REPLY ARFER TO( 30 June 19 70

STUDY ON MILITARY PROFESSIONALISM

PREFACE

R

' This study of military professionalism was conducted by the US Army
War College at the direction of the Chief of Staff. The study began
on 21 April 1970 and this report was submii.ed to the Office of the
Deputy Chief of Staff for Personnel on 30 June 1970. All agencies
and installations that were asked to contribute to the formulation
of the data base for the study gave this project their immediate
end enthusiastic support. We are particularly indebted to the
Commanding General, CONARC and the Commanding Generals at Forts
Benning, Eustis, Knox, Leavenworth, and Sill; and the Commandant
of the US Army Chaplains Schocl at Fort Hamiltor.

This study deals with the heart and soul of the Officer Corps of the
Army. Its subject matter--involving ethics, morality, and profes-
sional competence--is filled with emotional overtones. Necessarily,
the derivation ~f reliable and useful conclusions and recommendations
involves imprecise definitions, as well as subjective evaluations and
relative value judgments. Nonetheless, spontaneity and personal
perception are essential to portray the prevailing climaté of pro-
fessionalism within the Officer Corps. While attempting to retain
the essence of these qualities, the study was so designed as to
minimize the intrusion of emotionalism and individual or group bias.

The subjects of ethics, morals, technical competence, individual
motivation, and personal value systems are inextricably related,
interacting, and mutually reinforcing. All of these aspects of the
professional climate, taken together, produce a whole which is
greater than the sum of its separate, component parts. Consequently,
the study looked at the total picture. It follows that corrective
action must be based on comprehensive programs. Piecemeal actions
will not suffice. ﬁ
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The matters addressed in this study are broad, complex, and
{nterdisciplinary in nature. They could, therefore, form the basis
for extended investigation along a number of different lines. The
design and rigor of this study, however, are guch that it is consid-
ered to describe reliably the prevailing professional climate, to
identify some signlficant causes of the problems which exist, and

to provide a sulid basis for proposed corrective measures.

It may be argued that this report poses a choice between mission
accomplishment and professional ethics. The thrust of this report

{s that there is really no choice. Measures can and must be found

to ensure that a climate of professionalism exists in the Army. The
attainment of such a climate is zhe essential prerequisite for genuine
effectiveness.

G. S. ECKHARDT
Major General, USA
Commandant
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A3STRACL

1. The Traditional Professional Standards. The traditional standards
nf the American Army officer may be summarized in three words: Duty-
Honor-Country. The Officer Corps of today espouses this statement of
professional ideals. Junior officers--lieutenants and captains--as a
group profess accuptance of the code of Duty-Honor-Country as strongly
e8 do their seniors. Junior officers are deeply aware of praofessional
standards, keenly interested in discussaions about the sublect, and

intolerant of those--either peers or geniors--who they believe are

substandard in ethical or moral behavior or in technical competence.

2. The Existing Climete. Officers of all grades perceive a gignif-
icant difference between the idesl values and the actual or operative
‘values of the Officer Corps. Tais perception 1s strong, clear,
pervasive, and atatistically and qualitatively indepen. ent of grade,
branch, educational level, or source of commission. There is also:
concern among officers that the Army is not taking action to ensure
that high ideals are practiced as well as preached. In fact, there
is extensive preoccupation among the younger officers with this condi-
tion but, fortunately, 1ittle evidence of cynicism or negativism on
their part.

The climate, as perceived and described with uncomuon gimilarity
by the sample of 450 officers directly queried, as well as by other
segments of the Officer Corps who had participated in recent surveys

and studies on related matters, is one in which there ie disharmony
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petween traditional, accepted idealr and the prevailing institutional
pressures. These preasurealseem to stem from a combination of self-
oriented, success-motivated actions, and a lack of professional skills
on the part of middle and senior grade officers. A scenario that was
repeatedly described in seminar sessions and narrative responses
includes an ambitious, transitory commander--marginally skilled in the
complexities of his duties--engulfed in producing statistical results,
fearful of personal failure, too busy to talk with or ligten to his
subordinates, and determined to submit acceptably optimistic reports
which reflect 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 respects, many of the offi-

cers who provided input to this study represent an elite rather than
a cross section of the Officer Corps as a whole, Certainly, a large
and properly stratified random sample would be required to provide

a statistically representative description of the entire Officer
Corps. However, much of the quantitative and qualitative data

was generated from six different service schools; the service school
environment encourages an objectivity and breadth of view greater
than can be expected from other assignments where unit or individual
loyalties abide; and the sample of officers represents a broad
spectrum of experience, grade, and branch. These facts support the
belief that the views expressed by these officers are representative

of an important cross section of the Officer Corps. More significant,
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and in fact striking, is the consensus in viewpoint and near unanimity

of the descriptive responses. These responses, reintorced by the
statistical data and related studies, depict a climaie which is suffi-
ciently out of step with our time-honored aspirations and the traditional
cthics of the professional soldier to warrant immediate attention at the

highest echelons of the Army.

4. Causative Factors. a. The primary causative factors are unclear.

It is difficult to distinguish between cause and effect. There is
widespread feeling that the Army has generated an enviromment that
rewards relatively insignificant, short-term indicators of success,
and disregards or discourages the growth of the long-term qualities

of moral and ethical strength on which the future of the Army depends.
Communications between junior and senior office.. are tenuous on this
as well as other matters. There appears to be inadequate upward com-
munication of reliab_o data to keep the seﬂior accurataly informed and
both inadequate and unfeeliug downward communication to keep the junlor
contented. Senior officers are often perceived as being isolated,
perhnﬁa willingly, from reality.

b. There is no direct evidence that external fiscal, political,
sociological, or managerial jafluences are the primary causative
factors of this less than optimum climate. Neither does the public
reaction to the Vietnam war, the rapid expansion of the Army, or the
current anti-military syndrome stand out as a significant reason for
deviations from the level of professional behavior the Army acknowledges

as its attainable ideal.




5. Corrective Miasur:s. a. The pervazivencss of this climate, and
the understandably human motives--such as drive for personal recug-

nition--which tend to perpetuate the distortion of the protessional

ethlc, indicate that the situation is probably not self-correcting.
The strong desive expressed almost unanimously by officers. to make
the operative system more nearly perfect represents a healthy reser-

voir of energetic idealism. But the individual otfficer is greatly .

hampered in any local crusade for adherence to ideal methods by the
need to produce results in order to remain competitive for future

advancement. Change, therefore, must be instituted from the top of
the Army. Admonition is not enough. The implementation of correc-
tive measures must Lc ~omprehensive, and the system of rewards (for

example, promotion, selection for advanced education, and desirable

and challenging assignments) must in fact support adhereunce to tradi-
tional ethical behavior.
b. A number of recommendations appear appropriate. These are

presented in three categories:

For Prompt Implementation: .

1. Disseminating the pertinent findings of this study.

2. Adding the subjects of interperscaal communication and pro¥es-
sional ethics to service school curricula. :

-

N

3. Promulgating an Officer's Creed (sucih as that shown at Inclosure 2).

4, Making all command assignments of lieutenant colon;Ys and colonels
directly from Headquarters, Department of the Army.

—
5. Giving stability in command gssiguments precedence over all other

reassignment conslderations. N

vi




6. Removing from the optimum carevr patterns for combat arms otficers
the reguirement that to advance rapldly in grade they must command both
at battalion and brigade level as well as serve on high level staffs.

7. Placing higher priority for assignment of USACGSC and SSC graduates
to service schools, training centers, and ROTC staffs at the expeuse
particularly of Headquarters, Department of th'e Army assignments.

i * 8. Modifying promotion policies by extending "primary zones" and
elirinating the "secondary zone" concept, while still retaining provi-
sions for those officers who are definitely competent in grade but whao
are not suited for further promotion to remain on active duty.

1o i dete

9. Returning:the authority for selection of officers for promotion
to captain to Headquarters, Department of the Army; and lengthening
the time in grade requirement from first lieutenant to captain, by
increments, to what it was prior to the Vietnam buildup.

and e e #EEC e

10. Providing to outstanding colonels (perhaps 10 percent of those
retiring in any year group) at retirement a promotion to the grade of
brigadier general ('‘Tombstone Promntion"); and making the selection by
a Headquarters, Department of the Army board.

il. Taking immediate disciplinary action against officers who violate
ethical standards.

12. Providing each officer upon commissioning with a hard-bound copy

of a apecial textbook which would include The Armed Forces Officer, the
Officer's Creed, a message on the subject of pr-fessional standards from
the Chief of Staff, and other suitable documents which set enduring
guidelines for an Army vificer.

13. Establishing uniform standards for those practices which are now
subject to iaterpretation and vary between uuits or posts, and which
are amenable to Army-wide policies. (The recent Faircut standard
prescribed by Headquarters, Department of the Army is one example of
a step in the right direction.)

For Implementation on a Trial Basis:

14. Including as a supplementary input to officer efficiency files
the results of peer ratings which would be compiled from periodic
solicitations, by mail, from Headquarters, Department of the Army, of
comments from selected officers oa those contemporaries with whom

i they had served in past assignments.

¥ 15. Having students at the USACGSC and tue USAWC submit confidential
comments on prospective selectees for brigadier general and making a

vii




tabulation of the results avallable to the president of the promotion
board for use as he sees fit.

For Futther Study:

16. Reassessing as a4 matter of centinuing priority all facets--

including basic assumptions--of the system of officer cvaluation,

including: the role ot the efficiency report in making assignments; .
the possible role of the indorsing officer as an evaluator of the
rating officer as well as an evaluator of the rated officer; the
weight and nature of the indorsing offlicer's comments and entrices
when his duties obviously preclude intimate knowledge of the rated
officer; and the possibility of designing ditferent efficlency
raport forms for different officer grade level groupings (such as
one rather concise form for 0-1 through 0-3, another form for 0-4
and 0-5, one for 0-6, and one for general officers).

17. PRequiring completion of a written examinaticn on common and braach
material subjects prlor to selectlon for attendance at USACGSC or
equivalent schools.

18, Providing for attendance at speclal short courses at branch schools
and the USACGSC for selectees to brigadier general,

19, Upgrading the academic challenge at Advanced Courses and elimi-
nating from the service those students who fail to meet reasonable
academic or traditional cthical standards.

20. Developing a written questionnaire on officer value systems to be
administered over the years at Advanced Courses, USACGSC, and USAWC

to generate a data base, assess trends, and keep the issue of indi-
vidual and group values alive.

21. Providing Ilnstruction in counseling subordinates at the Advanced
Coursus and the USACGSC.

22. Fublishling u suitable text, possibly in Department of the Army

Pamphlet format, outlining the need and explaining the metnods for

counseling subordinates and permitting them to particlpate (n the

diaiogue. .

23. Hoavung promotfion boards serve also as screenlng boards for candi-
dates for elimination from the service.

24, Simplifylng the adminfst ative procedures for elimination of
officers from the service.

vitt




25. Reducing to a minimum, or eliminating entirely for all grades
below 0-6 the "nominating" of officers for assignments and the

honoring ¢ 'by name' requests.

26. Removing wherever possible statistical competition within orga-
nizations, and resorting wherever practicable to a "pass-fail" system
of retings without numerical scores in organizational inspectious.

27. Ensuring that promotion boards receive comprehensive instructions
which are compatible with announced policies of career pattern and
assignment priorities, and which do not in effect validate "ticket
puaching' as the unique route to rapid promotion.

28. Eliminating Junior Of ficer Councils except for those groups of
officers who are in student or essentially transient status and have

no regular chain of command.

29. Encouraging initiative and learning Ly experience through public
recognition that human activities are not susceptible to complete
statistical measurement, that mistakes in training are expected, and
that--while perfection may be a long term goal--the concept of “zero
d:fects" is not applicable to all aspects of management.

30. Including an additional grade--such os senior captain--between
the present 0-3 and 0-4 grades and authoriziug that grade level for
positions of command at company level.

31, Including the substance of this study as a topic tor the next
Army Commanders' Conference.
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STUDY ON MILITARY PROFESSIONALISM

30 JUNE 1970
PART I - INTRODUCTION

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

dated 18 April 1970. Se€ Inclosure 1.

B. PURPOSE OF THE STUDY.

The‘study was designed to assess the professional climate of the
Army, to identify'any problem areas, and to formulate corrective
actions. Its goal was to produce a product which could be usefully
and directly applied, as compared with a dissertation that would be

primarily theoretical or philosophical.

C. NATURE OF THE STUDY.

The subject explored ip this study is highly complex. Military
professionalism involves a whole panorama of disciplines of varying
precision and sophistication. Exactly what it encompasses—-either
quantitatively or qualitatively--is a matter of widely differing
opinion. But th; focal point of the prcfesaibn is clearly man him-
gelf: as an individual, a member of a number of groups and sub-groups,
and a product of his culture. The behavioral scieuces, with their
reliance on intuitive judgment and their preoccupation with being as

unemotional and non-subjective as possible, represent the primary
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disciplines which would be the theoretical framework for further and
more abstract exploitations of the content of this report. The {cunda-
tions of this study were tne perceptions of the existing climate by !

members of the Officer Corps. Regardless of whether all cf these are.

g
,

in accord with the facts, they appear to reflect accurately the wide- ’

spread convictions within the Officer Corps as to what the facts are.

b, ORGANIZATION OF THE REPORT.
The body of the report provides a concise review of the p:oblem
derinition and methodology, findings and discussion, conclusious, and

recomméndarions. Additionél detalls are included in the aAnnexes.
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PART II - METHODOLOGY

A. MISSION.

The mission assigned for this study was to assess the existing
climate of professionalism in today's Army, giving particular atten-
tion to the prevailling standards of professional competence and
moral/ethical behavior. Also included was the requirsment to outline

measures for the solution of any problems which were identified.

B. PROBLEM DEFINITION.

1. It was assumed that the professional climate in the Army today
could be assessed by properly obtaining the opinions, perceptions,
and attitudes of a selected sample of the Officer Corps.

2. Problem definition led to the conclusion that the research

effort should be designed around five basic questions:

FIRST: WHAT ARE THE PROFESSIONAL STANDARDS OR IDEAL VALUES WHICH
TRADITIONALLY HAVE BEEN SET FORTH FOR THE ARMY OFFICER?

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 HAVE MAJOR SIGNIFICANCE FOR THE ARMY?

FOURTH: WHAT FACTORS, CONDITIONS, AND SITUATIONS (BOTH INTERNAL
AND EXTERNAL) UNDERLIE THE SIGNIFICANT DIFFERENCES BETWEEN IDEAL
AND ACTUAL STANDARDS?

FIFTH: BY WHAT MEANS CAN THE ARMY, THE OFFICER CORPS, AND THE
INDIVIDUAL OFFICER MAKE THE IDEAL AND THE ACTUAL STANDARDS MORE
NEARLY IDENTICAL?




}
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c. STUDY DESIGN. (See Annex A, Methodology, for details.)

1. Concept of Research.

This effort was designed as an expleoratory study to probe the depth
and breadth of the five basic questiomns derived from problem defini-
tion. The focus of the research effort was on the value system of
today's Army officer., The major portion of the data base was derived
from interviews, seminars, and questionnaires conducted and administered
in May 1970. The participants were a cross section of the students and
faculty of the US Army Chaplains School, the Advanced Courses at Forts
Beﬁniug, Eustis, KnoX, and S1l11, and USACGSC at Fort Leavenwcrth.
Approximately 250 officers from these posts participated. Additionally,
all of the Army members of the class of 1970 at the USAWC along with
Army members of the faculty and USACDCIAS were queried by questionnaire,
and wany participated in seminars at Carlisle Barracks which addressed
gelected areas of the scudy. Additional parts of the data base con~
gisted of a literature survey, including a review of recent Department
of the Army studies; informal interviews with senior cfficers assigned
to OPD, OPO; and brief, informal visits to the USMA Office of Research
and the US Army Behavioral Science Research Laboratorxy. A conceptual
model of the data base is at Figure 11-1. (A pibliography is included

as Annex C3 results of data compilation and analysis are included in

Annex B, Findings and-Discussion.)

2. Conceptual Model of the study.

Figure II-2 depicts iie conceptual model of the study. It starts
with an analysis of professionalism, ghows the theoretical derivation

4
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of an individual's value system, and symbolizes how the answers to the
questions contained in pinblem definition determine the angle or the

divergence between the idea. nd the actual patterns of behavior.

D. PLAN FGR ANALYSIS.

The quantitative data obtained from the questionﬁgires were sub-
jected to a computer-assisted analysis. Questivnnaire narratives were
anal zed for content and recurring themes by a panel of judges selected
from the USAWC student body. Seminar leader teams of two officers
each--one USAWC faculty member and one student--were debriefed sep-
arately shortly after thelr return from visits to other installations.
{Representative extracts from these taped debriefing sessions and the
questionnaire narrative are included in Appendix 1, /-ecdotal Input,
to Annex B.)

Perceptions of the attitudes of seminar participants as well as
content summaries of sgeminars were inserted iato the data matrix along
with the other information. Pertinent remarks from experienced offi-
cers in OPD along with the findings of recent studies, such as the
Franklin Institute Research Laboratories Career Motivation Study
published in 1969, USAWC student research papers, and preliminary
findings by the USMA Office of Research on a study of attitudes of
gselected juniocr officer resignees, were used as background or corrob-
orative information. In order to ensure that these various sources
did not contaminate each other, and that one primary source did not

prejudice the total analysis, the different inputs (questionnaire

7
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multiple choice; questionnaire narrative; seminar leader debrief
background interviews at OPD, BESRL, USMA; related studies) were

analyzed first separately, then as a whole.

E. 'THE CRARACTERISTICS OF THE SAMPLE.

The 415 officers who responded to the questionnaire and the 250
among them who participated in seninars (group discussions) represent
a varisty of grades, branches, and experience. They were generally
representative of the officers who will be the middle and senior
grade leaders during the next decade. However, the sauple was not
designed to be, and does not purport to be, a statistical representa-
tion of the entire Officer Corps. The sample is heavy in military and
civilian education, and heavy in officers who have given evidence of
above average ratings of performance as evidenced by their selection
for USACGSC and USAWC. The sanple was designed to obtain collective
judgment, rather than to.provide comprehensive representation of the
Officer Corps as a whole.

During the analysis, the responses of the Aifferent characteristic
groupings-—source of commission, grade, branch, etc.--were analyzed
separately as well as in the overall group. (As the analysis developed,
{t became apparent that the content of the different responses depicting
the climate was strikingly uniform and significantly independent of the

variables of grade, branch, education, and source of commission.)

F. THE HANDLING OF BIAS IN ANALYSIS, AND MISPERCEPTION IN VIEWPOINT.

1. Screening of Blas.
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The study group endeavored co scraen pticoncuptlonS. emotionalism,
and bias from data {nterpretation and analysis, This guideline was

fundamental in both study design and execution. There was no attempt

by anyone in the chain of command to prejudge or prejudice the findings.
Inputs to the stuly described above were analyzed separately. Theae
analyses wera perforned by multiple judges. Quantitative analysis

was initially held separate from qualitative analysis. Analysis of

®

causative factors and developnent of solution concepts vere done at n
two separate levels--by the interview teams and by the permanent study !n
team m;mbera. Analysis of cause and concepts for solution were sub-
jected to raview and debate by discussion groups of students and
faculty at the USAWC.

2. Perception vs Reality.

S

a. Impact on the Data Base. Much of the data base was constructed

by weaving together the perceptions of the officers in ‘he sample.
Sometimes perceptiomns equate to reality. Sometimes--in reflecting
feelings about the climate in which one exists--the perception is by
definition the reality. At other times an indiv8dual views incompletely
or emotionally the actions or motivations of others.

These principles were considered in the design and execution of the
study. (Most of the perceptions of the participants in this study were
supported by other evidence--such as gimilar independent perceptions by
observers with different perspective, findings of other studies, and the
results of recent OPD and USMA interviews on similar topics. The consen-

gus which developed in terms of nearly identical themes being contributed
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by a variety of officers of disparate backgrounds and present assign-
ments also tended to conflrm the validity of individual perceptions.)

b. The Limitations of Individual Perception. There are good

reasons tc be suspicious of the assumption that members of any orga-
nizstion, particularly at the lower echelons, can accurately judge

the merits of the total system or the adequacy or quality of the
behavior patterns of others in the organization. Complaints about
superiors and about limitations on one's initiative could be, and often
are, convenient rationalizations for personal inadequacles. Lcgically,
come .of the derogatofy comments from junior officers stem from their
incomplete knowledge of the larger scheme of things or their discomfort
with the many arduous tasks that necessarily confront the Army today.
These proclivities were considered by the study group when the quali- -

tative inputs were assessed.

G. CONSISTENCY OF CONTENT WITHIN THE DATA BASE.

As the data base developed, one cf the most significant features
was the complementarity of the various inputs. Diver-euce of opinion
on the magnitude or prevalance of the defects in the present climate,
and descriptions of examples of deviation from the ideal standards, or
ideas on the basic causes for the flaws in the professional climate
was less than one might expect.

The quantitative data were used primarily to arvsess the climate
by discrete increments such as "getting a good example," or "being

loyal to superiors," or "developing the skills required for present

10




assignment.' These data were also indexed to biographical data,
permitting correlation between such characteristics as grade and
education level and each of the responses to the forced choice type

of question. The writers' narrative responses and the discussions
were used to interpret some of the quantitative data, to provide back-
ground for diagnosis of the more basic causes of the prevailing
climate, and--particulariy during the latter phases of the study--to
generate ideas for solution concepts.

Wherc there were minor conflicts or apparent contradictions between
quantitative and qualitative input, the members of the study group
evaluated the evidence and decided which indicator appeared to reflect
most accurately the perceptions and attitudes of the respondents and
tbe underlying factors of causality. In no instance were the incon-
sistencies irreconcilable. For erample, in Figure B-9, Causation
Themes, Annex B, the theme of "permissive society" appeared a greater
number of times than the theme "requiring expertise in ‘too many areas.'
Yet a comprehensive analysis of all the Lnput resulted in a conclusion
that for a number of reasone the Army's tendency to honor the training
of "generalists' to the point of condoning if not dictating rapid
turnover of officers for '"career development' reasons was a much more
important consideration than was the impact of a 'permissive society."
Each increment within the data base must be viewed within the entire

context of the report.
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PART II1 - FINDINGS AND DISCUSSION

L A. THE PREVAILING PROFESSIONAL CLIMATE. (See Annex B, Findings and

Discussion, for further elaboration and tabular data.)

1. Attitude toward Professionalism.
The officers whoe provided information for this study were an

impressive group. There is good reason to believe that they represent

an important section of that part of the Officer Corps which will
provide the key leadership in the next decade. Especially reassuring
for the future was the vigorous, interested, intelligent outlook of
the captains and junior majors--individuals who had been commissioned
in the past three to seven years. They reflected as a group a deep
commitment to the ideal of Duty-Homor-Country. They were intolerant
of others--be they subordinates, peers, or seniors—-who transgressed.

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

eliminated from the Service. The junior officers did not question--
either in seminar, personal interview, or on the questionnaire

responses where their anonymity was guaranteed--the traditional, essen-
tially authoritarian mode of the military organizatiom, or its vital

and unique responsibilities which could result in an officer's accom-
plishing a particular task at the cost of his life. They were frustrated
by the pressures of the system, disheartened by those seniors who
sacrificed integrity on the altar of personal sucéess, and impatient
with what they perceived as preoccupation with insignificant statistics.

2. The Characteristics of the Climate,

12
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a. General. There is a significant, widely perceived, rarely

2 e it b g

disavowed difference between the idealized professional climate and

the existing professional climate. A

b. The Ideal and the Existing Climate. The idealized climate is

characterized by: individual i{ntegrity, mutual trust and confidenée,
unselfish motivation, technical competence, and an unconstrained flow
of fnformation. It is epitomized in the words, Duty-Honor-Country.
The existing climate includes a wide spectrum of performance. Some
performance conforms closely to the ideal. But a widespread, offi-
cially condoned or institutionalized portion of the performance of
individuals varies sfignificantly from the standards that the Army
espouses as an organizatlon, and that the officers subscriﬁe to as
being the proper standards for their personal behavior, As a result,
the existing climate Includes perslstent and rather ubiqulitous over-
tones of: sclfish behavior that places personal success ahead of the
good of the Service; looking upward to please superiors instead of
looking downward to fulfill the legitimate needs of subcrdinates; pre-
occupation with the attalnment of trivial short-term objectives even
through dishonest practices that injure the long-term fabric of the
organization; incomplete communications between junior and seniors
which leave the scnfor uninformed and tbe junlor feeling unimportant;
and inadequate technical or managerial competence to perform effectively
the ussignéd duties. A scenario that was trepeatedly desceribed in
seminar sesBions and narrative responses includes an ambitious, tran-

sitory commander-~marginally skilled {n the complexities of his

. . 13




duties--engulfed in producing statistical results, fearful of personal
failure, too busy to talk with or listen to his subordinates, and deter-
mined to submit acceptably optimistic reports which reflect faultless
completion of a variety of tasks at the expense of the sweat and frus-

a Qi : - tration ~f his subordinates. The junior officer bears a particularly

heavy part of the burden. He is the executor of commend decisions and

bears thie brunt of - the burden of executing simultaneously and flawlessly
all the policies conceived by all the echelons above him.

The following are representative remarks extracted from the narra-

O T R, T X L i HET AT

tive comments of questionnaires. (Additional extracts from narrative

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

These are from officers at various posts.

CPT: . . . overemphasis on zero defects. . . .
Commanders must realize that faistakes are human,
. . . they should be used as lessons learned and
not vehicles for destroying an individual.
LT: I have observed that the willingness of an
officer to assume responsibility for his own plans
and actions seems to vary inversely with rank up to
the rank of general. While obviously a gross
generalizatiou, this behavioral pattern is consist-
tent with . . . crcver your ass. _
CPT: . . . reluctance of middle grade officers to
render reports reflecting the true material readiness
of their unit, Because they and their raters hold
their leadership positions for such short periods,
. they feel that even one poor report will reflect
harshly upon their abilities.
CPT: . . . fear in the subordinate of relief and
L 3 bad OER if he admits that his unit is less than
perfect or he is presenting a point his superior
doesn't want to hcar. . . . The subordinate must
have the integrity to 'tell it like it is' in spite
of fear for his career, etc., while the superior
owes it to his subordinates to help him as much as
possible as opposed to the attitude of 'you get it
squared away or 1'11 get someone who will' over a
one-time deficiency. . . . It takes a great deal

14
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of personal courage to say 'the screw up occurred
here' rather than passing the blame down to a lower
level. The only solution would again be the develup-
ment of personal integrity and moral courage. . .
Perhaps an emphasis on these traits as opposed to the
sledgehammer of, 'you screwed up once and now it will
haunt you forever on your OER.'

CPT: In other words, the CO who allows his subor-
dinates to make certain mistakes in order to increase
their proficiency and ability even though it makes
the CO look bad is the officer zapped by the OER.
Reduce this . . . by effective leadership.

CPT: Military personnel, primarily career types,

are too concerned with promotions, efficiency
reports, and conforming to the wishes of thelr com-
mander. . . . Many times a good soldier is . . .
treated unfalrly by his superiors for maintaining

% high standards of professional military competence.
: CPT: Too many officers place the value of a high
! OER over the welfare of their men. . . . The Army

should select men for command positions who have some
i backbone and who care about the unit and the men more
f than they care about their career. Relieve officers

i who fail in these areas. . . . Too many officers

4 will go to any means to recelve a high OER.

COL: Endless CYA exercises create suspicion and
distru: ~ on the part of juniors for the integrity

and competence of their superiors. . . . 'Buck
passing' has always been a problem, but reluctance

to accept responsibility at high level is increasingly
evident, as viewed by the juniors.

COL: Across the board the Officer Corps is lacking
in their responsibilities of looking out for the
welfare of subordinates.

COL: Chaotic conditions in the Army permit
unprincipled officers to work undetected.

COL: We appear to live in an environment which does
not tolerate less than total success, with the result
that delegation of authority to subordinate levels
caanot be accepted since the commander cannot afford
to be 'smeared' by the taint of even possible failure.
Subordinates reared in such an environment can do no
more than perpetuate . ., . this practice . . . it is
a trend which needs to be reversed before the initia-
tive of the junior officer is completely subverted.
COL: Everyone is afraid to make a mistake with
someone always looking over his shoulder. . . .
Authority and ability are diluted at every level. . . .

15
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When senior officers let their personal ambitions
show through in their actions and decisions, this
weakens ethical standards throughout that portion

of the Offlcer Corps who know of this . . . .

Many, many young officers who realize that personal
ambition and not the long range good of the orga-
nization is the 'why' of certain declisions leave

the Army. Hence, example tends to keep in the Army
those who are willing to follow that example.

COL: It appears to me that we want only to impress
people with what we do right . . . with a result that
reports are shaded and do not reflect the true state
of an organization. . . . I feel that many senior
officers need exposure to modern concepts of person-
nel management, communication techniques, motivation,
and the need for self-actuallzation that young
officers . . . possess.

COL: Officers dv not know thelir own jobs well

enough and . . . they are afraid that {f they dele-
gate authority to subordinates, . . . they themselves
will suffer . . . the present day commander looks
upon his command tour as a mechanism to help him

get ahead provided he does not rock the boat or

make waves . . . As a result, subordinates are not
being properly developed and there is a general
feeling among junior officers that seniors are
untouchable, unapproachable, unreasonable, and
constantly looking for mistakes . . . . A commander
who takes a genuine interest in the welfare and the
training of his subordinates is getting rarer,
indeed. . . . I continue to be impressed by the
potential and desire of officer candidates who are
being commissioned.

COL: Many of these young officers arc exceptional
and in my experience come much closer to the 'ideal’
than did junior officers in the period 1945-1955 . . . .
It appears the greatest single factor working agalnst
the {deal is excessive carecr competition among upper
and senior officers. At Battalion Commander level
this problem becomes acute gnd continues from Battalion
to Brigade to Division . . . . The below zone promo-
tion scheme should be reconsidered (1 had one to 0-6).
Better would be a higher passover vate and no below

) _ zone promotions .. . . . The capable, ambitious

; : of flcer must be protected from himself but more
importantly the junior officers aad M beneath him
[them] must be protected.
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MAJ: I am concerned with honesty--trust--and
administrative competence within the Officer Corps.
. . . Command influence impairs calling a 'spade

a spade.' . . . One of my raters exemplified the
subject concept . . « His primary interest was
'No. 1'; everything else (including the welfare of
the command) was handled on a 'two-faced' basis.

He would 'bleed' his troops dry to make a good
impression--then stab his subordinates in the back .
when they were no longer useful . « .+ . I'mnot
attempting sarcasm, but the concept of 'getting your
ticket punched' has gone too far.

It is of more than passing interest to note how these themes recur
{in allied literature. In May 1970 several of ficers from the USMA class
of 19° who were resigning were interviewed by the USMA Office of
Resear~h. Included in the preliminary draft of a paper summarizing
the interviews were the following:

Their first complaint was based on the percoption
of senior officers, particularly colonels and
lieutenant colonels who were in command positions,
that as a result of the 'system' the latter offi- .
~ars were forced to abandon their scruples and
gnore the precepts of duty and honor; and if
acessary to lie and cheat in order to remain
saccassful and competitive . . .

A second complaint was that no one had shown any

real interest in them, their careers, in their

op: .loms. Without exception, each of the {ten]

X res .gnees states that this interview was the first .
| r' o that any senior officer had ever sat down and

F L. .<ed with them as opposed to talking at them.

This theme—--of a senlor not listening--permeated the seminar sessious
conducted at rhe schools by the USAWC study group. Many officers,

including those up to the grade of lieutenant colonel, expressed the

W view that the seminar sessions conducted by the USAWC tcams were the

first time their opinions had ever bqu_gpl}g}}pq_ginghg}gwggg}ors.
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Many of the junior officers stated that it was not ultimately important
whether or not their individual recommendations were placed into effect
because they did not presume to understand all of the big picture. Of
vital importance to them was the fact that a senior officer would or
would not give them a chance to express their views, including bad

as well as good news.

Another interesting by-product of the seminars conducted with the
younger officers was the reaction of tha USAWC team members. They were
impressed with the insight, energy, maturity, and outlook of the captains
and majors particularly. And some of the team members felt that had
they been somehow exposed to the barrage of unfiltered, straightforward
perceptions of the junior officers a few yearé ago they would have done
a better job as battalion commanders.

It s also noteworthy that the conditioms described both in the
written narrative and the seminars are practically identical to parts
of :he situation revealed by the Franklin Institute Study and published

in Department of the Army Pamphlet 600-20, Personnel--General: Junior

Officer Retention, dated August 1969.

¢c. The Elements of Imberfection. Variance from the ideal was

perceived by and attributed to officers of all grades. The more
senior the officer, the less he perceived variations from the ideal.
The iunior officers were perceived by all grades including their own
as departing slightly more from ideal standards than were senior offi-
cers. The senior officers were held more responsible for everyone's
deviations because thay play such an influential part in the design

18
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and operation of the system. Hypocrisy in a junior officer 1s often
perceived as an individual sberration; hypocrisy in a senior officer
is perceived as a basic flaw in the system. The poor example of
genior officers--in matters of ethics and technical competence--was
a recurring theme, particularly in the qualitative data.

Officers of all grades indicated that there was a greater devia-
tion from ideal standards in "professional military competence"

(referred to within this paper as ''technical competence,"

weaning
the aspects of proficiency in assigned duties) than in "ethical
behavior." In attempting to construct a paradigm that would refine
the cause-effect cycle, it became apparent that ethical behavior and
technical competence are tightly interlaced. (See Figure III-1, p.
22.)

3. Determination of the Causal Factors.

a. The Interdependence of Apparent Cause and Effect. Early in

the study two preliminary findings became clear: the subject of
ﬁrofessionalism is all-encompassing, and the entire spectrum of Army
activities and officer duties must be examined in order to get anything
close to an accurate view; and the cause~effect ingredients are so
ijntermixed and circuitous as to defy separation of one from the other.
These two findings are especlally significant when formulating and
implementing corrective actions. For example, whether the misuse of
statistical indicators is a cause of dishonest reporting or simply an
effect of incompetent or inexperienced management is unclear. What is
clear is that the misuse of statistical indicators is part of a much
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larger puzzle that includes such things as inexperience stemming from
rapid personnel turnover (much of which the Army imposed on itself),
a quest for a perfect record, and increasingly complex technical
environment, and the existence of data processtng equipments.

Inaccurate reporting--rampant throughout the Army and perceived
by every grade level sampled from 0-2 through 0=7--is significant and
representative of the {nterdependence of a number of factors. First,
it is a logical by-product of data processing technology: the need
to quantify progress and compare efficiency, the need to allocate
scarce resources, the tendency to apply the "commercial ethic" which
equates success with measurable output, and the desire to make deci-
sions at the highest possible ;evel where more of the complete picture
can be appreciated--where political or fiscal nuances can be viewed in
bett;: perspective. Second, it is a result of our failing to recognize
the importance of the non-quantifiable variables in a valid equation
of personal or organizational success. This is particularly true of
barely perceptible environmental changes which can be tolerated day by
day, but which accrete to counter-productive forces over the long haul.
while giding 1ip service to the Army's being ''puople oriented," we
have in #£act rewarded the non-people part of the equation.

Statistical indicators deserve particular attention because they
are presé%t as a factor in so many of the perceived variances between
the ideal afld the operative standards. They represent a crutch on
which the inexperienced or transient commander can lean in judging
his own or his subordinates' progress. Being incomplete, but the
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focus of attention because they are measurable over the ghort term
period, they can cause a diversion of effort from substantive matters
to trivial or symptomatic indicators. They are susceptible to manipu-
lation and frequently g0 unchalienged because of lack of time and
technical competence along the chain of command, or because of a
fixation on good news without regard for fact. The generation and
analysis of these "{ndicators'" create a force within the institution
that is self-perpetuating: thus commanders and staff officers llve
for peripheral success incicators such as the comparative DR figures,
the savings bona scures, and the reenlistment rate. We then generate
organizational eroding procedures and incidents, all done undar the
guise of '"mission accomplishment' or the “ean do" spirit. Still, two
relevant points should be mentioned which were made clear by many of
the respondents:

Statistical indicators are legitimate management tools and should
not be disregarded summarily. It is their misuse, not their existence,
to which there is loud objuction.

The "cen do" spirit is indispensable in a military unit. Mission
acconmplishment is the reascn for being. However, not all short term
missions may be worth the sacrifice of people, sweat, loyalty, or other
precious commodities. The "can do" spirit must be tempered with
unselfish good judgment and sometimes held in abeyarce.

b. Schematic of the Cause-Effect Cycle. The diagram on the next

page (Figure 11I-1) shows one concept of the flow of cause and effect.
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POSSIBLE CAUSE-EFFECT CYCLE

QUEST FOR EARLY
PROMOQTION (LOYALTY "UP "
"TICKET PUNCHING," "EXPOSURE,"
PERFECT RECORD)

REPORTING AND
RECEIVING ONLY
"GOOD NEWS"

POORLY
INFORMED | MMEDYATE
SUPERIORS PERFECTION
(ZERO DEFECTS)
UNAWARENESS OF NO TIME /4
DEEP, LONG TERM, FOR TRIAL
NON-QUANTIFIABLE AND ERROR
I SSUES AND TRENDS
CENTRALIZED
PRECLUDES CONTROL
MEASORES AND : KNOWING MEN,
EXPOSES ONLY ESTABLI SHING MUTUAL
SHORT-TERM TRUST AND CONFIDENCE
RESULTS '
concs‘r:hhlon ON DETAILED
"MEASURABLE TRIVIA" STATUS

EPORTING
\\ RELI ANCE
ON STATISTI
INSTEAD OF ON "FEEL"

Figure III-1
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A basic cause appears to be the striving for personal success. Such
striving is desirable within bounds, and is an expdhted trait among
the type of aggressive, dynanic, goal-oriented competitors the Afmy
attracts and relies upon. Therefore, the solution to uninhibited
and unethical adventurism for personal gain must be to structure the
reward system and educate the executors of the system So that personal
ambitions are kept within bounds. This is not done by diroct%ng an
officer to submit honest reports. It is done by setting realistic
goals that can be met by reasonable, dedicated people, whose methods
and attitudes c;n be monitored by superiors who have the experience
and expertise to be able to recognize inaccu;ate repor:s when they
see them. It is done by building mutual trust and copfidencc. and
loyalty that comes from being in one assignment long enough éo be
able to recover from mistakes; and to have genuine concern --as a
practical matter--about the impact which expediaut methods will have
on the unit next year. As one captain wrote in his questionnaire,
"Loyalty applies to pefgpnnel on both ends, and is based on mutual
respect and truat. Loyalty cannot be developed “in many occguions in
today's AQ;y becauce of the rapid movement of personnel. . . . True

13

' As these remarks

loyalty among men is not developed overnight.'
correctly illustrate, there is direct interrelation between officer
assignment policies and the enhancement of an optimum professional
environment. And other interrelationships--between material readiness,
post work details, selection board ;ctions,‘service school graduation

standards, and many others--all contribute to the climate. It is their

3
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total impact--the "system''-- that drives much of the actual ethical
standards of the Officer Corps. Some will f£ight the system, ané
survive, on opposite ends of the scale; the incorruptible idealists
and ;he ethical/moral bums. But because most are carried along by
the operating system of reward and punishmert, it is the modification

of that system which appears to be a primary key to improving the

* professional climate {n the Army. As custodians of the "system,' 1t

is again to the senior officers that ome must turn for viable solu-

tions.

c. Areas Requiring Examination. Findings of this study indicate

rhat at least three factors which may contribute to unethical behavior

need close scrutiny:

’
(1) The Unrealistic Demand for Perfection. Faultless performance

may be a suitable immediate goal for producticn line workers who have
routine tasks or for skilled technicians who have nearly infinite time.
For those who deal with complex organizations, changing missions, and
people of various aptitudes, perfection or ",ero defects" is an impos-
gibility. It is a simplistic approach that appeals to few people on
the working end of the orgénization. It is especially unappealing to
those who take things seriously, who want to accomplish their mission,
and who are prone to report the truth. It {s antithetical to the
Army's proclamation that it is people-oriented. Pressures to achieve
unrealistic goals, whether imposed by design or generated through

incompetence, s°on strain the ethical fiber of the organization.
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(2) The Method of Evaluating Of ficers. Findings of this study

cast doubts that our present method of efficiency ratings is adequate.

The basic assumptions of the evaluative process as well as the mechanics
of the system have questionable validity. That the rating system is
operated by humdns and thereby imperfect is not the point. One point

{s whether or not the system of having only a superlor's evaluation

of an officgr‘s performance recognizes realistically the natufg of
human relationships. With all the imperfections in the prpfessional
climate that this study and other studies reveal, the present system
of ratings that cmphasizes "efficiency" instead of perhaps "effi-
ciency plus the quality ~f the man" seems to be part of the problem
and of little help in the solution. The battalion commander who

as one captain described in a discussion group " . . . had always
his mission in mind and he went about performing that mission with
the utmost proficiency. His mission was getting promoted . . . M

frequently fools the boss but rarely fools his peers or his subor-

dinates. Peer or subordinate fnput, inserted so as nol to disturb

unduly the chain of comman&, should be examined. A second point to

ponder is whether or not a performance—evaluating system LP a largéf
organization can be expected to discriminate between thus?ttop!quuﬁiﬁy

people sufficiently s0 they can be placed in any reliable numerical

order. The present system purports to do that--in_selection for {

general officer in particular. Perhaps after a certain plateau is ~
reached, the Army must admiz publicly that chance and the personal

preference of selection buvards are the only real discriminators.

25 &

e e e ———ET T EAR TPt e e st 7 e = !
IR TR T L S e S T L L T T A

e O AR AP W+ Tomi = = =i 17 > e =
v A o S D AN ks e s




O N i a i i e

(3) The Essentiality of Command or High Level staff. The percep-

tions of the group of officers queried during this study left no

doubt but that we have created a climate in which "doing certain jobs"
takes precedence over developing expertise. It apparently has been
some time since the Army questioned the assumption that a wide variety
of assignments, iﬁcluding command at every possible grau2 level, is
the most §esirab1e career pattern for officers of the combat arms.

The implications of this assumption are 8o far-reaching that possibly
no single personnel management concept--save that of the uninhibited
quest for the unblemisked record--has more impact on the future
competence of the Officer Corps

d. The Role of External Forces On the Contemporary Professional

Climate.

Doubtless many factors outside the control of the Army helped to
set the stage for our toleration of expedients and less-than-optimum
techniques. Some of these might be: the knowledge and technological
explosions that made the practice of management more copplex; data
processing technology that permitted--if not demanded- -centralized
control of expensive resources; a prolonged period of marginally-
funded force levels where over-extended manpower was substituted for
new equipment or for inadequate O&M funds; and a number of important
and sensitive missions--Berlin buildup, Cuban crisis, and parts of
the buildup and conduct of the ‘ietnam War--where getting the Job

done quickly was the thing that mattered most.
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llowever, neither singularly nor grouped together do these appear
to be prime causative factors of thoae condttiona within the Army's
professional climate which represent deviations from,ideal standards.

P

These external events did not. present the Army with such\unremitting
and constraining pressures as to demand exterior perfection regardless
of the importance of the mission, oY the means used to get the job
done. There is no externally jmposed rationale for the seemingly
prevalent uninhibited quest for persénal success at almost any price.
There was no outside force that directly caused the isolation of senior
officers; no obvious excuse for the seeming penchant for rewarding
those whe dov ¢ "rock the boat."

Th mi,it,u‘ is not immune from the intrusion of parcs of the
changing valuéis stem of society. Indeed the intense competicion
for promotion, thm’pteoccupation with maintaining an image of per-
gonal success, add the intetest in accumulating a pile of statistical
evi&ence ofiefficiaﬁcy are commonplace in the world of American commerce.
These facts of 11fg We¥e considered in byoth the design and execution of
the study.

However, th;se larger trends, as well as more transitory ingre-
dients of gocietal change such_as the anti-war, anti-establishment
movements, did not appear to be px;mary causative factors to such a
degree that they were truely consequential 1n this assessnent of the
professional climate. 'One can draw this conclusion from three portions
of the data base. First, the young officess who are most directly

i

affected by recent societal changes atill profess to accept the
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traditional ideal of Duty~-Honor-Country. They also complaia with
seeming sincerity about any deviations they see between ideal and
actual standards. Also, and consistent with the outlo§k of the stereo-
type of the better informed and somewhat skeptihal &outh of today,

the junior officers are prompt to-criticize substandard'perEOtmance.
And'some of them, according to their own percepfions; are williug

tc accommodate to the norm of the group even though the norm be less

" than ideal. Second, the military has not lately changed its traditional

jdeal standards and there was no suggestion put forth from the officers
queried that it should. Third, the system which touts ''zero defects,"”
“eicket punching," and preoccupation with "gpensurable trivia" that
most officers seemed concerned about was devised by s2nior officers,
not by junior officers. 1f rccent trends from the outside have
affected directly the value scala of seniuvr officers, the mechanism
for such change did not surface during this study. One must therefore
conclude that there appears to ve little justification for blaming the
bulk of the imperfections extant in our professior on the general
trends which some sociologists discern in our society or which plague
the outside world in general. |

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

The existing climate includes a hardy potential for improvement
in that there is public acceptancc of the traditional ideals of the
professional soldier, and an apparently genuine dissatisfaction with
imperfections. However, the present climate does not appear to be
self-correcting. The human drives for success and for recognition by
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seniors, sustained if not inflamed by the systems of reward and manage-
ment which cater to immediate personal success at the expense of a long
term consolidation of moral and ethical strengih, would appear to

perpetuate if not exacerbate the curreant environment. Time alone

: ’
will not cure the disease. The fact also that the leaders of the
future are those who survived and excelled within the rules of the
present system militates in part against the initiation of any self- -

; starting incremental return toward the practical application of ideal
values. It is impossible to forecast future institutional climates

with any degree of reliability. Nevertheless, it is not unreasonable
to state as consequences of the present climate: it is conducive to
self-deception because it fosters the production of inaccurate infor-
mation; it impacts on the long term ability of the Army to fight and
win because it frustrates young, idealistic, energetic officers who

leave the service and are replaced by those who will tolerate if not

condone ethical imperfection; it is corrosive of the Army's image
becsuse it falls short of the traditional idealistic ccde of the
soldier--a code which is the key to the soldier's acceptance by a
modern free society; it lowers the credibility of our top military
leaders because it often shields them from essential bad news; it
stifles initiative, innovation, and humility because it demands
perfection or the pose of perfection at every turn; it downgrades
technical competence by rewarding instead trivial, measurable, quota-
f11lipg accomplishments; and it eventually squeezes much of the inner

satisfaction and personal enjoyment out of being an officer.
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PART IV - CONCLUSIONS AND CONCEPTS FOR SOLUTION

A, CONCLUSIONS.

1. The ideal standards of ethical/moral/professional behavior as
epitomized by "Duty-Homor-Country" are accepted by the Officer Corps
as proper, meaningful, and relevant for the Army of today.

2, There are widespread and often significant differences between
the ideal ethical/moral/professicnal standards of the Army--as epito-
mized by Duty-Honor-Country--and the prevailing standards.

3. The variances between the ideal standards and the actual or
operative stan&ards are perceived with striking similarity by the
cross section of officers queried during the conduct of this study.

4., The officers queried, in general, and the junior officers in
particular, were concerned about the uﬁ%thical practices they observed
and were eager to do their part in correcting the situation.

5. The junior officers as a group were vigorous, energetic, intel-
ligent, and dedicated; and were intolerant of substandard performance
by fipi: subord’r ces, peers, or superiors.

6.‘ There was no significant evidence that contemporary sociological
pressures--which are everpresent--were primary causes of the differences
between the ideal and the actual professional climate in the Army; the
probleﬁs are for ;he most part internally generated; they will not
vanish automatically as . - war in Vietnam winds down and the size of
the Army decreases. |

7. "Ethical behavior" and "military competence'" (knowledge of

assigned duties) are close ‘nterrelated, and inadequate performance
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in one area contributes to inadequate performance in the other. This
demonstrates the importance of professional ethics to long range
mission accomplishment.
8. The Army rewards system focuses on the accomplishment of
short term, measurable, and often trivial tasks, and neglects the -
development of those ethical standards which are essential to a healthy
profession.
9. The degree of deviation below ideal standards is greater in
“military competence" thar in "ethical behavior." '

10. The most frequeatly recurring specific themes describing the
variance between ideal and actual standards of behavior in the Officer
Corps include: selfish, promotion—oriented behavior; inadequate
communication between junior and senior; distorted or dishonest
reporting of status, statistics, or officer efficlency; technical or
managerial incompetence; disregard for principles but total respect
for accomplishing even the most trivial mission with zero Jefects;
disloyalty to subordinates; senior officers setting poor standards
of ethical/professional behavior.

11. The communication between junior and senior is inadequate;
the junior feels neglected and the senior is often out of touch with
reality. Junior officers believe that lieutenant colonels and colonels
in particular do not listen to them; they talk "to' rather than "with"
them. |

12. The present climate is not conducive to retaining junior

officers who place strong emphasis on principle rather than expediency.
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13. Variances between jdeal and actual standards are condoned, if
not engendered, by certain Army policies regarding officer evaluation,
selection for promotion, career concepts and assignment policies, and
information reporting systaoms.

14. The present climate is not self-correcting, and because of

the nature and extent of the problem, changes must be credibly insti-

tuted and enforced by the Army's top leadership.

15. Correcting the climate will require more than superficial,
transitury measures. The climate cannot be corrected by admor:itions.
Concrete modification of the systems of :eward and punishment to support

adherence to the time-honored principles of an Army'officer is required.

B. CONCEPTS FOR SOLUTION.

1. General.

Any organization must perform three functions to survive:

a. It must accomplish its day-to-day taske with effectiveness
and efficiency.

b. It must select and train competent and dedicated people to be
its future leaders.

c. It must accomplish the above through means that are consistent
with its basic philosophy, its ideals and traditions, and its self image.

The professional climate of the Army today indicates that item ¢
is being handled inadequately, and the adequacy of the systém for

supporting item b may be in doubt. Item a is also suffering to some
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degree, in that there is presently a gap between real accoumplishments
and reported acconplishaents in many areas of activity including such
variety as: readiness status of aircraft, body count, status, AWOL
rate, and CMMI scores. There is a close relationship between military
competence and ethical behavinr.

Corrective measures Which are designed to improve the present
climate must be attentive to each of the three listed functions.

2. Criteria for Corrective Measures.

a. The need for change, plans for change, and consequences of
change must be known to all officers.

b. Each corrective measure must be compatible with all other
elements of the total package of corrective measures.

c. Corrective measures gshould be identifiable so that their imple-
mentation can be mcnitored and periodic feedback provided.

d. Corrective measures should be reasonably self~-sustaining~--
enduring without constant admonition--if designed to effect long term
changes.

e. If designed to cause drumatic short term gains, measures should
be capable of being clearly enunciated, easily understood, and free of
significant counter-productive side effects.

f. If designed to cause ijmmediate results, they must be compatible
with the predicted domestic and fiscal environments of the next fewt
years: they cannot be extraordinarily expensive or Eoun;er to the

realities of contemporary society.
!
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&+ Corrective measures must be so clearly stated that they cannot
be misinterpreted as an additional statistical burden instead of a
healthy part of a worthwhile solutionm.

h. Changes cannot be predicated upon any fundamental changes in
human behavior or basic Qalue scales.

3. Areas for Implementing Corrective Measures.

a. The Isolation of Possible Areas for Corrective Actions.

Analysis of the data revealed variances between ideal and actual
standards. These variances had components, intermixed, of both

ethical and job-skill derivation.

selfish-ambitious behavior
| distortion of reports
? ‘ technical incompetence

etc.

3
13
Thgﬂgtteupt;to iso;ate causative factors confirmed the difficulty

S

of difierentiating between cause and effect.

s Reliance on
statistical
. indicators
£
Competition Incomplete
3 for perfect, job knowledge
well=-rounded
career
1
Y Rapid
§ rotation
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However, certain characteristics of the professtonal climate
appeared to warrant special attention as being important and suscept=
{ble to change by the Army. Areas of particular interest as possible
areas for corrective action included:

° Improving honest communication between junior and senior.

° providing stability in assignments.

° Placing emphasié on devclopment of expertise.

° Rewarding important, ethical behavior and de-emphasizing the
importance of short verm trivial accomplishments. ;

° Taking scme of the edge out of competition for promotion.

° Revising the officer efficiency reporting gystem.

From these broad areas, specific recommendations--each formulated
+o address one Or more of the undesirable facets of the existing
climate--were developed.

b. Applicabilityfof Corrective Measures. some of the factors which

contribute to the perceived differences between {deal and actual standards
are amenable to rather quick change through nothing more than alteration
of Army policles or procedurer. (Time in grade for promotion to captain
{s an example of this type of corrective messure.) Other factors may be
partially sue.eptible to administrative or procedural sojution within

the Army, although the results of the corrective measures may not be

felt for months or years. (Modification of the efficiency repdrt form,
or altering service school curricula to include subjects on ethical
behavior are examples of this type of corrective measure.) Other

contributing factors, such as the intense ambition to succeed, may not
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b2 amunable to change, or may not be totally bad. Corrective factors
wwust be desiened aicund unalterable behavioral or societal trends in
order to canalize :hg .orce of such trends into productive, ethical
patterns or at least to minimize their deleterious impact by not
rewarding thelr continuati;n. (Not rewarding the winner of contests
where the only yardstick is the accumulation of trivial or meaning-
less statistics, regardless of the means used to generate the
statistics, is a fitting example.)

Because of the previously mentioned interrelationships among the

many facets of ethical and technical performance, there should be

positive side effects 1rom all properly framed corrective measures.
Some of these s:.¢ ¢ft. ts will be subtle and not subject to short
term quantificarion (As an example, some form of peer rating as an

adjunct to the present cvlficlency report system might eventually
dampen selfish be¢havior and sharpen technical skills among competi-
tors, as well as provide a better picture of the quality of the officer
being evaluated.)

Based on tHe tyﬁe and magnitude of the perceived variances from
ideal standards, analysis by the study group of those Army policies
and practices most susceptible to being modified without unacceptably
counter-productive side effects, suggestioné derived from solution-
oriented seminars at\the US Army War College, and the spegific criteria
listed in paragraph 2 above, a variety of corrective measures should

be considered.: Some will appear suitable for immediate implementation.

Some should be tested with a view toward later acceptance, modification,
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of tejectlon.  Some will require further atudy to determine thetr

potent tal before a test or fmplementation in worthwhile.
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PART V - RECOMMENDATIONS

A. GENERAL.

The variables addressed in this study are human value systems and

individual motivations. Defects in the existing professional climéte

defy éimplistic solution. These recommendations, therefore, are not

presented as & panacea. Nevertheless, each of the items listed ~appears

to warrant consideration. They are grouped in three categories and

identified as being: recommended for implementation soonest (RFI);

recommended for implementation in some form on a trial basis (ITB)3;

or recommended for further study to determine feasibllity and practi-

cability (RFS). The rationale, feedback system, and pertinent remarks
for each recommendacion are included in Table V-1. Specific recom-

mendations are listed under broad headings but each recommendation

has ramifications which cover other parts of the solution spectrum.

B. SPECIFIC RECOMMENDATIONS.

1. Disseminate to the Officer Corps the pertinent findings of

this study by means such as:

a. Sending this report, or appropriate portions of it, suitably

indorsed by the Chief of staff, to key genercl officers in the Army.

(RFI)

b. Including the subject of professional ethics in the curricula
of the serv.ce schools, using appropriate sections of this study as

part of the background material. (RFI)
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c. Including the substance of this study as a topic for the next
Army Commanders' Cunference. (RFS)

d. Developing, thr;ugh use of sultable professional agencies, a
written questionnaire which focuses on officer value systems. Admin—
ister the questionnaire over a period of years at the Advanced Courses,
USACGSC, and USAWC to generate a data base, assess trends, and keep

the issue of individual and group values alive. (RFS)

2. Promote an atmosphere conducive to honest communication between

Junior and senior officers by means such as:

a. Providing instruction in individual and group comnunicuations
at USACGSC and USAWC,

b. Removing wherever possiblé étatiﬂcical competitiuﬂ of fixéd
quotas within organizations (bond and fund drive competitions, OCS/
USMA applicant quotas); and reso?ting wherever practicable to the
"pass-fail" system of formal rating without numerical scores for
organizational insﬁectioné or tests, (CMMI—TPI~AC1-ORI ratings, etc.)
(RFS)

c. Eliminating Junior Officer Councils except for those groups
of officers who are in student or essentially transient status. (RFS)

3. Outline standards for counseling of subordinates by means such as:

a. Providing instruction on counseling subordinates (defined in the
broad sense of providing aid and guidance across the whole range of
professionalism through perssnal communication of ideas and attitudes)

at the Advanced Courses and the USACGSC. (RFS)
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b. Publishing a suitable text, possibly in Department of the Army
Pamphlet format, outlining the need and explaining the methods for
counseling subordinates and permitiing them to participate in the

dialogue. (RFS)

4. Provide continuing motivation for the competent and facilitate

elimination of the substandard performers by means such as:

a. Providing to outstanding colonels (perhaps 10 percent of those
retiring in any year érdup) at retirement, a promotion to brigadier
general ("Tombstone Promotion"). (Have a Department of the Army
selec;ion board make the list of promotees.) (RFI)

b. Simplifying the administracive procedures for elimination of
officers from the Service. (RFS)

- ¢. Having promotion QOards also serve as s¢reening boards for
candidates for eliminafion fromvfhe Service. (RFS)
‘d. Upgrading the academic challenge at Advanced Courses and
v eliminating from the Service those who fail to meet reasonable
academic or traditional ethical standards. (RFS)

5. [Enforce adherence to standards, vwith seuior officers setting

the example by means such as:

a. Taking immediate disciplinary action againet officers who
violate ethical standards. Facilitate this by simpiifying judicial
procedures as appropriate. (RFI)

b. Providing each officer upon comm.ssioning with a hard-bound

copy of a spocial text which will include The Armed Forces Officer,

the Officer's Creed, a message from the Chiei of Staff, and other
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appropriate documents which set enduring standards of professionalism.
(RFI)

c. FEstablishing uniform standards for those practices which now
are subject to interpretation and vary between units or posts, and
which are amenable to Army-wide policies. (The recent haircut stgpdard

prescriit: w>nartment of the Army is one example of a step in the

right df:cction.) (RFI)

d. Promulgating an pfficer's Creed which will serve to highligﬁt

and summarize the ethical standards of the Officer's Corps. (Attached
as Inclosure 2.) (RFI)

e. Providing for attenaance at special short courses at b:anch
schools ‘and the USACGSC for selectees to brigadier general to enhance
their skills relevant to communication with junior officers as well as
to ensure their currency ou technical matters. (lThe example of these
brigadier general gselectees is especially meatvingful in determining the
value systems of the professional ciimate.) (RFS)

6. Focue on the development . of measufable expertise by means such as:

a. Including acceptable completion of a written examination on
common and branch material subjects as a prerequisite to attendance at
the USACGSC or equivalent schools. (RFS)

b. Including an additional. commissioned grade--such as senior
captain--between the present 0-3 end 0-4 grades. Modify the TOE grade
lavels so that this grade would be authorized for the commander of
compapy size units. (RFS)

c. Encouraging initiative and learning by experience through
public recognition that human activities are not susceptible to complete
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statistical measurement, that mistakes in training are expected, and
that--while perfectinn may be a long term goal--the concept of "zero
defects" is not applicable to all aspects of management. [RFS)

7. Revise certain officer assignment priorities and policiles, to

include pnlicy regarding the duration and essentiality of command tours

by means such as:

a. Assigning all lieutenant colonels and colonels to TO" command
positions by name from OPD after suitable OPD selection board action.
(RFI)

b. Placing higher priorities for assignment of USACGSC and SSC
graduates to service schools, training centers, and ROTC steffs; and
spreading the concentration of talent now in Headquarters, Department
of the Army out to the field. (RFI)

¢+ Requiring commanders to submit a letter of explanation--after
wue fact--whenever a commander is removed prior to his completing
the prescribed minimum tour. (A1l command assignments will be made
by OPD.) (RFI)

'd.  Making stability in command positions at battalion and brigade
level first among assignment and military education priorities. (OPD
will not reassign battalion or brigade commanders before completing a
prescribed minimum tour uuless relieved for cause by the local com-
mander. Continuity in command will take precedence over attendance at
any military school for which the officer is selected. His schooling

will be deferred without prejndice.) (RFI)
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e. Removing from the optimum career patterns for combat arms
of ficers the requirement that to advance rapidly in grade they must
ébmmand both at battalion and brigade level as well as serve on high

level staffs. (This permits longer command tours, while still giving

1 equal advancement opportunity to officers specislizing in other areas

of vital importance not associated vwith tactical operations or high
lev:l staff.) (RFI)

£. Reducing to a minimum, or eliminating entirely for all grades
below 0-6, the "nominating" of officers for assignments and the
honoring of "by name" requests. (RFS)

8. Revising the officer evaluation system by means such as:

a. Including as a supplementary input to officer efficiency files
the results of peer ratings. These ratings would be compiled from
periodic solicitations by mail from Headquarters, Department of the
Army of comments from selected officers (none of whom would be serving
in the same organization at the time of solicjtation) on those con-
temporaries with whom they have served in past assignments. Integrate
the peer evaluations with the ratings of the rater and indorser. (ITB)

b. Reassessing as a matter of continuing priority all facets—
including basic agsumptions-—of the system of officer evaluation,
including: the role of the efficlency report in making assignments;
the possible role of the indorsing officer as an evaluator of the
rating officer as well as an evaluator of thé rated officer; the
weight and nature of the indorsing officer's comments and entries when

his duties obviously preclude intimate knowledge of the rated officer;
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and the possibility of designing different efficiency report forms for
different officer grade level groupings (such as one rather concise
form for 0-1 through 0-3, another form for 0-4 and 0-5, one for 0-6,
and one for general officers). (RFS)

9. Revise the concept of officer career patterns by means such as!

See other items.

10. Revise promotion policies by means such as:

a. Eliminating or modifying the "secondary zone" promotion so that
the opportunity for accelerated promotion of certain officers is retained
but the "5 percent” aspect is omitted by extending the "primary zome,"
reducing the =ate of selection, and omitting the “secondary zome." (Pro-
visions will remain for retaining on active duty in grade those cfficers
who are competent but who are not suited for further promotion.) (RFI)

b. Returning the authority for promoticn to captain to Headquarters,
Department of the Army; and phasing back to the pre-Vietnam time in grade
requirement for promotion to captain. (RFI)

c. Enacting and announcing a policy that selection boards for
brigadier general will send partial lists of a group of final candidates
for selection to students at USACGSC and USAWC for comments. The total
list would be 3 or 4 times the size of rhe authorized number of selectees.
Fach student would--anonymously and holding his list in confidence--mark
one of five possible responses beside each name: "I do not know this
colonel well enough tc give my opinion, or I do not want to express my
opinion; I know this colonel and he would make a superb general offi-

cer; I know this colonel and I would concur in his selection for general
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officer; I know this colonel, and I wouldn't have much confidenca in
him as a general officer; I know this colonel and he should never be
promoted to general officer." These results would be compiled and
returned to the president of the selection board for such use as he
sees fit. (ITB)

d. Ensuring that promotion boards receive comprehensive instruc-
tions which are compatible with announced policies of career pattern
and assignment priorities, and which do not in effect validate "ticket

punching" as the unique route to rapid promotion. (RFS)
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NO.

RECOMMENDATION

OBJECTIVE OF THE RECOMMENDATION

———

RATIONALE (STUDY BASIS) FOR

la

b

lc

1d

Disseminate to the Officer Corps
the pertinent findings of this
stu waans such asi

Sending this report, or appropriate
portions of it, suitably indorsed
by the Chief of Staff, to key

general offizers in the Army. (RFI1)

Including the subject of profas-

sional athics in the curricula of
the service' schools, using appro-
priate sections of this study as

part of the background material.

(RPF1)

Including the substance of this
study as & topic for the next Army
Commanders' Conference. (RFS)

Developing, through use of suitable
professional agencies, & written
questionnaire which focuses on of fi-
cer value systems. Administer the
questionnaire over a period of years
at the Advanced Courses, USACGSC,
and USANC to gendrate a data base,
assess trends, and keep the issue of
individual and group values alive.
(xrs)

To improve understanding of the
contenporary professionsl climate
of the Army.

To make general officers aware of
their unique and absolutely
essanticl role in improving the
professional climata.

To focus attention on both the
fundamental nature of the problem

of professional ethics and some of
the means of inplementing sclutions.

Same as 1b asbove.

To focus attention on the problem as

both a practical and an academic

natter for serious study by members

of the Officer Corps.

o—

Poth bashavioral thsory and the spe
this study show that the group the
of the professional ethic muat be
state of affairs and must support

Seniors set the atandards; they a
of the problem because they set s
soms cases deviate from ideal; th
pressures for perfection and good
ethical behavior.

Awareness of the entire group reg
recognise reality and accept resp
implemunting corrections is sssen
servica schools are conduits to t
Of ficer Corps.

Luo as ib above.

Development of continuing interes
Fp ethical behavior is needed; pi

cientists should study the prob.
term data base will facilitate fi
type. Little factual informatio
in usable and reliable form.

2b

2a

Promote an stmosphere conducive to
hones¢ communication between junior

and senior officers by means such
as: '

Providing instruction in individual
and group cosmunications at USACGSC
and USAWC.

Removing vheraver possible statia-
tical competition or fixed quotas
within organizations (bond and fund
drive competitions, OCS/USMA applicant
quotas) ; and resorting vhersver
p:acticable to the "pass-fail" system
of formal rating without numerical
acores for organizational inspections
or tests. (CMMI-TPI-AGI-ORI ratings,
etc.) (RFS)

To improve communicacions within
the Officer Corps, particularly
betwuen junior and senior.

Same as 2 above.

To encourage honest comaunication

(reporting) by miniwising unhealthy,
non-productive competition in areas

that are of little long-term im-
portance, or that consume inordi-
nate amounts of time and energy

getting those last féw polnts to

keep the commander's record cleanest;

and by assisting in creating a

climate that is conducive to using

initiative and being free from
constant fear that a single mis-
take will ead a “career."

.

That senior officers don't liste

revalent complaints awong junic
rtnuln is tha* seniors are ofte
facts~--uninforwed. Instruction
communications is one mathod of
sonal interest in the subject, !
introspection and empathy for ot

Many senior officers are conside
to be poorly informed. The sen:
listening--of talking “at" not '

Competition over "meamurable cr
debilitating because it saps un
pensation save on the commander
ducive to lowering ethical stan
grades, particularly the junior
this. It i one rationale for

ing that scored so high in the

descripticy of the present ethi
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RATIONALE (STUDY BASIS

) FOR THE AECOMMENDATION

COMMENTS ON

IMPLEMENTATION AND FEEDBACK

REMARKS

oth behavioral theory and
this study
£ the professional

the specific tindings of

show that the group that ie the custodian
athic must be aware of the true

tate of affairs and must support any required changes

Seniors set the standards;

of the problem becauss they
from ideal; they

soms cases deviate

they ars a major source
sat standards which in
also create

ressures for perfection and good news which subvert

thical behavior.

srenass of the entive group regarding the nead to

vrecognise reality and accept responsibility for
1s essential to changd’

implementing corrections

The

ervice schools are conduits to the heart of the

fticer Corps.

ans as 1b above.

velopment of continuing
p ethical behavior ir nee
clentists should study th
tarm data base will facill

type.

Little factual information is available
in usable and relisble form.

interest and study of trerds
ded; pruf.nlionll behavioral
e problem in depth; long
tate future studies of this
today

toward the {dea that consiruc-
tive change {4 neceddary wt
inedécaxc prospects for dmprove
Ly .

%ﬁ't stant c.: wmgtu AY ;L“
(scubding the problem L

{an. Feedback can
through gaculty
obaeavation 0§ student reaction

Wit provide added emphasis to
the aubject and it discus-

peamit
sdon of details and priornities

Pro fessional analysis 04 the
results {
is a major element of the
entine {eedback process.

The attitude of denion officers

of such a questionnaire

o other comneetive action can
be implemented adequately 4’.2}‘
upport does not come faom [
- ftop Leadership of the Moy .

This study ox portiond thereod
could serve ad text material
gor part of the counse, Ddis-
cussion ib the preferred

. |teaching method.

The conclusions of the atudy are
more Ampontant Lo undenstanding
. lthe ctimate than ane the
necommendationd .

results is that
factg--uninformed.
communications is
introspection and empathy
Many nenio¥ officers are

to be poorly informed.
listening--of talking “at

Competition over

pensation save

grades, particuhrly the
this.

That senior officers don't listen is
prevalent complainta axong juniore.
seniors are often removed from the
Instruction in interpersonal
one method of developing a
sonal interest in the subject, to {aclude a

It is one rationale for the
ing that scored so high in the specifics of the
deacription of the present

one of the most
One of the

per-
feel for
for others.

considered by their juniors

The senior is accused of not

" not “with" his subordinates

“measursble trivia" ie professionally
debilitating because it saps unit enexgy with no com-
on the commander's OER.
ducive to lowering athical standards.

It is con-
officers of all
junior officers, vecognized
dishonest report-

ethical climate.

Liatening
taught. 1In the process, the
subjects of self-image and
pendunal values oglen anise.
These are partic
topics.

depend on a combination 04
sendon comman
on unnecesdarny statisti
progresd Aeports; and on the
officer evaluation system
operating 4o that constant
measd ¢ progresd 48 nod

is an ant that can be

relevant ‘

Success ful implementution witt
dens not @Muwg I

necessany to judge commandens .

Recognition of the problem 4id
essential.

Attitude ib impontant. This
instuiction shoutd foster a
re receptive Ltude on the

part of seniors.

eeping o‘ﬁicw in conwand
ng enough so they can have
ime and §reedom to tradin
junions, Lo fadl in training
ecover from it, and to Learn

ein jobs so they can evaluate
by "geel"” is a prerequisite Lo
uccedd in this aea.

a6
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NO.

AECOMMENDATION

OBJECTIVE OF THE ARECOMMENDATION

RATIONALE (STUDY BASIS) FOR THE RECO!

3b

Eliminating Junior Officer Councils
encept for thoss groups of officers
#ho are in student or essentially
transiant status. (RFS)

Outline standaxds for counseling
of subordinates by means such ast

Providing instruction on counseling
subordinates (defined in the broad
sanse of providing aid and guidance
acrose the whole range of profes-
sionalism through personal communica-
tion of ideas and attitudes) at the
Advanced Courses and the USACGSC.
(RFS)

Publishing a suitable text, possibly
in Department of the Aruwy Pamphlet
format, outlining the need and

thods for counseling

explaining the me
subordinstes and permitting thea to
participate in the dislogue. (RFS)

4

To emphasize that taking care of
subordinates s & responeibility of
the chain of command.

To give recognition to the problem of
counsaling and to outline techniques.

Same a8 ) gbove.

Same as 3 above.

Looking out for the valfare of subordinates
as communicating with them, were major vari
ideal standards described in yoth quantitat
qualitative data.

Junior officers in particulsr expect to Tl
{n both technical and ethical matters.

Counsaling is a mathod for {mparting stand
as opening channels of communication. Bot
areas were describad consistently ams requl
tion. Effective counseling techniques are
subject for any level of education.

Same as 3a above.

sonm—

&

ad

continuing motivation for
itate elimina-

1 parformers by

Providing to outstanding colonels
(perhaps 10 percent of thosa retirving
in any year group) at retiremant, &
promotion to brigadier general
("Tombstone Promotion'). (Have a
Department of the Army sslection
oard make the list of promotees.)
(RFI)

Simplifying the administrative pro-
cedures for elimination of officers
from tha Sarvice. (RFS)

Having promotion boards also serve
as scroening boards for candidates
for slimination from the Service.
(R¥S)

Upgrading the academic challengs at
Advanced Courses and eliminating from
tha Service those who fail to meest
reasonsble academic OT traditional
ethical atendards. (RFS)

To improve the overall quality and
effectiveness of the Officer Ccorps.

To provide recognition as well as an
additional incentive for colonels of
outstauding quality who are not
selected for promotion to general
officer grade vhile on active duty.

To improve the quality .of the Officer
Corps by facilitating the relief from
active duty of those officers vhoas
professional competence or moral/
ethical behavior is below standard.

To provide a regularly scheduled
procedure for determining which

of ficers ware not performing well
enough to justify retention on duty.

To improve the-quality of the Officer
Corps by eliminating those of ficers
who, early in their career, do not
display the aptitude or the desire to
neat minimum standards.

Officers of all gtades complained that st
officers vere being retained. Junior of!
intolerant of peers as well as seniors wt
measure up. Logically, there should be |
nition and revard for those who coptinue
an outstanding manner; and prowpt action
those who are inept or disinterested.

Same as 4 above.

Officers believed that cumbersome aduin
cedures hampered the elimination of una
officers. 'Deadwood” at the 0-6 level
junior officer level vas mentioned xepe

Same as 4b above.

Officers at the Advancey ourses comp1
were not academically challenged, that
among them who wers recognized by the
and that in aome instancea disciplinax
beun taken against those who had been
behavior.

Figure V-1 (Continued)
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RATIONALE (STuDY BASIS) FOR THE RECOMMENDA MNON

COMMENTS ON
IMPLEMENTATION AND FEEDBACK

REMARKS

problea of
techniques .

ik 2

Looki' { out for the velfare of subordinates, as wall
as com unicating with tham, vere major variances from
{deal s:andards described in both quantitative and
qualitative data.

Junior officers in particular expect to roceive guidance
in both technical and ethical metters.

Counseling is a method for imparting srandards as vell
as opening channels of cosmunication. Both of these
areas vere described consistenily as requiring atten=-
tion. Effective counseling tuchniques are a suitable
subject for any level of education.

Same as Ja above.

This change must be made with
the announced intention of
improving communications with
jundon ofgdcers.

The text should be suitable. as
a reference at the senvdce
schools.,

Actions should be taken to
ensune that channels are open
in the chain of command before
the JOC's are eliminated.

An initial moutine counseling
sessdon dnmediately upon
aivel and oadlented to de-
tailed job nequirements seemt
particulanty appropriate.

b che Officer
. palief from

' the Officer
je officers
, do not
he desire to

Officers of all grades complained that substandard
officers vere being retuined. Junior ofilcers vere
{ntolerant of peers as well as seniors who did not
measure up. Loglcally, thare should be public recog-
nition and veward for those who coptinue to perform in
an outstanding manner; and prompt action taken against
those who are inept or disinterested.

Same as 4 above.

Officers believed that cumbersome administrative pro-
ceduras hampered the elimination of unacceptable
officers. ‘'Deadwood" at the 0-6 level as well as at the
junior officer lavel vas mentioned repeatedly.

Same as &b above.

Officers at the Advanceu wourses complained that they
wers not academically challanged, that there were those
awong them who vere recognized by the class as unfit,
and that in some instances disciplinary action had,not
been taken against those who had been unethical ia

behavior.

Each year a board should select
grom those cntonels netining in
the next year the outstanding
officens who will receive the
promotion Lo bu?adn‘.u gen
(without the pay) upon ketire-
ment.

This wild guather complicate
the work 02 selection boards.
Extending the time they are 4n
session might be a necessary
paice to pay.

Joggicers than

Several of/icerns aemrked that
they would prefer to be without
saddled with the

The u.ngix not only do

done but alse
atmosphere of

un gL,
noi get the fo

detract from the
professionalism,

This action {4 also a conces-
adon to the idea that there are
many more outstanding officens
than there axe vacancied for
genernals. This promotion at
hetirement will not appeal to
all og‘ﬂicw, but fox many 4t
skould add to their personal
satisfaction at no cosl.

The problem of how to deat with
Regular Awmy officens who are
neither misbehaving nor produc-
ing results needs particular
attention.

The possible cheating in ser-
vice schools reponted by some
officens, and Loudly condemned
by them, is closely atlied to
the problem of senions’ dis-
neganding bad news,

Figure V-1 (Continued)
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RECOMMENDATION

OBJECTIVE OF THE AECOMMENDATION

RATIONALE {STUDY BASIS) FOR

5

5a

5b

*15d

5e

by means such as:

standards. Facilitate this by
simpiifyirg judicial procedures as
appropriate. (RFI)

Crecd, a message {rom the Chief of
fessionalism. (RFI)
Establishing uniform standards for

to interpretation and vary between

ment of the Army is one example of

Corps.
(RFI)

vant to communication with junior

example of these brigadier general
selectees is especially meaningful

professicnal climate .)  (RFS)

Enforce adherence to standards, with
senior officers setting the example |climate of the Army.

Providing each officer upon commis=
sioning with a hard-bound copy of a
special " 2xt which will include The aily conduct than now exist; and to
Armed Forces Officer, the Officer's rovide a peraonal textbook which can

step in the right direction.) (RFI)

officers as well as to ensure thelw
currency on technical matters. (The

determining the value systems of the

Taking immediate disciplinary actlon o narrow the gap between {deal and
against officers who violate ethical

trict adherence to accepted ethical
tandards.

erve repeatedly as a convenient ref-

Staff, and other appropriate documentskrence in individual study as well as
which set enduring standards of pro- [for lesson preparation.

To preclude different units, posts,

those practices which now are subject |and training activities from havir

to grapple with the wroblem of mixed

units or posts, and which are amenable| standards that confuse the troops oY
to Army-wide policies. (The recent complicate enforcement.
haircut standard prescribed by Depart-

a

Promulgating an Officer's Creed which | To provide &n eseily understood
wil1l serve to highlight and summarize | reference by which an of ficer could
the ethical standards of the Officer's|be guided, along with other written

and unwritten codes, in the perfor-
mance of his duties and the accept-
ence of his responsibilities.

Providing for attendance at apecial To increase fawiliarity with the

short courses at branch schools and current subject matter at the ':.:
the USACGSC for selectees to brigadier |level and to assist in mainta.uing
general to enhance their skills rele~ |communication with junior officers

at the sarvice schools.

in

To improve the athical and professional

actual standards by erforcing publicly

o improve the professional climate by
roviding more specific guidelines for

Failure of officers in the grade
and above to set personally the
they in theory subscribed was w
key cause for disillusionment W
of, the Army's profeasional cli

Of ficers of all grades, but par
of ficers, perceive tolerance of
behavior as a basic hypocrisy i

Although Duty-Honor~Country is
meny officers felt that additic
needed. Severa! remarked that t
for more specific and definitiy

There were numerous remarks th
standards was greatly compli a
interpretation of those regula
gonal appearance which should
ance. Other, more subjective s
mentioned as suitable targets
of local criteria: awards and
of punishment for iniractions,

Same as 5b above. Also specif!
Jetter which directed this sty

The problem of senior officer
the ideas, attitudes, and dif
officers surfaced repeatedly.
both the technical and psycho
offcred as one solution to th
igsving orders with which cou

—

Focus on the development of weasurable

expertigse by means such as:

Including acceptabie completion of
written examination on common and
branch material subjects as a pre-
requisite to attendance at the

and ethical behavior by developing
skills and concentratina on gubject
atter.

a o define required knowledge and to
timulate essential learming.

USACGSC or equivalent schools. (RFS) \

To improve toth technical performance

The quantitative analysis In
ceive a slightly greater var:
actual standards in "militar
“ethical behavior." Furiher
{1.terrelationship betseen th

ame as 6 above,

- —

Figure V-1 (Contin
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PATION

RATIONALE (STUDY BAS!S) FOR THE RECOMMENDATION

COMMENTS ON
IMPLEMENTATION AND FEEDBACK

REMARKS

o

inuonnl

Failure of officers in the grade of 1ieutenant colonel
and shove to set personally the standards to which
they in theory subscribed vas widely perceived as a
key causc for disillusiooment with, and degradation
of, the Army's professional climate.

Officern of wll grades, but particularly the junior
officers, perceive toleranre of ethical/morasl mis-
behavior as a basic hypocrisy in the environment.

Although Duty-Honor-Country is the accepted standard,
many officers felt that add{tional guidance was
needed. Several remarked that they had seairched

for more apecific and definitive dlscussions.

There were numerous remarks that the enforcement of
standards was greatly complicated by policies of local
interpretation ol those regulations of dress and per-
sonal appearance which should have Army-wide accept-
ance. Other, more subjective standards, were also
mentioned as suitable targets for narrowing the varie.y
of local criteria: awards and decorations, severity

of punishment for infractiona, etc.

Same as 5b above, Also specifically requested in the
letter which directed this study.

The problem of senior officers being out of touch with
the ideas, attitudes, and difficulties of junior
officers surfaced repeatedly. Greater awareness of
both the technical and psychological realities was
offered as one solution to the problem of seniors
1ssuing orders with which compliance was impossible.

Nothing {4 mone eritieal Lo
the success ful implementation
0f conrective measures.

Ofgicens at service schools
shoutd be issued a copy until
the pipeline is §illed.

There 44 a §ine &ine henre be-
tween promulgating convenient
standands and usurping Local
initiative. The thaust of the
angument gon this necommendation
is” that communicaticns, napid
movement of personnel, and some
trends toward Legalistic man-
euverings thap the jundon Lead-
e

No written creed can atand with-
out support in prastice.

Comments 0§ the selectees afler
association with the stud
could become part of the dala
base for future studies of this
Zype.

Junion officens in the discuss-
ions and questionnaire response
indicated their strong vdiews

on this point.

Thcz_‘eeb&g gwuuuumx the
o4ficen who 44 4g04n
d.vc MPH oven th%wt wil
recoive atiffer punishment

+ . one who 4is obviously
Lyang about the AWOL rate.

Texts have been {ssued Lo new
offdcens gaom time Lo Lime 4n
the past. Use of the documents
in senvice schools shoutd
maintain interest in keeping
the text handy.

The Crced could become part of
commizbioning ceremonies, and
by {nsention in Lexts, speeches
Land pae-commission Aindoctrin-
ation it could enter dnto the
traditional realm eventfually.

Seminar groups at USAWC atnong-
Ly unged this necormendation,
seeing double retwwns--the

funion o‘ﬁicw at the schools
also benefditing.

The quantitative snalysis indicated that officexs per-
ceive a slightly greater variance between ideal and
actual standards in “military competence than in
tethical behavior." Furthey analysis showed a close
interrelationship between the two.

ame as 6 above.

A written examination should be
prepared suitable for Local ad-
ministration sevenal times a

year, O0fgicens selected uﬁon on
in the grade of majonr wo d be
eligible to fake the tesl. The.
subsect matten for each branch
would be «u‘.de,'% distribyted, ab
the entisted MOS fests arz Mow.

-y

Taking the teat woutd be.

vo. but a passing grade
would be necessary fon selec-
tion fon CGSC schools.

Figure V-1 {Continued)

a3




e TRGTRY R T TR

NO. RECOMMENDATION

OBJECTIVE OF THE RECOMMENDATION A

RATIONALE (STUDY BASIS) FOR THE RECOMMEN

60 |Including en additional comaicsiorad
grade--such as senior captain--between
the present 0-3 and 0-4 grades. Modi-
fy the TOE grade levels so that this
grade would be authorized for the com-
mander of company size units. (RES)

65 BEncouraging initiative and learning

by experience through public recogni-
tion that human activities are not
susceptible to complete statistical
measurement, that mistakes in training
are expected, and that--while perfec-
tion may be a long term goal--the
concept of "zero defects"” is not
applicable to all aspects of manage-
ment. (RFS)

To parmit greater exparience and
competence at the company ‘level .
without precluding frequent oppor=-
tunity for promotion during early
years of service.

To reduce the pressure to obtain
perfection in a1l measursble activ-
{ties and thereby facilitate learn-
ing and honest reporting.

The complexities and responsibilities at the co
level have increased while the experience level
of company officers have decreased. Job akills
company level are necessary to ensure that ethi
standards are supported by technical competencd

The striving for immediate perfection and a per
record were viewed as stifling initiative, foct
loyalty primarily upward, and discouraging the
passing of bad news. Perversion of the role of
statistical indicators set the atage for poor
senior-subordinate relations and put emphasis ¢
form ingtead of content.

o

1 Revise certain officer: assignment i
priorities and policies, to include

1lcy regarding the duration and

essentislity of comuand tours by means

4
o

such as:

7a |Assigning all lieutenant colonels and
colonels to TOE command positions by
name from OPD after suitable OPD
‘|selection board action. (RFI)

7b |placing higher priorities for assign-
ment of USACGSC and SSC graduates to
gervice schools, training centers, and
ROTC staffs; and spreading the concen-
tration of talent now in Readquarters,
“epattment of the Army out to the
field. (RFI)

7¢  |Requiring comsanders to submit s
letter of explanation--after the
fact--whenever a commander is removed
prior to his completing the prescribed
minimum tour. (All command assign-
ments will be made by OPD.) (RFL)

1d Making stability in command positions
ot battalion and brigade level firat
among assignment and military education
priorities. (OPD will not reasnign
battalion or brigade coumanders before
completing a prescribed minimum tour
unless relisved for causa by the local
comnsander. Continuity ia coomand will
take precedence over attendance at any
military school for which the officar
is selected, His schoolirg will be

deferrad without prejudice.) (RFI)

To improverstability in assignments;
assist in the development of expertise
apply officer talent where it is most
needed; and improve interpurannal

relationshipa by reducing turbulence.

To ensure stability in command duties
at battalion and brigade level; place
selected officers in command positions
and relieve the field commander from
having to make these selections.

To place a greatetv ausber of outstand-
ing officers in positions vhere they
can set standards for iuntor officers.

To reduce any arbitrary relief of
commanders while still retainirg the
local prerogative of removing from
coumand those officers who are not
preforming satisfactorily.

To provide maximum stability in
comnand assignments.

Rapid rotation of officers is a primary cause
poth ethical misbehavior and technical incompe
(Ses Figure 1II-1, p 22.) There was a consensu
amoftg officers queried that more talent chould
assigned to the field, particularly to the ini
entry points and standsrd=setting posts such e
training centers, ROTC, end service schools.

Rapid rotation of commandcrs was seen &8 a pri
cause of rany of the variances from the ideal.
of the problem stems from the need to complete
command tour, or "get that ticket punched."

Many officevs indicated that the clustering o
talent i Washington was depriving the field «
essentiul leadership and at the same tire was
1solating future senior officers from the rea.
of the times, Junior officer retentior seems
closely related to the quality of field grade
officers assigned to training centers, etc.

Measures that give at least psychological
security to commanders should relieve soume of
the pressure for daiiy perfection which nbw
pervades in many organizations and is the sou
of some dishonest reporting and unrealistic
demands on subordinates.

Stability in command assignments means both
technical competence as well as improved
genior-gubordinate relations.

L s v

Figure V-1 (Continued)
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i:ﬂATIONALE (STUDY BASIS! FOR THE RECOMMENDATION
;
e

COMMENTS OX

IMPLEMENTATION AND FEEDBACK

HEMARKS

L.

e complexitiea and resnonsibilities at the company
vel have increased whil: the experlence isvels
9f company officers have decyeastl. Job skillse at
pompany level are necessary to ensure that ethical
atandards are supported by techuical competence.

e striving for irmediate perfection and a perfect

cord were vieved as stifling iniclative, focusing
rloyalty primarily upward, and discouraging the

assing of bad news. Perversion of the vole of

tatistical indica:osr sat the stage for poor
‘senior-subordinate v:laticus and put emphasis ou
form instead of coniont.

Time in ghade gor captain and
majon coubd be compressed to
insent the "sendion captain'
grade.

This 48 an anrtuality a subt/s
change which nequines botk a
modi§ication of attitude and a
nevision 0§ statistical repont-
ing nequirements (rom highen
headquantens.

This ghade cha.nie could be
implemented with on without a

1 pay grade adjustment: the
sendon captain might be paid
i1 the 0-3 scale,if needed,to
inctiate the progham. :

04gicens did not question the
need fon centain statisiical
indicatons; it was the miswse
oa the statistics that prompted
Zhe c.a»q:%aintb that were neanly
v .

univérsal.

Rapid rotation of officers is a primary cause of
both ethical misbehavior and technical .ncompetence.
: (3es Figure 1II-1, p 22.) There was a consensus
"among of flcers jueried that more taleat should be
‘ansigned to the fleld, particularly to the initial
entry pointn and standard-setting posts such as
;.vtuining cevters, ROTC, and scrvice schools.

"Rapid rotation of conmanders was seen as a prirzry
. cquse of many of the variances fror the ideal. Part
i the problem stems from the need to complete a

. command tour, Of "get that ticket punched."

Y

“Many officers indicated that the clustering of tup
talent in Washington was depriving the fleld of
essential leadership and at the same time wae
isolating future senior officers from the realities
- of the times. Junior officer retention scems to be
- closely related to the quality of field grade

] offica‘rs assigned to training centers, etc.

3 .
Measures that give ac least psychological
security to commgnders should relieve some of
the pressure for dxjly perfection which now
pervades in many organizations and is the source
of some dishonest reporting and unrealiatic
demanda on subordinates.

L 4
geability in command assignments means both
technlcal competence as vell a8 improved
3 .genior-subordinate relatione.

This action also requires a
change in the assumpiion that

A command is necessary for rapid
promodion. " (See item "e on next

page.) Within centain Latitude
to accommodats to pensonal pred
erences of sendon gidd command
ens, DA makes alk

This action can only be imple-
mented success fully +f DA selec
tior boards do not in fact
neward Washington duties ai the
expense of other duties.

14 an officern & nemoved gaom
command his replacement woutd
be designated by OPD.

wlao meand a reduction in the
number 0f sommanc posdtiond

availahte over the years. The
imploventation of thi action
nequined
§ the

concepl carentiality o

he assignments}on which

Stabi,uty in command assdignments

therefore ar accomgiay-
ing change in The carcit pattenn

0
command for combat amms officens

One assumption peatinent Lo
this necommendation 45 that

1 0PD command sefection boards
have greater competence i

, | setecting commanders than dbd

2| individuals in the gieid who

- | may have incomplete infommation
1o base these key

actions.

Perdormance of duties in the

- | gield sets standarnds for the
junion ogficers and indirectlu
sets the professional tone o4
a lange part cf the A,

Figure V-1 (Continued)
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"' RECOMMENDATION

OBJECTIVE OF THE RECOMMENDATION

RATIONALE (STUDY BASIS) FOR THE RECC

L SRR TR

1t

Removing from the cptimum career
patterns for cowvat arms ofiicers

the requirsment that to advance
rapidly in grade they must command
both at Lattalion and brigade level
as well as serve on high lavel staffs.
(This permits longer command tours,
while still giving equal advancement
opportunity to officers specializing

g0t assoclated with tactical operation:
or high leval staff.) (RFI)

Reducing to & minimum, or eliminating
entirely for all grades below 0-€, the

“|"aominating" of officers for assign-

ment and the honoring of "by name"
requests. (RFS)

i1n other areas of vital importance .*

To enhance the development of exper—
tige; permit longer command tovrs for
those selected to and desirous of
commanding; perrit concentration of
top taient on other than command and
high level scaff assignments; and to
derive from an overall pattern of
greater ssnignment stapility the
improved interpersonal relationuiiips
which should accrue.

To permit OPD to apply officer talent

{r the most effective manner in ordex
+o meet the nexs of the service as

Transitory commanders fearful of making ar
and not wall greunded in appiicable manag
techrical, or spaerational procedures were
subject of comments from officers of all |
Commsnd 1is viewed more often as a necessa
weicket" (with satisfying moments Lnters
among frustrating and unralenting pressur
as an oppo-tunity to demonstrate leadersh
refurbish skills.

Officers appear prenccupied with the "ne
assignment, and "getting exposure.'’ Witt
context of being as responsive as possit

well as develop future senior officerd. an officer’s preference for tvpe of assi

OPD should make all but the extremely se
assi!ynments on the basis of record and |
not by "rame."

Q0

8b

Revising the officer evaluation
system by means such as:

Including as a supplementary innut to
peer ratings. These ratings would be

mail from Headquarters, Department of
the Army of comments fron selacted

solicitation) on thosa coutempovaries
with whom they have served in past

uations with the ratings of the rater
and indorser. (ITB)

‘Reassessing as a matter of continuing
priority all facets—including basic
assunmptions--of the system of officer

efficiency report in making assipn-
ments: the possible role of tha
indorsing officer as an evaluator of

and nature of the indorsing officer's
comments and entries when his duties
obviously preclude intimate knowledge
of the rated officer; and the possi-
bility of designing differsnt

. lafficlency report forms for different
grade level groupings (auch as one
rather concise form for 0-1 through

(RFS)

officer efficlency files the results of

compiled from periodic solicitations by

officers (none of whom would be serving
in the same ocganization at the time of

sssignments. Integrate the peer eval-

evaluation, including: the role of the

the rating cfficer as well as an eval-
vator ‘of the rated officer; the weight

0~3. another form for 0-4 and 0-5, one
for 0-6, and one for general officers.)

To refine the ohjectives and methods
of the svstem ¢f evaluating officers.

To obtain a move accurate evaluation
of the totdl officer than is darived
from ratings by superiors alome; and
to focus some attention on the need

an officer uses to accompiish his
missions.

Same as 8 above.

qhe officer evaluation system was the s
more specific comments than any other it
during the period of this study elfort.

OZificers noted that supericrs get only o
of the picture, and that a man's ethical
is more often known to his suboriinates

to consider to sowe degree the methodd than to his seniors.

Same as 8 above.

The efficlency report system drives man)
the formulation of the prolessional clin

i A e A AL R LA i

Figure V-1 (Continued)
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COMMENTS ON

REMARKS

ON | RA

TIONALE (STUDY BASIS) FOR THE RECCMMENDATION

IMPLEMENTATION AND FEEDBACK

Transitory commanders ¢earful of making an error
and not vell grounded in apylicable management,
ional procedures ver: the

technical, or operst
subject of couments from officers of ali grades.

Command is viewed more often s a nacessary
"eicket" (witt. satisfying moments interspersed
among frustrating and unrelenting pressure) tlan
as an opportunity tc dempastrate leadership aud

refurbish skills.

officers appear preoccupied with the ''next"
assignment, and getting exposure.’ Within the
context of being as responsive as possible to
an officer’s preference for type of assignments,
ke all tut the extrerely sensitive

OPD should mal
assignments o0 the basls of record and pocential,

not by "name."

14 Light 0§ the increased com-
© plexity of the subject matter
0f the pro fession, the capa-
bilities of the Awmy officer
seiooking system, and the need
fon effactive performance u.:}i
duties in "peacetume” as

at in wartime, the peaennict
assumption that officers need
command and high Level stagf
to peafomm, undenstand the
"hig picture,” mnd be neady
§or promotion shoutd be re-
examined. Implementation 04
any change must be supponrted
thonoughly by senior officens.

"By name” requests possibly
genenate some unhealthy
potential for gavoratiam.

evaluation system was the subje.t of

The officer
¢ comments than any other item discussad

more specifi

during the pariod of this study effort.

ted that guperivrs get only one gide
d thui a man's evhical behavior

subordinates and peers

of ficers no
of the picture, an
is more often known to his

than to his genlors.

Same as 8 above.

cy report system drives many aspects of

The efficien 3
jon of the professional climate.

the formulat

Peen nating foms, prepared for

brief objective nesponsed, woul
be mailed petiodically to atl
officens. Names Listed would
include ogfdicens with whom the
nespondent had senved 4n Zhe
t yeans, but wicubd not 4n-
ofude nares v§ any officens with

at the time of the query.

whom the nrespondent wad senving |,

A number of subjects, many 0 |
them studied at some time in
the past on beding studied now,
wornant exanination: What
weight should be given the
commenta of the indonsen?
Shoutd the {ndonser rate the
waten's capabilities and in-
clude such remarks along with
the nepont? Toed the company
nade officen nequire the same
engthy neport ab a colonel?
Coutd thene be «wo sectiond to
the nepont, one h arding pen-
onmance thet {4 showm to the
rated officen, and one concein-
ing tential that is not made
avaitable Locally?
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NO.

RECOMMENDATION

OBJECTIVE OF THE RECOMMENDATION

RATIONALE (STUDY BASIS) FOR THE RE(

Revise the concept of officer carser
patterns by means such as:

See other items.

——

}0

10a

10b

10¢

Revise promotion policies by means
guch as:

cent"aspect is omitted by' extending

of selaction, and omitting the
“gecondary zone.' . (Provisions will
remain for retaining on active duty
in grade those officers who are

further promotion. ) (RFI)

for promotion to captain. (RFI)

final candidates for selection to
students at USACGSC and USAWC for
comments.

number of selectees. Each student

ble responses beside each name:

and he would make a superb general
officer; I know this colonel and I
would concur in his selection for

to general officer.” These results

such use as he sees [it. (ITB)

Eliminating or modifying the 'secondary
zone" promotion so that the opportunity
for accelerated promotion of certain
officars is retained but the "5 per-

the "primary zone," reducing the rate

competent but who are not suited for

Returning the authority for promotion
to captain to Headquarters, Department
of the Army; and phasing back to the

pre-Vietnam time in grade requirement

Enacting and aunouncing a policy that
selection boards for brigadier general
will send partial lists of a group of

The total list would be 3
or 4 times the size of the authorized

would--anonymously and holding his list
in confidence--mark one of five possi-~
"I do
not know this colonel well enough to
give my opinion, or I do not want to
express my opinion; 1 know this colonel

general officer; I know this colonel,
and I wouldn't have much confidence in
him as a general officer; 1 know this
colonel and he should never be promoted

would be compiled and returned to the
president of the selection board for

To ensure that the promotion system
is geared to the ‘needs of the service
and that counterproductive side
effects are minimized.

To retain the concept of rapid
advancement of outstanding officers
while reducing to some degree the
intense drive foc a ''parfect record."”

To standardize criteria for promotion
and to allow officers to serve longer
as lieutenants so they can better
learn their jobs.

To improve the selection process for
brigadier general by making available
to the promotion board the results of
the assessment of prime candidates by
successful field grade officers.

Promotion policies, or officers' underst
promotion policies, are the basis for a
individual and institutionalized activit
“gicket punching” syndrome derives prime
what officers perceive to be the requir
rapid advancement in grade.

Most officers queried believe that the |
officers should receive recognition in
of relatively fast promotion. However,
ent "secondary zone' format appears to
competition for "ticket punching" and p
among the top quality officers who woul

i eventually through a-less instantansous

process.

The lieutenants and captains themselves
principal advocates of this recormendat

Poers and subordinates are often perce
of the motivations and character of th
particularly vhen their comments are c
There were frequent overtones of conce
officers in the sample that some of th
pulous "ticket punchers" were advancin
rapidly than the more deserving and ju
competent "solid citizens."
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RATIONALE (STUDY BASIS) FOR THE RECOMMENDATION

COMMENTS ON
IMPLEMENTATION AND FEEDBACK

REMARKS

(2

dce

or officers’ understanding of

promotion policiles,
basis for a variety of

promotion policies, are the
individual and {astitutionalized activities. The

neicket punching” syndrome derives primarily from
what officers perceive to be the requirements for

rapid advancement in grade.

Most of ficers queried believe that the better
officers should receive recognition in the form

of relatively fast promoticn, However, the pres-

ent '"'secondary rone" format appears to foster
competition for v¢icket punching” and perfection
among the top quality of ficexs who would emerge
eventually through a-less instantaneous and traumatic

process.

The lieutenants and captains themselves were the
principsl advocates of this recomsendation.

Paers and subordinates are often parceptive judges
of the motivations and character of their seniors,
pnrticulnrly when their comments are consolidated.
There were frequent overtones of concern among the
officers in the sample that some of the unscru-
pulous "ticket punchers" were advancing more
rapidly than the more deserving and just as

competent "solid citizens."

Some of the anticipated Long-
tern gaing, such ad taking
some 0f the unhealthy edge ofé
competition, would be difé-
icult to asdedd.

in confidence. Ingjonmation

available to anyone but the
president of the boaxd.

zone."
students would neceive tlats |14 is achnowledged that a peer
of names == or partiol Listings rating system or & nating by
2o maintain some close-hotd subordinates raises the apecter
aspects to the proceedings-- | of " popularity contest." How-
and would Aeturn their nemanks | ever, it appears that the po-

derdved there grom would nol be.

04gicens who had neceived
secondary promotiond appeare
to be as disenchanted with the
method as those who had not
been selected 4n a "secondary

tential benefits might
whatever condescension 2o aub-
prdinates might be enenated
by this approach. eeping the
aatings within student bod{es
i designed to remove any
impact rom chaind of command.

Figure V-1 (Continued)
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NOQ.

RECOMMENDATION

OBJECTIVE OF THE RECOMMENDATION

RATIONALE (STUDY BASIS) FOR THE RECOMMENC

10d

Eusuring that promoticn boards receive
comprehensive {nstructions which are
compatible vith snnounced policles of
caresr pattern and assignment priori-
ties, and which do not in effect
validate "ticket punching" as the
unique routs to rapid promotion.

(RE3)

To ansure that the actual reward
system, of which promotion is a
major slement, is compatiblc with
the idesl standards of the Army.

Many officers balieved that part of the reason
for the variance between ideal and actusl
standards, particularly in terms of ethical
behavior but also in terms of military competar
was caused by the Army's failure to keap the
rewards system in- line with the long-term
idesl professional standards. Expertise and
integrity arve perceived as baing frequently
less important in the eyss of promotion boards
and rating officers than the ability to produc
a flood of perfect statistics,

Figure V-1 (Continued)
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- COMMENTS ON
3?1 RATIONALE (STUDY BASIS) FOR THE RECOMMENDATION IMPLEMENTATION AND FEEDBACK REMARKS

Many officers believed that part of the reason
for the variance between ideal and actual
standards, particularly in terms of sthical
behavior but also in terms of military competencs,
was caused by the Army's failure to keep the
ravards system in line with the long-term
ideal professional standards. Expertise and
integrity are perceived as being frequently
less important in the eyes of promotion boards
and rating officers than the ability to produce
a flood of parfect statistics.

' The execution of this recom-
mendation supports many others,

ozstceu neceive a great deak
of their guidance grom per-
sonal examination of the
apparent eaiteria used by
boards 4in their selection of
odgicens for promotion and
schooling. Board selection
.actions, not the anmounced
pensonnel policies, are the
deteminants ¢f individual
goals in carcer development
and quest fon asaigrments.
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UNITED STATES ARMY
THE CHLRF OF STAFF

18 April 1970

SUBJECT: Analysis of Moral and Professional Climate in the Army

Comnandant
United States Army War College
Carlisle Barracks, Pennsylvania 17043

1. Several unfavorable events occurring within the Army during the
past few years have been a matter of grave conceru to me. These have
served to focus attention on the state of discipline, integrity,
morality, ethics, and professionalism in the Army.

2. By no means do I believe that the Army as an institution is in
a moral crisis. However, these incidents have emphasized the need
for a thorough review of certain areas and practices within the
Army, and an analysis may indicate that prompt, corrective actions
are necessary.

LA T T JF R o ,

SN

3. To ensure that an analysis of the moral and professional climate
is conducted with the utmost thoroughness and mature perspective, I
am assigning the task to you. Using gelected members of your own
staff, faculty, and students, I should like you to determine if we
have problems in these or related areas, and if so, how we might
correct them.

4. 1In making yout study, 1 should like particularly to have developed
an "Officers Code." 1f feasible, it would serve as a concise, easily
understood reference by which an officer would be guided in his daily
performance of duty. It would also serve to make him aware of the
value and need for unques tioned integrity, as well as be a guide for
recognizing and contending with compromising pressures, The "Officers
Code," as I envision it, would not be a substitute for regulatiouns,
directives, or the Uniform Code of Military Justice. 1ts only purpose
would be to guide officers in exercising their authority and perform-
ing their duties.

5. The study is to be conducted basically by your people, as 1 have
mentioned, but I should like it to incorporate the views of junior as
well as senior officers. To facilitate this, I suggest you contact

Inclosure 1




SUBJECT: Analysis of Moral and Professional Climate in the Army

the commandants of the Command and General Staff College and the ser-
vice schools at Benning, Sill, Knox, Eustis, and Hamilton and request
that they convene a selected small group of officers with varied expe-
rience from the advanced courses to address the central issues affect-
ing discipline, professionalism, integrity, ethics, and morality in
the Army. The opinions .f the faculty members and students will pro-
vide information from a wide cross section of ranks and experiences.

I bave informed the CG CONARC and the Chief of Chaplains of this study
and the fact that you and your staff will deal directly with the com-
mandants of the six schools.

T 0ty 0, SRS MNP

6. I should like the resulis by 1 July 1970. . . .

/s/ W. C. Westmoreland

/t/ W. C. WESTMOKELAND
General, United States Army
Chief of Staff

i
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AN OFFICER'S CREED

I will give to the selfless performance of my duty and my mission
the best that effort, thought, uand dedication can provide.

To this end, I will not only seek contintivally to improve my

knowledge and practice of my profession, but also 1 will cvercise the

authority entrusted to me by the President and the Cc :gress with faiv-
patience, and restraint, respecting the dignity and

ness, Justice,

human rights of others and devoting myself to the welfare of those
placed under wy command.

In justifying aund fulfilling the trust placed in me, I will con-
duct my private life as well as my public service so as to be free
both from impropriety and the appearance of impropriety, acting with
candor and integrity to eayn the unquestioning trust of my fellow
soldiers--juniors, seulors, and assoclates--and emp loying my venk and
position not io serve myself but to serve my country and my unit.

By practicing physical and moral courage 1 will endeavor to
inspire these qualities 1in others by my example.

In all my actions 1 will put loyalty to the highest woral princi-

ples and the United States of America above loyalty to organirstions,

persons, and my personal interest.

Inclosure 2 55
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ANNEX A - METHODOLOGY

RESEARCH DESIGN.

MISSION. The mission assigned for this study was to assess the

existing climate of professionalism in today's Army, giving particular

g standards of professional competence and

moral/ethical behavior. Included also was the requirement to outline

measures for the solution of any problems which wers identified.

PROBLEM DEFINIT1ON. Ar extensive problem definition effort con-

cluded +hat the focus of the research effort should be upon the value

of today's Army officer, "value system'' being defined as follows:

system
A personal value system is viewed as a relatively
permanent perceptual framework which shapes and
influences the general nature of an individual's
behavior. Values are similar to attitudes but are
more ingrained, permanent, and stable in nature.
Likewise, a value is seen as being more general and
less tied to any specific object than is the case
with many attitudes. tyalue' as used here is
¢l ,ser to ideology or philosophy than it is to
attitude. (England, 1967 b, p. 54)

Problem definition further jed to the conclusion that, in order to

point to solutions as wall as assess value systems, the research effort

should be designed around five basic questions. These questions, and

amplifying comment, follow:

THE PROFESSIONAL STANDARDS OR IDEAL VALUES WHICH

FIRST: WHAT AKE
TRADITIONALLY HAVE BEEN SET FORTH FOR THE ARMY OFFICER? (Any profession
ich serves to guide the decisions,

has a set of standards or code wh
establish the competence levels, and direct the behavior of the members
of the profession. These vnlues define what should be done, how one

should actc, what one should know, and so on.)

A-1
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SECOND: WHAT ARE TTE ACTUAL STANDARDS OR VALUES WHICH CHANWEL THY
OFFICER's THOUGHT AND BEHAVIOR? (For a variety of reasons, what should
be done and what is done do not always correspond. One must ask if,
realistically, there is a second set of actual values differing from
the traditional or ideul.)

ST R et e -

THIRD: OF THE EXISTING DIFFERENCES BETWEEN IDEAL AND ACTUAL
A STANDARDS, WHICH ARE OF MAJOR IMPORTANCE? (Some differences between
4 ideal and actuial values may be relatively insignificant, reflecting .
tolerable or temporary variacions. Other differences, however, may
have major implications for the Army, both today and in the future.)

FOURTH: WHAT FACTORS, CONDITIONS, SITUATIONS (BOTH INTERNAL AND
EXTERNAL) UNDERLIE THE MAJOR DIFFERENCES BETWETMN IDEAL AND ACTUAL
3 STANDARDS? (Many factors, both internal and excernal to the 2rmy,
3 cause diffezences between icarl and actual standards. Some of these
factors impant va only a few officers, as indiv.duals; others, on the
Officer Corps as a whele. It is difficult to identify and categorize
these factors., Some are simulcaneously cause and effect. Others ac*
only in combination. Nevertheless, these factors must be identified
and studied if ome is to troubleshoot the "standards and values"
aspect of prdfessionalism.)

FIFTH: BY WHAT MEANS CAN THE IDEAL AND ACTUAL VALUES OF THE
OFFICER CORPS BE MADE MORE NEARLY IDENTICAL? (The Army, through
policy, procedure, and practice, has the capacity to influence some
of the factors which underlie the variance between ideal and actual
values. Consider, for example, the present system of rewards and
punishments and the actions or behavior to which they are applied--
or, consider the congrulty and relative importance of individual and
organizational goals.)

CONCEPT OF RESEARCH. The present study was designed as an explora-

tory study, jts purpose being neither to test hypotheses ncr to serve
as a "pilot" study for a more conce?ted research effort, but rather to
probe the depth and breadth of the five basic questions derived from
problem definition. 7nis concept recognizes the ever present diffi-
culties in defining and studying the abstract concepts associated with
th2 subject of “values." (La Piere, 1954)

Perspective varies greatly as a function of rank and position.

Where appropriate, therefore, the study looked at questions from the

A-2
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various grade levels shown in the data base mode! (Fipure II-1), as
well as from the viewpoints of the taree prime positions involved in
the assessment of military man--senior, subordinate, and peer.

In terms of the conceptual model for this study (Figure II-2), an
officer receives his value system from society and from his profession.
During the period of time normally preceding and including the act of
comnissioning, the aspiring officer, through the process of indoctrina-
tion, feceiveé or is exposed to the ideal values of the profession.
There then follows a much longer and indefinite period wherein, threcugh
the functioning of a system of rewards and punishments (formal-informal,
extrinsic-intrinsic), the ideal values are, to a greater or lesser
extent, sustained. The present study foquses on the sustainment of
values rather than on the means whereby the§ are inculcated.

Through succnssive levels of the Army school system, officers of

varying sources of commission and then of differing branches of service

are intermingled. Mission§ and atmosphere are largely academic, For
the most part, collective opinions from the Army school system do not
represent the vested ilaterests of any particular functional group other
than that represented by the school. Students, in the absence of
specific organizaticnal responsibilities and allegiances, can speak
more freely than those in the Army mainstream. With this fact in

mind, the data for the present study were drawn largely from the Army

school system,

Qualitative data, expressed in conversation or in writing, provide
for varied, unstructured, and perhaps original responses of scntiments

A-3
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and ideas. On the other hand; by structﬁriﬁg responsés and forcing

them to a common numerical base, quantitative data are produced which
make possible the comparison and manipulation of variableé‘within

large amounts of information. The present study used both quantitative
and qualitative data to take advantage of the positive featurec of eaéh.
The relationship between the two types of data was held relatively
constant. Qualitative assessments and quantitative measurements were

derived separately from each of the five basic ‘vestions of the study.
DATA BASE SOURCES.

Data base for this study was provided by a survey of approbriate
literature, administration of a questionnaire, and 2 series of inter-

views and group discussions.

LITERATURE SURVEY. As an initial step, and throughout the duration

of this study, applicable reference material was collected, reviewed,
and extracted. This search, while not exhaustive, was sufficient for
the purposzs of the study. The following topics are indicative of the
search leads used in this review of the literature: values, ethics,
morality, code of behavior, code of ethics, professionalism, profes-
sionai standards, attitudes, attitude change. Collectively, these
topics define the subject area surveved. References believed to be
must applicable are listed in the bibliography (Annex C).

As noted in the preface, this study of professionalism is inter-

disciplinary in natura. Academic references were drewn largely from
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the areas of social péychology, sociology, and personnel management.
Prime authors were Krech and Crutchfield, Cartwright and Zander,
England, Jahoda, Janowitz, Stouffer, Coates and Pellegrini, Likert,
and Dunnette.

The centrai academic reference employed was a recent graduate-level

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

of US Army Officers and a Comparison with American Managers.

, Visits fo the Office of the Chief of Research and Development, the
Behavioral Science Research Laboratory, and the Officer Personnel
Difectorate revealed no on-going or programmed research in the area

of profassional value systems. At these sources, and in the OUCSPER

Inventory Report of Studies with Personnel Implica! mns. there was no

evidence that any studies designed to "assess the . ate of profes-
sionalism" héd béen made previously at Department of the Army level.

The Office of Research, United States Military Academy has con-
ducted value system rescarch. This research, however relates
primarily to basic cultural values rather than to the values of
military professionalism.

Two Army studies, although not specifically directed to value
systems, were found to be highly relevant and applicable to the

present study. A 1369 DCSPER study, The Officer Efficiency Reporting

System, outlined many of the shortcomings of the current officer
appraisal system as well as possible means of solution. The Franklin

Institute's Career Motivation of Army Personmel--lunjor Officers’'
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Duties provided a means whereby many of the professional values of

junior officers could be at least inferred.
QUESTIONNAIRE.

Purpose. As shown in the data base model of this study (Figure
1I-1), the use of a questionnaire was one of the primary means for
collecting information considered esseantial. The main purpose of the
questionnaire was to provide a quantitative assessment of the existing
climate of professionalism by furnishing numerical data which gould be

displayed, compared, and manipulated analytically.

Design. The questionnaire employed is attached at Appendix 1.
It was derived from the five basic questions of this study and was
designed to cxplore the breadth and depth of opinion and ideas
relating to these questions.

Part I requested biographical data. This part included eight
variables which were intuitively feit to have bearing on perception of
professional values.

Part II provided a step-by-step approach to the measurement of the
differential or variance between ideal and actual standards. Item 9
asked for a gross overall estimate of the difference. Succeeding
questions asked the respondent to discriminate or differentiate from
his gross overall estimate to more specific evaluations. This partic-
ular means of questioning, based upon the "funnel sequence' concept

of professional interviewers (Kahn and Cannell, 1957), was designed
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to lead logically to discriminatory estimates of variance within each
of the many tasks or functions comnon to the typical officer's job.
Part III extended the general definition of value system into two

components, professional competeace and ethical behavior, then required

the respondent to move from the more general 'grade level" perspective

of Items 10-13 to the specific senior, peer, and subordinate levels of
his last duty.assignment.

Part IV measured the behavioral correlates of variance between
jdeal and actual standards. The functional areas listed in ltems 20-54
were derived from the 54 Job essentials or task behaviors developed by
Flanagan in his "Critical Incident Method" study of the job behavior of
officers (Dunnette, 1966). Flanagan's job essentials define the behav-
jor or functions common to most officer jobs. The functions selected
from his definitive listing were those considered to be most susceptible
to the influence of an officer's value system.

In addition to asking the degree of variance between ideal and
actual standards as they applied to each of the selected functions,
Part 1V also asked that the respondent indicate the degree to which
this variance was important to the Army. This '"importance measure
has been used previously in attitudinal research (England, 1967 a;
Tyler, 1969) and performs the highly useful purpose of distinguishing,
for example, between large differences of little significance and
differences which, although moderate, are of great importanuce.

Part IV further provided for an optional discriminatory response

in permitting the respondent to specify a particular grade level if be
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felt that th; variance for any function was significantly preater at
that level. It was believed that if a sufficient number of respondents
(perhaps 25 percent) elected to specify a particular grade level for
ideal-actual variance within a single function, this would indicate
that grade level was an important factor in the perceived variance

for that function.

Part V asked for a more specific, more refined significance or
importance measure by requiring the respondent to select the 3 or 4
functions where he considered that variance was most important, and
then to indicate the one function where variance would merit a maximum
solution effert.

Part V also probed into the questions of cause and solution. A
qualitative, narrative response mode was selected for this portion of
the questionnaire so as not to cestrict the respondent's consideration
of possible alternatives.

Part VI, the final portion of the questionnaire, permitted the
respondent, at his option, to expand on any portion of the question-

naire, or to add any comment believed to be of value to the study.

Analytical Plan. Parts I-IV of the questionnaire were designed

for computer-assisted analysis which would produce the descriptive
statiatics needed for quantitative assessment of the climate of pro-
fessionalism. Accordingly, a basic analytical tas' w~as the computation
of the frequency, mean, standard deviation, and response choice per-
centage for each {tem in Parts I1-1V.
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In Part 1, it was believed that a correlational analysis would
raveal relationships existing between biographical variables and
variables of grade level, chain of command position, and behavioral
functions. An overall matrix of correlation was programmed 36 as- to
check for possible relationships between any two measures in Parts I-IV.

A multiple regression analysis was used, testing Items 20-54
against Item 9. By studying the resulting F values and nultiple cor-
relation coefficients, it would then be possible to determiue the
relationships between the behavioral functions and the perceived over-
all variance between ideal and actual standards. This would detzrmine
the appropriateness of using behavioral functions as a means of
studying variance between ideal and actual values. Further, through
the resulting regression coefficients and T values, it was hoped that
an assessment could be made of the relative strength of each of the
behavioral functlons in predicting the overall variance as measured
by Item 9. While this operation would not establish a causal relation-
ship, it could prove to be of considerable diagnostic value in
establishing solution priorities. This portion of the regression

analysis was planned also to augment the importance measures discussed
previously.

In an effort to reduce the 34 functions listed in Part IV to
those wherein varlance was considered most important to the Army, a
variation of the "joint modal frequency" procedure employed by
England (Tyler, 1969) was planned. This technique, employing the

difference scales and the importance scales of Part T, would isolate
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those functions wherein variation between ideal and actual standards
was considered to be of considerable magnitude as well as of consid-
erable importance. (This procedure is illustrated schematically in
Figure A-1 on the tollowing page.)

A final step in the plan for quantitative analysis of the ques-
tionnaire data called for a simple tally of the frequency with which
each of the behavioral functlors was listed as "most important," as-
required by Part V. It was believed that these data, coupled with
the measures of the importance scales, the regression analysis, and
the joint modal frequency analysis, would provide an accepuvable answer
to an otherwise highly subjective area; i.e., the basic question of
which variances are of greatest importance to the Army.

Part V of the questionnaire also required a plan for qualitative
analysis to isolate the cause and solution alternatives expressed in
the narrative responses. To accomplish this purpose, it was decided
to employ a rather common content analysis or theme analysis procedure,
whereby a group of selected judges would first review the narratives,
then agree on recurring themes, then finally record the frequency
with which these themes appeared throughout the entire accumulation

of parrative comments.

Subjects. Prior to administration, the questionnaire was
pretested twice with representative subject groups. These tests
brought to light several weaknesses in design aud wording which were
corrected through revisions in content, Sequence, and response mechanics.
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| . IMPORTANCE
’ SCORE

HIGH

ITEMS WHOSE MEAN VALUES
ON BOTH SCALES ARE
CATEGORIZED AS "HIGH"
WILL APPEAR IN THIS
CELL. SUCH ITEMS ARE
THUS OPERATIONALLY DE-
FINED, FOR THIS TEST,
AS MOST SIGNIFICANT.

DIFFERENCE
SCORE

NOTE: MEAN VALUES WERE CATEGORIZED AS "HIGH" OR "LOW"
ACCORDING TO WHETHER THEY WERE ABOVE OR BELOW THE MI1D-
POINT OF EACH SCALE.

:

FIGURE A-1. TEST OF MEAN VALUES TO DETERMINE WHICH VARIATIONS
BETWEEN IDEAL AND ACTUAL ARE "MOST SIGNIFICANT."




The final version of the questionnaire was completed by approii-
mately 420 officers. No attempt was made to select a stratified
random sample of the larger Officer Corps population. The size of
the respondent group and its characteristics were determined more by
the exploratory research concept previously discussed than by the
need for experimental or statistical controls.

The officer respondents, for the most part, were students at
various Army schools, including the Artillery School, the Transporta-
tion School, the Infantry School, the Armor School, the Chaplains
School, the Command and General Staff College, and the Army War College.
The testing was mostly done in May 1970, and was conducted in a manner
which ensured the subjects' anonymity.

The sample was heavily weighted with higher ranking officers.
Lieutenant colonels and colonels collectively made up 69 percent of
the total. This would, of course, make the overall indexes unrepre-
sentative of the Army as a whole.

The sample is fairly well divided between USMA, ROTC, and OCS
graduates when considered in terms of source of commission. The
percentage of USMA graduates, 25 percent, is unusually high when
compared with USMA percentages for the Officer Corps as a whole.

The sample was well-educated. Of the total, 93 percent had three
or more years of college. Half (50 percent) also had more than 30
months of command experience.

Detailed biographical data are at Appendix 3.
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INTERVIEWS AND GROUP DISCUSSIONS.

Purpose. Early in the problem definition phase, it became
evident that written responses to a questionnaire, irrespective of
both quantitative and qualitative expression, would alone be insuffi-
cient for the purposes of the present study. Values and value systems
defy verbalization, not only because they represent ideological feelings,
but because they are general and not linked to specific objects. For
example, it is exceedingly difficult to translate accurately a value
such as "Duty" into operative guidelines for behavior. To assess the
feelings and sentiments which are inextricable parts of value systems,
personal contact with a sizeable group of representative officers was
considered an essential means of communication. Interviews or, more
properly, group discussions were therefore decided upon as one of
several necessary methods for collection of data base input. It should
be recognized that the data thus obtained, while qualitative, subjec-
tive, and judgmental, also coaprise a vital part of the analysis and

conclusion.

Design. Group discussions employed in this study were designed
and structured to support the sta:ed concept of research. The discus-
sion methods used paralleled those of the "focused interview" (Merton,
Fiske & Kendall, 1957) in ..at a standardized agenda was used in all
groups. The agenda items consisted of the five basic questions of this

study. This procedurc provided sufficient standardization of discussion
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group effort, and additinnally served to maintain a common basis for

LY
comparison of informati&q obtained by questionnaire and group dis-
cussion. '3%

In interaction with respéndents, discussion leaders made maximum
use of 'non-directive" discussion techniques (Kahn and’ Cannell, 1957).
It was believed that this prosedure, with its emphasis on probes and
careful listening, would élicit,pnstructured and perhaps original

opinions and ideas, particularly in the areas of cause and soluticn

alternatives.

Discussion Leaders. Discussion leaders were selected indi-

vidually from amcng the faculty and students of the US Army War College.
Four two-man teams were organized, each consisting of a student and a
faculty member, with each team visiting a different sarvice school

to cbnduct‘diécussiuns.

Teams were provided with a common discussion agenda and several
worksheets to be completed immediately following each discussion
period. The agenda and worksheets are attached at Appendix 2. The
worksheets were designed to aid in the following post-discussion tasks:
Analyzing group composition; summarizing discussion content; estimating
group attitude toward the study of nrofessionalism; and estimating
respondent concern with several prevalent conditions initially hypoth-
esized to be indicative of considerable variance between ideal and

actual values.

Analytical Plan. Inasmuch as the vast majority of the infor-

mation to be collected through group discession was qualitative,
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judgmental, and based upon the percceptions of the discussion leaders,
the plan for analysis of these data was by no means as precise vt
structured as that for questionnaire data.

Some specific measures were available from the discussion work-

sheets; but for the mos\ part, unalysils called for summary opinions,
collectively formulated and agreed upon by ail digcuﬁs;on leaders,
which would accurately represent the views of the respdﬁdent groups
in answering the five basic questions of the study.

Upon return from the Qisgusqipns,;each raan vay debrlefad and the
results recorded for }acer review and analysis. Team members then
4participuted in a week-lbhg consolidation phase of discussion and

preparation of the summary opinions noted above,

Subjeccs. As was the case with the questionngiré,;the‘group
discussion agenda, procedures, and worksheets were pretested iﬂ A'
representative discussion group prior to actual employment for the
procurement of data for this study. This pretest served to stand-
arJize discussion procedures, to give the discussion lcaders a preview:
of the content and prohleﬁs of actual group discussion, and to ensure
agreed-upon interpretaticn of the requiremcnts of the discussidn
worksheets.

During the period 10 May through 14 Méy 1970, the teams visited
six Army posts and conducted 25 group discussion sessions of apprcxi-
mately two hours per session. The sample participating in these
group discussions consisted of approximately 250 ofiicers representing
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the grade levels called for in the study's basic conceptual model.,
These officers, for the most part, were students at various Army
schools, including the Artillery School, the Transportation School,
the Infantry School, the Chaplains School, and the Command and
General Staff College.

The grade level of these discussion groups was much lower than
the questionnaire sample. Colonels and lieutenant colonels comprised
28 percent cf the discussion group participants as compared to 69
percent ‘or the questionnaire. Grade breakout for the discussion

grouns was as follows:

Captain Mﬁjor Lieutenant Colonel Colonel
90 82 41 26

Special Purpose Discussion Groups. During late May and early

June several groups of about ten officers from the student body and

. faculty of the US Army War College were formed to discuss various

aspects of the study. (These participante are not ineluded in the
statistics listed above.) Two groups were used to ascertain reactions

to a draft Officers Creed and to solicit any recommendations for its

modification. Four groups discussed conclusions and recommendations,
with emphasis on cause-effect relationships and detailed recommenda-
tions for corrective measures. Attitudes, reactions, and ideas from
these discussions were considered along with other Information in

developing valid conclusions and feasible recommendations.
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ANNEX A
APPENDIX 1
STUDY OF PROFESSIONALISM
ADMINISTRATIVE INSTRUCTIONS
FOR

QUESTIONNAIRE

1. As you fill out this questionnaire, please bear in mind that
n on the Juestionnaire items. We ask

we need your personal opi...o
that you give particular attention to the short narrative responses

required by Part V (Page 7).

2. The content of this questionnaire and the fact that a study of
professionalism is being conducted is an internal Army matter and
should not be discussed outside of official military circles.

3. Because of scheduled computer prccessing time, we request that
you return the questionnaires as 'soon ag completed, but please no
later than 0830,Friday, 15 May. Please fold and staple closed so the
return address is on the outside; then return through Message Center

4, Point of Contact:
Colonel LeRoy Strong

U5 Army War College
Carlisle Barvacks, Pennsylvania 17013
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INDIVIDUAL QUESTIONHATFE

This questionnaire is one of several methods being used to gather infor-
mation for an analysis of profeulionalism within the Officer Corps. The
specific purpose of the queationnaire {s to look at the gtandards or values
that guide an officer's behavior (thought and action).

Standards and values are largely a matter of feelings that an individual
genses. T1They are difficult to express in precise terms that would have the
same meaning for all. If you are not gsure of the meaning of a'word or phrase,
assume your own uefinition and answer on the basis of what it means to you.

Your responses to this questionnaire should indicate how you, personally,
feel about the questionnaire jtems. The questionnaire contains an optional
response section (rage 9) which you may use to further express your feelings
and ideas on any topic related to the questionnaire items.

You will not be asked to sign the questionnaire, but you may if you wish.
No effort will be made to link responses O individuals. The biographical
data and questionnaire code numbers are solely for statistical control.

PART I. BIOGRAPHICAL DATA (ENTER (V) ]
And
1. GRADE: 01 02 03 04 05 06 07 Above
¢ ) « ) ¢ ) ¢ ) ¢« ) ¢ ) )
2. SOURCE: USMA ROTC ocs DIRECT OTHER
¢ ) « ) ) « ) ¢ )
3. BRANCH: ARMS [Armor, CE, FA, SERVICES laGC, MC, MSC, CH, CmlC, FC,
( ) Inf, MI, sigc) () JAGC. MPC, ORD, QMC, TCl
4., EDUC. 12 17
LEVEL: or less 13--14 15-16 or more
) () v ) ¢ )
5. MIL. AFSC WAR
EDUC. BASIC ADV CGSC COLLEGE
( ) ¢ ) ()
6. HIGHLST EQUIV.
LEVEL OF COMD. NONE PLT co BN BDE DIV
) « ) ) ) « ) « )
A-1-2
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7. HIGHEST EQUIV. JCS
' LEVEL, STAFF NONE BN BDE D1V CORPS ARMY DOD
DuUTY C) ¢HY ¢H) Yy CH ) ¢ )
8., TOTAL 6 or ‘ 60 or

MONTHS less L0 18 24 30 36 42 48 54 wmore

OFCoM. () C) () () CH € ¢y € ) )
{APPROX)

PART Il. IDEAL AND ACTUAL STANDARDS

Previous discussion and interviews have suggested that, at least theoret-
ically, there is an "ideal" officers' code or set of standards, and another sat
vhich might be labeled "actual" or '"real world."

The phrase, "“Duty--Honor--Country" implies a set of standards that represent
what should be. What you have actually observed represents the exisgting standards.

Now, for a moment compare your owmn personal concapt of the ideal standards
(implied by Duty--Honor--Country) with whet you have actually observed among
all the officers you have known. Do you feal that, within the Officers' Corps
as a vhole, there is a discernible difference batween the .deal standards and
those that actually exist?

DLFFERENCE
CONSIDER-
9. NONE SLIGHT MODERATE ABLE GREAT
) ) ) ) )

1f you think that a discernible difference exists, do you feel that it
might vary by grade and experience?

DLFFERENCE
CONSIDER-

10. JUNIOR NONE SLIGHT MODERATE ABLE GREAT

GRADE : ) ¢ ) C) ) ( ) [ur, crrl
11. MIDDLE

GRADE : ¢ ) ) « ) (D) ( ) [MaJ, LTC]
12. UPPER

GRADE : ) ) () ) ¢ ) lcoLl)
13. SENIOR

GRADE : ) « ) ¢ ) ) ( ) [GEN]
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PART I11. " SENIOR AND SUBORDINATE LEVELS

Think of all the Army superiors, peers. and subordinates with whom you
served during your last duty assignment anu the manner in which they adhared
to the "ideal" set of standards. To what degree do you feel that ihey adhered
to the ideal with respect to that categoiy of standards which we might call
professional military competence!?

Close Minor Moderate Major
Adheience Difference Difference Difference

14, Immediate Superior (Rater) « ) () () )
15, Typical Peer (Contemporary) ) « ) - ) )
16, Immediate Subordinates (Typical) ( ) « ) ( ) € )

(If you checked "moderate" or "major" difference for any of the levels above,
please indicate (on tage 9) the main reason for your response.)

To what degree do you feel that they adhered to the ideal with respect
to another major category of,standards which we might term ethical behavior?

Close Minor Moderate Major
Adherence Difference Difference Difference

17. JImmediate Superior (Rater) ) ) ) ¢ )
18. Typical Peer (Contemporary) ) ) ¢ ) )
19. Immediate Subordinates (Typical) { ) ¢ ) )

(If you checked "moderate" or "major'" difference for any of the levela above,
please indicate (on Page 9) the main reason for your response.)

PART IV, SPECIFIC VARIATIONS AND THEIR IMPORTANCE

We would now like to go into a bit more detail about the specific nature of
the differences hetween ideal and actual if they exist in the Army today.
Listed below are many of the major functions common to the officer's job. The
way an ot ficer perfurms these functions is influenced significantly by hia
standards and values,

For each fuuction, please indicate (/) your opinion of the degree of

difference between ideal and actual standarde as they apply to each function.
(For example, what is the degree of difference when the officer iy performing
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the function ot rendering efficiency reports?) It you feel the difference
varies by wrade and experience, add the letter J, M, U, or § (Junior, Middle,
Upper, Senior) to {ndicate the level where you feel the variance 1s gre.test,

f . ' Ngxt. under the importance column, {adicate (\") the impartance of this
difference to the Army (Officer Corps).

DIFFERENCE IMPORTANCE
NONE  SLIGHT ~ MOD. MUCH GREAT  LITTLE MOD, GREAT

L

ADMINISTRAT LON

20, Preparing and '
Presenting Reports () € CH) ) ) C) Y )

21, Completing Efti-
ciency Repuorts « ) « ) ) Ty ) C)y ¢ )’

o
(14

Keeping Accurate
Unit Records QD R G cHy )y ) ) ) )

23. Keeping Superiors
©and Subordinates

Fully laformed (G « « ) c )y ) c)y ) )

SUPERVISING PERSONNEL NONE  SLIGHT MOD. MUCH GREAT |LITTLE MOD. GREAT

2%, Giving ad Relay-
ing Sound Orvders
and Instructioas (G () C)y ¢y ) Cc)y )y )

25. Delegating
Authority «( (W ) () ) ) 3 )

26, Looking out tor
Wellare of : _
Suburdinates (G ) Ccy Y ) ¢y ) )

27, Setting a Good
Examp (v (G () CH) )y ) cHy ) )
28.., FEncouraging ldeas () « CH) )Yy ) C)H) ) )

29. Giving Reasouns and

Explanat ious ¢ ) c)y ) ) C)y ) )

0. Assisting Sub-
ordinates in Work ¢ ) ¢ Cc)y )y () C)y ) )
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SUPERVISING PERSONNEL DIFFERENCE IMPORTANCE

(CONTINUET) NONE SLYSAT WOD. ' MUCH GREAT LITTLE NOD, GREAT
31, Evaluating Sub-
wrdinaces' Work ( ) { ) () )y () C ) ¢ ) )

32. Being Loyal to
Subordinaces ) ) c)y )y ) c)y ) )

PLANNING AND DIRECTION NONE SLIGHT MOD. MUCH GREAT |LITTLE MOD. GREAT

33. Taking Responsi-
bility for own
Plans and Actions ¢ ) () C)y ) ) )y )y )

34, Applying Non-
biased Judgment « ) () )y )y ) )y ) )

35. Taking Frompt
Action ¢y )y )y )y ) C) ) )

36, Giving All-out
Effort to Assigned
Tasks cH)y ) )y )y ) c)y ) )

ACCEPTANCE OF ORGANIZA-

TIONAL RESPONSIBILITY NONE  SLIGHT MOD, MUCH GREAT [JLITTLE MOD, GREAT

37. Complying with
Orders & Direc-

tives ) ) ¢y ) ) )y ) )
38. Accepting Crganiza-

tional Procedures ) C ) C))y 3y ) ) ) )
39. Subordinacing Per-

sonal Interests « ) ¢ ) CHy ) ) )y ) )
40, Being Loyal to

Superiors () C ) ) «c)) ) C)y ) )
41, Cooperating with

Assoclates ) ¢ ) c)y ) () C)y ) )
42, Shoving Loyalty to

Organization ) (G ¢ ) ) ) c) ) )
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ACCEFTANCE_OF ORGANLZA=
VIONAL_RESPONSTHITITY
(CONTINUED)

43, Vaking Respouwi=
bility tor What the
Ovgant zation Dous

&
e

Assuminy Ot ficlal
Fiscal Responsi-
batity

45, Assuming Uitictal
Property and
Material Responsi=-
bility

ACCLPTANCE OF PERSONAL
KESPONSTBILITY

46,  Attuending to Duties
a7 Meeting Comajtments

38, Malutaioing Mili-
tary Appuaraunce

A%, Adippting to
Associates

50,  Adaptiog to Job

. Being ¥Financially
Responsible as an
Individual

52, Sciting Stundavds of
Personal Moral
Behavier

MILITARY PROFICIENCY

53. Developing the Skills
Required tor Present
Assignment

54. Keeping Abreast of
Major Developmente
in Army, Rranch, and
Specialty Avea

NUNE
« )
¢ )
)
NONE
(
¢ )
)
« )
(
)
)
NONE

)

)

DIFFEKENCE
SLIGHT  MOD.
() «C )

« ) )

« ) ()

SLIGHT  MOD.

« ) « )
« ) )
t ) C 3
) )
« ) )
) ()
() « )
SLIGHT  MUD.
v ) « )
) ¢ )

A-1-7

MUCH
()
)
(G
MUCH
)
()
« )
()
()
(
€ )
MUCH
« )
()

GREAT
L)
)
)

GREAT
«C )
)
« )
« )
¢
)
()

GREA
«
)

| INPORTANCE
LITTLE MO, GREAL

LITTLE

)y ) ¢

LITTLE




PART V. CAUSES AND CORRECTIONS--NARRATIVE RESPONSE

Next, .eview your evaluations in Part IV and select the three or four differ-
ences that you feel are most significamt. As a guide, consider that significance
includes the degrwe of differeuce and the importance of the difference.

For each of these significant differences, please provide a short narrative
paragraph indicating: (1) What the causca might be, (2) Whether the Army should
attempt o reduce the difference, and (3) If the difference should be reduced,
what suluticns or corrective actions could be employed. Please use the blank
?I'!l provided and key the narrative to the number of the functions; e.g..

'No. 35. Difference caused by . . ."

As a final atep, when you havc completed these short narratives, look them
over briefly then place an asterisk beside the one to which you weuld devote
maximum effort if you had a choice.

NARRATIVE RESPONSES:

A-1-8
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NARRATIVE RESPONSES

(continued)
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PART V1. OPTIONAL RESPONSE

Use this space, at your option, Lor any opinions, feelings, facts, or
experience which you teel will have relevance for this study or which will

amplify your responses.
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ANNEX A

' APPENDIX 2

US ARMY WAR COLLEGE STUDY OF MILITARY PROFESSIONALTSM

DISCUSSION AGENDA

1

The questions below represent broad areas of interest for this study,
and should serve as points of departure for development of more
detailed questiona and answers.

1. Any professfon has a set of standards or code which serves to
guide the decisions, estapblish the competence levelc, and direct
Che behavior of the members of the profuvssion. These standards
defire what should be done, how ona ghould act, and so on.

! WHAT ARE THE PROFESSIONAL STANDARDS WHICH TRADITIONALLY HAVE BEEN
" SET FORTH LOR THE ARMY OF/ICER?

1 : Z. For a variety of reasons, what ghould be done and what is done
y do not always correspond. One must ask if there is, realistically,
a seccond set of actual standards which differ somewhat from the
traditional or ideal. If this second set of standards exists, then
plcture two parallel l1ists of standards, one traditional or ideal
. and the other actual or realistic. For cach’ ideal standard, there
: is.a parallél_actual standard. .

" WHAT ARE THESE ACTUAL STANDARDS-~AND, IF DIFFERENCES EXIST BETWELN
THE IDEAL AND THE ACTUAL, WHAT ARE THEY?

3. Some differences between ideal and actual standards may be
relatively irsignificant, reflecting tolerable or temporary varia-
tions. Other differences, however, may have major implications for
the Army, both today and in the future.

OF THE EXISTING DIFFERENCES BETWEEN IDEAL AND ACTUAL STANDARDS, WHICHi
HAVE MAJOR SIGNIFICANCE FOR THE ARMY?
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4., Mauy factors, both internal and external to the Army, cause
differences between ideal snd actual. Some of these factors might
impact ov Jjust a few officers as individuals; others, on the Officer
Corps as a who” :. It {a difficult to identify and categorize these
factors; nevertheless, they must be isolated and studied if one is
to understaund the "standards’ aspect of professionalism.

WHAT FACTORS, CONDITIONS, AND SITUATIONS (BOTH INTERNAL AND EXTERNAL)
UNDERLIE THE SICW1FICANT DIFFERENCES BETWEEN IDEAL AND.ACTUAL
STANL:ARDS? ' S oo

!

5. ‘'The Army should be able to influence many of the factors which
cause the significent djfferences between ideal and ‘actual standards.
Consider, for example, the nenner in which tle standards are first
instilled in the individual officer; br the means whereby these
standards are sustained over time; or the present syatem of rawards

and punishments which contributes to the formation cf actual standards;
or the factors which are instrumental in changing an individual's
roncept of the relative importance of his personal gnals and standards.
Some of the specific possibilities might be: reévised service school
curricula; ‘changes in officer education, promotion, or assignment
policies; revised management and repsrting techniques; promulgation

of a written code of officer professional ethics; modification of the
UCMJ: redefining the rules of superior-subordinate relations; and 80
forth.

BY WHAT MEANS (REGARDLESS Of THE SCOPE OF THE EFFORT REQUIRED) CAN THE
ARMY AND THE OFFICER CORPS MAKE THE IDEAL AND THE ACTUAL STANDARDS

MORE NEARLY IDENTICAL?

A-2-2
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TRIP REPORT WORKSHEET 7 May 1970

INTERVILW/SEMINAR SESSION REPORT

1. ADMIN, TIME AND PLACE DATA:

Date of seudnar: Time: Locationt
Contact Officer: Phone:
Seminar ended at l.ours.

Composition of the group: (or ind.vidual interview)

BRANCH (A,C, other)
TOTAL IN AR FA ADA TC CH  OTHER: ____ CATEGORY *
-2/3 e e e e = .
0-4 e o I
0-5 S
06 o e —————————
0-7+

——-——.-o—---.——-———-——-——-—-———

* If Advance Course member: A 1f CGSC student: C

2. BASIC GROUP AITITUDE

A, Toward the idea of the professionalism study and their opportunity to participate

INTEREST RECEPTIVITY
Keen « « ¢« ¢ «,0 o o Enthusiastic + ¢« « = ¢ « ¢
Mixed-medium . . . . Non-commital « + + o« « o & ¢
de e ¢ 8 & B " & @ Cynical—hostila. . Y « s e

B. Toward the importance of the subject of professional ethics of the officer corps

INTEREST MOOD OQUTLOOK
Keen . . . « . Serious . .« + « + ____ . Optimistic . . . . .
Mixed-medium . Mixed + « « & « Mixed. « + « + ¢ « .
Low. - « & v o Cynical . . . . . Pesaimistic. + ¢« .+

3. YOUR ANALYSIS OF THE MOST IMPORTANT POINTS THAT AROSE DURING THE SEMINAR-AND A
LISTING OF THE MOST INNOVATIVE IDEAS FOR CORRECTIVE ACT1ONS.

MOST IMPORTANT POINTS IN TERMS OF THE TOTAL STUDY:

MOST INNQVATIVE IDEAS FOR CORRECTIVE ACTION:

o

A-2-3




7.

YOUR ESTIMATE OF THE RELATIVE SENSE OF CONCERN OR URGENCY REGARDING TEN SPECIFIC
POINTS:

LOW OR PRESENT BUT EXTREMELY
NON=-EXISTENT NOT SIGNIFICANT HIGH

Pressure to get the job dcne regardless of the methods; mission first regardless
of the importance of the mission; end justifies means.

0 ] 2 3 4 5 6 7 3

Drive for personal success and career "tickets' takes precedence over the longer
range goals of the unit or the welfare of the trocps.
0 1 2 3 4 5 6 7 8

Oversupervigsion stemming from an attempt for no mistakes at any time.

0 1 2 3 4 5 6 7 3

Impact of the "permissive" trends of our society on discipline and professional
ethics; 4 c¢ilution of traditional standards within the officer corps rusulting
from the pressures from outside.

0 1 2 3 4 5 6 i 8

Statisticrl indicators--AWOL, body count. weapons lost, re-enlistment rate, CMMI
scores, expert marksmen, etc.--have assumed inordinate importance; they cempt
officers .o cheat.

0 1 2 k) 4 5 6 __ 8

Officers are not highly competent in their duties; this {s one cause for unreal-
istic standards, poor supervision, over supervision, use of statistical indicators
in place' of "professional judgment," etc.

0 1 2 3 4 5 6 7 ‘8

Disenchantment with the leadership or integrity of (JUNIOR) (SENIOR) officers.
0 1 2 k| 4 5 6 7 8

"Politics" or favoritism in selection, promotion, prestige assignments, etc.

0 ! 2 3 4 5 6 7 8

Difficulty in communicating with senior officers: 'nobody ilistens or under-
stands."

Y 1 2 3 4 5 L 7 8

Loyalty seems a "one-way street." It goes mostly up, rarely down.

0 1 2 3 4 5 6 l 8

Inclosure: Summary of observations (2 pp) with addicional pages attached.

A-24
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APPENDIX 3

1 TABLE 1

DESCRIPTION OF THE SAMPLE

DEMOGRAPHIC DATA
' 1. Number of questionnaires analyzed: 415.

2. By grade:

01 2 0x
02 3 1X
03 60 14%
04 76 ‘ 18%
05 153 37X
06 120 29%
V7?7 & Above 1 ox

3. By source of cowmission:

USha 105 252
ROTC 151 36%
ocs 97 232
Direct 47 11%
Other 15 Y4

4, Hy Branch:
Arms 322 78%

Services 93 22%

A~3-1




-
4 -
S. By educational level: .

i " - 12 Years of school or leass 5 12
3

13-14 Years of school 25 6% *

15-16 Years of school 178 43%

17 or more years of school 207 s0% ’

6. Total months of Command:

6 or lesa 54 132
12 68 16%
18 48 122
24 36 9%
30 40 10%
36 35 8z
42 18 4
48 28 ”
54 50 12%
60 or more 38 9%
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ANNEX B - FINDINGS AND DISCUSS1ON
PERSPECTIVE.

The three tasks .nharent in the objective of this study are to:
assess the climate of professionalism, determine the cause of axisting
discrepancies; and develor solution alternativee. The tivst task is
largely one of fact and objective measurement. The remairing two are
more subjective, requiring reasoned judgment based on consideration of
information available. This discussion ¢! perspective explains how
the quantitative and qualitative reasults obtained through analysis of
the data base are to be used in accomplishing the stated tasks.

Quantitative resﬁlta come primarily from Parts I-IV of the ques-
ticnnaire and, to some extent, from the worksheets used by discussion
leaders. These results are the scores, measures, and scale values
which appear throughout this anaex. Qualitative results ware derived
in large part from the information obtained through group c¢iscussion.
Additionally, qualitative results were obtained through analysis of
the narrative responses requasted %n Parts V and VT of the question-
naire. Reapresentstive narrative responses from questionnairas and
group discussions, indicative of the perceptions and expectations of

the officer sample, are at Appendix 1, Anecdocal Input. In short,

quantitative results represent measurement, while qualitative results
represent controiled and reasoned judgment applied to a synthesis of

group opinion.

il YT T



A non-standard format is employed in this discussion of results.
This format is believed to be appropriate to a study intended to

' The format involves, essentially, a dialogue of question

"explore.'
and resnonse, addressed under the major headings of Ideal Values,
Actual Values, The Existing Professional Climate, Causes of Vafiance,
and Solutions. The questions represent the exploratory logic employed.
They are derivations and extensions of the five bagic questions of the
conceptual model (Figure II-2). The answers represent the quantita-

tive and qualitative results of analysis of the data base. Where

applicable, detaliled analysis and statistical tables are provided.
IDEAL VALUES.

® WHAT ARE THE "IDEAL VALUES OF THE OFFICER CORPS?

Without exception, #n group discussion or interviews, respondents,
irrespective of grade level or experience,. avoided coming to grips
with the problem of defirition. This finding coincides with the empir-
ical research and theoretical studies of values. Values and value
systems defy verbalization (La Piere, 1954) because they are abstract
feelings and sentiments, and because they remain largely a personal
matter.

However nebulously defined, ideal valueq for the.Officer Corps do
exist., Officers share a common view of the professional prescriptioﬁs
and proscriptions which define how an officer 1s supposed to thiﬁk,

evaluate, decide and act.




° HOW CAN THESE IDFAL VALUES BE EXPRESSED?
"Duty-Honor=Country" and, to a lesser extent, the Oath of Commig-

sion, are agread upon a8 general expressions of the ideal value system

of the 2fficer Corps. These expressiouns, however, are not ensily
translatable into operable, specific guidelines for behavior. The

junjor officers expressed a need for this specificity.

° ARE THERE MORE SPECIFIC, OPERATIVE EXPRESSIONS OF THE IDEAL VALUES?
A leadership text used at the US Military Academy, Taking Command,
contains several chapters on professional ethius, values, and standards.

The Armed Forces Officer likewlse gives the subjuct a degree of specific

meaning and at the same time provides some concrete practical guidance.
Both of these sources are narrative exprassions, hovever, and one nust
extract the apecific gnidelines'from=the nafratlvel

Sume years ago, in a special text used by the US Afmy Engincer
School, there appeared an appendix entitled, "A Guide to Introspection,"
This guide provided a means whereby the officer could ovnluato‘himSplf
using a variable grade on a aumber of lntrospective questions. Several
ot thuse questions are illuatrated below:

- Do I possess determination to carry out my mission?

- Do I diligently teach and traln my subordinates to a¥sume respon-
sibility?

- Do I accept the blame when blame is mine?
The "Guide to Introspection' contained 134 items similar to those above.

Collactively, thean items express the professional value sy:item ln teorma
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of specific, operable guidelines. They represent the "Duty-Honor-
Country" concept extended tov nearly maximum specificity.

* IS IT POSSIBLE TO EXPRESS IDEAL VALUES AT A LEVEL SOMEWHERE BETWEEN
THE GENERAL LEVEL OF THE "'DUTY-HONOR~COUNTRY' CONCEPT AND THE
OVERLY DETAILED "GUIDE TO INTROSPECTION"?

There is a need for a statement of professional values which will
be at the same time both dignified and operable. Junior officers,
particularly, express this need, as evidenced in the statement of one

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

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

bookstore." Senior officers, seldom prone to return to the specifics
of their initial indoctrination, would probably welcome machaniems
designed to sustain the ideal value system of the profession.

A research~derived prototype of an Officer's Creed 1is shown in

Figure B-l on the following page. Such a creed might be given wide-
spread dissemination as a statement of the enduring standards of an
Army offlcer. It could be appropriate as part of both educational

and ceremonial processes.
ACTUAL VALUES.

If there are ideal values which are difficult to achieve, and if
these values are highly subject to individual interpretation as well
as the pressures of practical reality, it would appear that within the
Officer Corps, at least conceptually, rﬁere exlsts a systen of actual

values which channel decisions and behavior.
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AN OFFICER'S CREED

] 1” I will give to the selfless performance of my duty and my mission
the best that effort, thought, and dedication can. provide.
To thls end, I will not- only gseek continually to 1mptpve my ... .

,\(
knowledge and practice of my profession, but also 1 will exercise thc

authority entrusted to me by the President and the Congress with fair~4'f
noss, justice, patience, and restraint, respecting the dignity and

human rights of others and devoting myself to the welfare of those
placed under my command.

In justifying and fulfilling the trust placed in me, I will con-
duct my: private life as well és my puslic service so as to be free
both from impropriety a&d the appearahce of impropriety, acting with
candor and integrity to earn the unquestioning trust of my fellow
soldiers--juniors, seniors, and associates--and employing my rank and
position not to serve myself but to serve my country and my unit.

B& practicing physical and moral courage I will endeavor to
inspire these qualities in others by my example.

In all my actions I will put loyalty to the'highest moral princi-
ples and the United States of America above loyalty to organizations,

persons, and my personal interest.

Figure B-1, Prototype Officer's Creed

53
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° WHAT APPEAR TO BE THE ACTUAL VALUES WHICH SHAPE THE COLLECIIVE BEHAV-
IOR OF OFFICERS TODAY, AND HOW ARE THESE RELATED TO IDEAL VALUES?

To begin with; it éan safely be assumed, by definition, that these
actual values are less poaiéive, less good, less inspirational than the
ideal values. As noted earlier in the discussion of reference sour -s,
seldom if ever ﬁha;the Army looked inward to the value s}égem of its
Officer Corps through the medium of organized etnd§ or empirical
research. |

There is some"évidence, dérived from respectable sciéﬁcificA
reﬂeatuh, which describes the personal value syﬁtem-of the Army offi-

crr ;”’today. Tyler (1969}, following the research methoddlogy of

England (1967), probed the value system of the US Army officer in a

" gample comprised of: 34 general officers, 82 USAWC lieutenant colonels,

73 Advanced Covrsc captains, and 46 ROTC cadets. Tyler found the value
system of Avrmy officers to be significantly more "pragmatic" than
"humanistic," giving greater importance to practical values than to
ethical/moral values.

Listed below are illustrati?e ex#mplna of the "operative" Army
officer values jdentified by Tyler. These sre firsu-order, dominant
vialues which channel actual decisi?n and bel\avior.1

HIGH PRODUCTIVITY ABILITY

ORGANIZATIONAL EFFISIENCY . ACHIEVEMENT
MY BOSS SUCCESS
AMBTIT LON

Second-order, less dominant, "intended" values which serve more to

influence perception that to channel behavior include the followlng:
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OBEDIENCE HONOR

MY SUBORDINATES , DIGNITY
TRUST EQUALITY
LOYALTY
St From Tylér's research, it appears that the idealvvalqes implied hy

"Duty-Honor-Country" have taken a sunorditate role tn values that are
more practical; wmsre pragmatic. Tyler comments as follows regarding
ST ,Jghﬁ'“Eﬁu"éubordinatlou of values previously considered ideal:

These are values that have beer corsidered highly
important throughout most of the lifetime of the
officer. His contacts with society and the cultural
setting of his background have always stressed the
importance of these values; however, the officer's
organizational experience has not always demonstrated
the importance of these values in achieving success.
. . . There is a confllct between what he has been
taught to believe is important and what he sees to
be important in his accepted enviromment. (Tyler,
1969, p. 12)

THE EXISTiNG PROFESSIONAL CLTMATE.

Variance: Ideal vs. Actusl.

° CAN WE SAY CONCLUSIVELY THAT THERE IS A MEASURABLE DIFFERENCE
BETWEEN THOSE VALUES HELD TO BE IDEAL AND THOSF WHICH ACTUALLY
GOVERN OFFICER BEHAVIOR?
General. This query appcars to belabor the logically obvious;
nevertheless, at this puint in the analysis it is essentlal to estab-
.ot lish conclusively the fact that a difference exists. As indlcated by
the conceptual model which guided the study, this difference or gap

or varlance betwezn ideal and actual becomes for a time the focal

area for analysis.
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The prime quantitative measurc for establishing the existence of

variance was questionnaire Item 9. The response to this question is

illustrated below.

Item #9: Do you feel that, within the Officer Corps as a
whole, there is a discernible difference between the ideal
standards and those that actually exist?

MEAN RESPONSE

s
4

;" -4
| 3 9
NONE 3.02 GREAT

S
*-

Figure B-2 - Gross Measure of Ideal-Actual Variance

Detailed Analysis. The overall evaluation, based on the limited

sample of the Officer Corps, is that there is a "moderate" difference
between ideal and actual standards in the Corps. (Appendix 2, Table
1.) The "moderate" evaluation was midway (3.02) between "None" 1),
indicating no difference between ideal and actual standards, and
"Great" (5), indicating a great difference, on the intensity scale
with five graduations. More than half (53 percent) made the evalua-
tion of "moderate" on this scale.* Only a very small number (3

percent) made the extreme evaluations of "None" or "Great." The

-—

*The fact that the word "moderate" was used in the questionnaire
as the term to describe the mid-point of the scale was a possible
source Qf some of the clustering about that point. It is believed
that "moderate'" may have been interpreted within a broad range of

connotations, and thus was a particularly attractive choice of
response.
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standard deviation of .7714 indicated relative agreement on this

question as compared with other questions in the questionnailre.

° IS IHE EXISTING OVERALL VARIANCE BETWEEN IDEAL AND ACTUAL VALUES
PERCEIVED DIFFERENTLY, ACCORDING TO THE OFFICER'S GRADE LEVEL?

General. "Professional climate”" is, to a considerable degree,

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

]
i
j
;

tant, therefore, to include in this assessment the perspectives of
the principal grade levels. Analysis of the quantitative data parmits
the establishment of the following general rule regarding perception

of the difference between ideal and actual values: The greater the

rank, the less the perceived differernce.

Responses to questionnaire Item 9, analyzed by grade level, are

depicted below.

S ks s rabidiirben T s - N

Item #9: Do you feel that, within the Officer Corps as
a whole, there is a discernible difference between the
ideal standards and- those that actually exist?

MEAN RESPONSE
col\jgc

I T AN T 1

Figure B-3 - Gross Measure of ldeal-Actual Variance, by Grade Level

Detailed Analysis. There is a slightly greater tendency for lower

ranking officers than for senior officers to say that, in the Officer
Corps as a whole, there is 2 difference between ideal and actual
standards (Appendix 2, Table ?}. This tendency, though modest, has
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significance statistically. This finding 1s the rerult of an analysis
by grade of the answers to Item 9 oun the "Individual Questionnaire."
The correlation between officer rank and the perception of the dif-
ference between idegl and actual staudards is r = ~-,21 at ap = .05
level of statistical significance (Appendix 2, Table 3).

Mere also is an apparent grouping of officers of licutenant
through major in one group, anﬁ lieutenant colonel and colonel in
another. The answers of the former are skewed to the right while
those of the latter are skewed to the left. The resultiug groupings
could be considered a military "generation gap" since, due to accel-
erated promotions, the majors may be closer in age and outlook to the

company grade officers than to their fellow field grade officers.

The Impact of the Varigbles.

The preced;ng section established the existence of a difference
or variance between ideal and actual values.  In this scudy, an
"aggsessment of professional climate' includes describing the nature
or characteristics of the difference. 1In the following sectionms,
through the u-~: primarily of quantitative data frow questionnaires,
the difference will be examined on the hasis of: biographical
variables; grade level; senior-subordinate relations; and the spe-
cific officer behavior which 1llustrates variance.

® WHAT EFFECT DO SOME OF THE MORE COMMON BIOGRAPHICAL VARIABLES

(e.g., BRANCH, EMUCATION) HAVE ON THE PERCEPTION OF VARIANCE
BETWEEN IDEAL AND ACTUAL STANDARDS?
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L General. Data tq anaver this question come primarily from
correlational analysis. Part I of the questionnaire contained
eight biographical variables intuitively felt to have some influ-
ence on value systems: grade, source of commission, branch, civilian
' education, military education, level of command, level of stlff, and
total command time, A study of the relatiouships existing between
these bilographical variasbles and the perceived difference between

ideal and actual standards permits the establishment of the following

three statistically significant propositiorns:
- The greater the rank, the leas the perceived variance.

- The higher the leval of militasry '‘education, the less the per-
ceived variance.

- The higher the level of staff exberienpe. the less the per-
ceived variance.

Detajled Analysis. The effect which a variation in grade has upon

perceptions of differences between actual and ideal standards, as
expressed in Item 9 of the "Individual Questionnaire," has been
indicated in a preceding comment. In looking at the effects which
other biographical variables appear to have, the most obvious conclu-
sion is that while they do not greatly affect perceptions, there are,
nonetheless, some weak but statistically significant trends (Appendix
2, Table 3). In genural, these trends arc in consonance witu the
‘praviously ruportud tendency of perceptions to vary sligh ly with

raak in an inverse manner; that is to say, as rank increases the
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perceived difference between actual and ideal standards tends to show
a small decrease.

There is a slight tendency for officers with less command experi-
ence to perccive more differcnce between the ideal and actual standards
than officers with more command experience. The negative correlation
of r = -.11 tends to provide weak support for this observation. The
same tendency holds true for officers who have commanded at lower
levels as opposed to those who have commanded at higher levels--the
correlation in this case being r = -.13.

There is no meaningful difference between attitudes of of{icers
when grouped by source of commission.

There is a slight, but not statistically significant, difference
in attitudes of officers when grouped by branch. The officers of
the services perceive a slightly greater difference between actual
and ideal standards than do the officers of the combat arms.

There is a slight, but not statistically significant, difference
in attitudes of officers when grouped by educational level. The
officers with tiie lower educational levels perceive a greater dif-
ference betwgen actual end ldeal standards than do those with higher
educational,ﬁgggls in this sample.

A\
:%.n8 of the key variables, as indicated in Appendix 2,

b

Table 3, ara weak and must be used with great caution. The fact that

the cogaa;ations which are over r = ,20 are all negative indicates

that as thftindependenc variables (grade, military education, and

A d \
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level of staff) increase, the dependent variable (difference in ideal

and actual standards) tends to decrease.

* HOW DO THE DIFFERENT GRADE LEVELS VIEW EACH OTHER WITH RESPECT
TO VARIANCE BETWEEN IDEAL AND ACTUAL STANDARDS?

General. This question uncovars the viewpoints‘or perspectives
held by the various grades. In defining the nature of the differences
between id§a1 and actual valuer, an assessment of how each grade level
views the other is an esgential step in evenrually determining the
"climate" and the causative factors at various grade levels. 1f this
can be determined, understanding of the overall variance is increased;
but, more importantly, in this assessment one can see the beginnings
of some initial guidelines for development of solution concepts.

The results of analysis of Items 10-13 on the basis of "variance

by level" are {l1lustrated by Figures B-4 on the following page.

Junior officers (l1ieutenant and captain) perceive & greater dif-
ference betwean the ideal nd the actual standards of the Officer
Corps as a whole than do the senilor of ficers, which tends to confirm
the findings on the analysis of answers to Item 9.

Middle (major and lieutenant colonel) and upper (colonel) ranking
officers agree with the relative standings of the various ranks as
evaluated by the junior officers. All groups agree that divergence
in rarms of specific activities listed is the greatest in the junior
ranks and prcgressively decreases as rank increases.

The middle and upper ranks view divergence at their grade level

as being about the same; that is, on a 1-5 numerical basis, between
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DIFFERENCRS BRTWEEN ACTUAL AND IDEAL STANDARDS ON THE BASIS OF
DUTY, HONOR, COUNTRY AS SEEN BY VARINUS GRADE LEVELS

SUMMARY OF SCORES FROM QUESTIONS 10-13 OF
"INDIVIDUAL QUESTIONNAIRE"
S = 414

‘_—————_-——'___"_————'-——-—-———__.—'—-m

QUESTIONS 10-13: "DO YOU FEEL THAT WITHIN THE OFFICER CORPS AS A WHOLE
THERE IS A DISCERNIBLE DIFFERENCE BETWEEN THE IDEAL S*ANDARDS AND THOSE
THAT ACTUALLY EXIST?"

IFFERENCE BETWEEN ACTUAL AND IDEAL STANDARDS BY GRADE LEVEL:

JUNIOR MIDDLE UPPER SENIOR  AVERAGE

JUNIOR
S=65 3.5 3.3 2.7 2.3 2.9
MIDDLE
S=228 3.0 2.8 2.8 2.3 2.7
AS SEEN BY:
PPER
S=121 2.8 2.7 2.8 2.4 2.7
AVERAGE 3.1 2.9 2.8 2.3 2.8
LEGEND: RANKS : NUMER ICAL SCOR§S
JUNIOR - LT, CIT 1 - None 4 - Considerable
MIDDLE - MAJ, LTC 2 - Slight 5 = Great
UPPER -~ COL 3 - Moderate

SENIOR - GENERAL

Figure B-4. Variance by Grade Level as Seen by
.Junior, Middle, and Upper Grades.
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2.7 and 2.8, They, and SQO juniors as well, view the composite
divergence, in terms of tha 54 specific functional areas, as baing
markedly leas at the senior officer lev2l, The image of the typical
general officer in terms of specific behavioral functions reported in
the quantitative data 1s much better than that of the colonels and

lieutenant colonels.

Detailed Analyslis. Jualor officers also consider that the greatest

difference betweuen the ideal and the actual performance occurs at
their own grade level. This finding is derived from Items quthrough
13 of the "qu}Vidual Questionnaire."

. The higher ranling officers, and particularly che senior grades,
are seen in this context as conforming mcre closely to the ideal
(Appendix 2, Table 4). 'there is a seeming paradox here. ZElsewhere

in this study we find that these samc junior officers hare indicated
that the failure of the higher ranking officers tn provide a good
exampl: is a major cause for Junior officers' failing to meet the ideal
atan&arﬁp. The resolution of this paradox is amply supported by close
scrutiny of data, particularly the qualitative segments wuich follow.
(Note narticularly the vaziance themes on pp. B-28, 29, 30, and the
causal themes on pp. B-36, 37, 38.)

The explanation is extremely important and forms one basis for
major concinsiona of this study. (See Part IV: Conclusious and
Concepts for Solution.)

shortcomings of junior officers, while serious when the Army as a
whole is conéidered, generally have less effect when considered on an
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individual basis. Furthermore, and particularly important in searching
for potential corrective measures, many of the systemic "préssures"
which tempt the junior to resorﬁ to unethical practices to "get the
icb done" are seen as the result of techniques «r policies initiated
or condoned by senior officers. The seniors, with their greater
leverage of power and visibility, and their natural role as behavioral
models, may find the results of their shértcomings multiplied through-
out their commands.

° IF WE NARROW GRADE LFVEL ANALYSIS DOWN SPECIFICALLY TO SENIOR-

SUBORDIN@IE RELATIONSHIPS, HOW DO SENIORS AND SUBORDINATES

(AND PEERS) VIEW EACH OTHERS' ADHERENCE TO IDEAL VALUES?

General. 1t is quite possible that perceived variance by grade
level is, in part, a function of chain of command, of peer relation-
ships, and of the orﬁanizational environment rather than of rank alone.
In order to keep the length qf the questionnaire acceptable to the
respondents, the quantitative reéponses were not designed for direct
comparison of the effects (on perception) of rank versus chain of
command position. It is possible, however, in a "by chain of command"
analysis, to personalize the assessment of perceived variance in terms
of specific superiors and subordinates. This would reduce some of the
individual tendency to generalize.

In addition to assessing variance from the point of view of: recent
specific senior-subordinate relationships, questionnnaire Items 14~-19
begin to give definition to jdeal-actual --ariance in terms of the type
of behavior involved. These items, then, assess variance not onl& with

‘respect to senior-subordinate relationships, but also with respect to
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each of two primary behavioral dimensions: professlonal competence,
and ethical behavior. Considering the combined effects of rank and
senior-subordinace relatiuns upon how an officer views adherence to
thé competence and ethical aspects of an ideal value system, the
quantitative data depict the following:

- Officers with whom an individual has recently served are
perceived as adhering more closely to i..cals of competence
and ethical behavior than those within the Officer Corps
as a whole. :

~ Officers at all levels perceive greater divergence from.
ideal values in the avea of professional cowpetence than
ip the area of ethical bLehavior.

=~ Dfficers at all levels perceive greater divergence in their
subordinates than in their peers and superiors--with respect
to both professional competence and ethical behavior.

- The greatest divergence from ideal values is perceived to
exist in the professional competence of juntor grade
of ficers (01-03).

- The least divergence from ideal values is poreelved to

exist in the ethical behavicr of the superiors of upper
grade (06+) officers.

Detailed Analysis. In Items 14-19 of the '"Individual Questioun-

naire," subjects were asked to evaluate the superiors, peers, and
subordinates with whom they had served on their last duty assignment.
The result of this personaliration of the questlons was that the acti-
tudes expressed were more fuvorable than the attitudes noted when the
questions were lmperscnal. and raferred to the Qfficer Corps as a

whole (Appendix 2, Table 5). In referring to the Officer Corps as a
whole in Item 9, as indicated previously, the respondents said that
there was a "moderate" difference between ideal and actual standards;
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in Items 14-1y, when officers were asked about actual persons with whom
they had recently been in contact, they reported what were generally
“"minor" deviations from ideal standards. A strict comparison of the
results of Item 9 versus those of Items 14-19 is not possible, however,
for two reasons--the first being that the scales used in Ivems 14-19
measufed only four levels of intensity, while the other scales measured
five; and the second being that Items 14-19 measured attitudes toward

both professional competence and ethical behavior, while Item 9 was

" broader and asked only for an evaluation of deviations from the ideal

standard of "Duty, Honor, and Country."

Another result of this series of questions was that officers at all
levels considered that there was more divergence from the ideal in
terms of professional competence than ethical behavior. This was true
whether these officeré were rating their superiors, thelr peers, or
their subordinates. The differences were not large, but they were
consistent, and were all in the same direction. The lesson from this
would seem to be that while more publicity has attended the area of
ethical behavior, the prbblem of divergecce from ideal standards of
professional competence is of equal, if not greater, intergst.

Two other important results of this series of questions were as
follows:

(1) The lower the grade, the more critical the evaluations, as
a general tendency. The same tendency has been noted on other ques-
tions, and it again holds true with this series. Junior officers were

the most c¢iitical of both professional competence and ethical behavior.
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The junior officers were even more critical of each uther in the area

of profcssional competence (2.66)ithan were their supcriors critical

of these same officers‘(2.26;'2.0§, and 1.,95). This scems to indicate

a healthy potential for tﬁgfézqccépting corrgctive measures.

(2) The tehdency.of,officgra at all grades was to be more critical
‘of'thei¥ §u£o£dihétes ﬁh;p‘théir sﬁperiors or péers in evaluating the
difference between‘the actual and the ideal in both professionﬁl édmpe-
tence andvethiéal beﬂ&vior. For example, the junlors evaluated their
suéeriors 1.90 and 1.82 on professional competence and ethical behavior
respectively, theiv peers 2.46 and 2.09, and their cubordinates 2.53
and 2.15. The mosf unfavofable evaluation of uny group was the 2.53

rating.given to the subord! ~.em of the junlor offlcers by the junior

" officers in the area of professional competence. The relatively most

favorable rating was the 1.58 evaluation given by the upper grade
officers of thel~ ceniors (general officers) in the area of ethical
behavior .

° IF IT IS POSSIBLE TO ASSESS DIVERGENCE'(BY RANK AND POSITION)
FROM IDEAL VALUES IN TERMS OF THE GENERAL AREAS OF PROFESSIONAL
COMPETENCE AND ETHICAL BEHAVIOR, CAN WE ALSO ASSESS DIVERGENCE
WITHIN THE SPECIFLC REHAVIORS OR FUNCTIONS THAT ARE COMMON TO

MOST OFFLCER JOBS?
General. Becausg'of the great variety within and betwecn the many
jobs found in today's Cfficer Corps, it is difficult to derive a

manageable yet comprehensive list of Yeommon functions' which repre-

sent specific behavior. For this analysis, the initial effort was to
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i . refine "common" functions down to a list which defines those officer
functions that are not only common but also critical.
i In the mid-50s, US Air Force personnel researchers developed a

!

“ - . listing of the more important aspects or functions common to most

officer jobs. Within the behavioral sciences, this list is still

regarded as one of the best devices for focusing on managerial or

officer behavior (Dunnette, 1966). The list consists of 54 func-

tions, or categories of behavior, ranging from '"Understanding
Instructions" ﬁo "faking Responsibility."

Some of the fuﬁctions are not affected to any significant
degree by the officers' value system. In the present study, the
list was reduced to 35 functions believed to be: common, criti-
cal, and éubject to the influence of the officers' value system.

In questionnaire Items 2 -54, respondents were asked to indi-
cate the degree to whicﬁ officers diverged from ideal values when
performing each of these functiogs.- On these same items, respond-
ents were also asked to specify a particular grade level 1f they
felt that divergence was significantly greater at that level.

The b#r ggapﬁs which follow, constructed from simple
descriptive statistics, show thé divergence from iﬁeal values
within each of the functions considered coumon and critical to

most officer jobs. (See Appendix 3, Numerical Tabulation.)
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RESPONSE ™ QUESTIONNAIRE

DEGREE OF DIFFERENCE { STANDARD
FUNCTIONAL AREA BETWEEN ACTUAL AND DEVIATIONS

IDEAL (X) L
ADMINISTRATION 1 2 k] 4 5

20. Preparing and Presenting 2.8 93
i Reports. .
21. Completing Efficiency 3.2 1.08
Reports. *

22. Keeping Accurate Unit
Records.

23. Keeping Superiors and .92

Subordinates Fully
Informed.

2‘6 . 86

SUPERVISING PERSONNEL

24, Giving and Relaying Sound 2.5 .86
Orders and Instructions. )

.25. Delegating Authority. 3.0 1.05

26. Looking out for Welfare 28 .99
of Subordinates. )

27. Setting a Good Example. 29 .92
28. Encouraging Ideas. J 1.06

29, Giving Reasons and 26 .3
Explanations. ) .

30. Assisting Subordinates .94
in Work.

Figure B-5. Behavioral Correlates of Ideal-Actual Variance.
NOTE: X represents the mean arithmetic response, expressing degree of

difference between ideal and existing standards, based on a scale trrom
1 ("no difference") to 5 ("great difference').
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. I DEGREE OF DIFFFRENCY | STANDARD
\ FUNCITIONAL AREA BETWEEN ACTUAL AND DFVIATIONS

(CONTINUED) 1 2 3 4 5

31, Evaluating Subordinates' .90
Work. P—— 2.6
32. Being Loya) to Subordinates. L_ 28 1.00

PLANNING AND DIRECTION

, 33. Taking Responsibility for 2.1 .99
O Plan: and Actions. )

.95

34. Applyine Non-blased

Judgment . _ P 28

35. Taking Prompt action. F— 2.5 .93
36. Giving All-out Effort to . .95
Assigned Tasks. 2.3

ACCEPTANCE CF ORGANIZATIONAL
RESPONSIBILITY

o,

37. Complying with Orders &

.83
Directives. 23

38. Accepting Organizational _ 23 .86

Procedures.

49. Subordinating Personal _ 2.9 B .99

Interests.
40. Being Loyal to Superiors. 2.5 . g9
4l. Cooperating with Associates. 23 . B2
42, Showing Loyalty to - 2.4 .90
Organization.

43. Taking Responsibility for

2.4 .91
What the Organization Does.
44, Assuming Official Fiscal 2.3 .98
Responsibility. )
45, Assuming Official Property 2.5 <99
and Material Responsibility. ’
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¥
1
E o DEGREE OF DIFFERENCE | STANDARD
f . BETWEEN ACTUAL AND DEVIATIONS
IDEAL (X) -
ACCEPTANCE OF PERSONAL
g ) RESPONSIBILITY 1 2 3 4 5
46, Attending to Duties. 24 81
E 47. Meeting Commitments. 2.3 .80
. 48. Maintaining Military 2.5 .98
i Appearance.
49. Adapting to Assoclutes. 2.2 JT1
50. Adapting to Job. 2.2 ) 74
'51. Being Financially ‘ .84
Responsible as an ?2.1
Individual, .

MJLITARY PROFICIENCY

53. Developing the Skills
Required for Present
Assignment.

2.4 .86

52, Setting Standards of 2.6 .96
Personal Moral Behavior. '

Keeping Abreast of Major .95

e . Developments in Army, 26
Branch, and Specialty r- :
Areca.

SRRt i it o e g sy 2 K e
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! Detailed Analysis. Detailed analysis in this case was limited to
| study of the results of a multiple linear regression analysis, with
questionnaire Item 9 as the dependent variable, and the difference
values of Items 20-54 as the independent variahles. The purpose of

this analysis was to determine whether the divergences within the

1list of functions represented by Items 20-54 were valid predictors

of (i.e., collectively related to) the gross measure of difference in

Item 9.

An obtained multiple correlat ton coefficient (r = ,6086) shows

the relationship belween Items 9 and ltems 20-54 Lo be positive and

Ty B B g - - K WA

moderately strong, indicating that, collectivelyi‘df&eraence’in Items >
20-54 predicts for difference in Item 9. N

The coefficient of determination (CD = ,3704) suggests that the

U1, s e P L 5

_difference sccr.s of Items 20-54 accounted for slightly more than
one-third of the variance in the response to Item 9. Considering
the thousands of variables that could be studied and the alusive
nature of values and value systems, the coefficient ~f determination
is considered adequate.

In the analysis of variance for the multiple linear rexression
(df = 35, due to regression; 380, due to variation about regression)
the F-value of 6.3879 indicates t...t the rosults of the analysis are a
statistically significant.
° IF “SIGNIFICANT" TS DEFINED AS DEGREE OF DIVERGENCE FROM IDEAL
VALUES PLUS THE IMPORTANCF OF THE DIVERGENCE TO THE FUTURE OF

THE OFFICER CORPS, CAN THE LIST OF FUNCTIONS BE FURTHER
DISTILLED DOWN TO THOSE CONSIDERED '"MOST SIGNIFICANT"?
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General. In quastionnaire Items 20-54, respondents were also asked
to avaluate, for each function, thc importance of divergence or variance
vithin that function. Because of the large number of items and :. rela-
tively small evaluative scale, this "importance measure' was further
refined by questionnaire Part V, which requested reapondents to review
the entite list of functions and indicate the thrse or four they felt
" to be most significant.

Significance is subjective, highly dependent upon perspective.

From the collective perspective of the 415 officers responding to the
questionnaire (not all of whom completed Part V) and on the basis of
four separate procedural tests discussed in the detailed analysis, the
14 functions shown in the figure on the following page represent those

perceived as "most significant” to the future of the Officer Corps.

Detailed Analysis. Using available descriptive and analytical

statistics, a gserles of logical apd simple tests was applied in the
detajled analysis designed to determine which functional divergences
could be considered as "most significant."

The correlation analysis (Annex A, ggggpdologx) was reviewed for
correlations between the difference measures on Items 20-54 and the
gross mzasure of_correlation on Item 9. Items with correlatlons less
than r = +.25 wefe eliminated.

Mean values for Items 20-54 on both the difference scales and the
importance scales were reviewed. Items whose mean values were not
sbove the scale mid-point on both scales were eliminated. This dual
criteria procedure is illustrated in Annex A, Figure A-1.
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& SIGNEEISANE FUNGTIONS
1TRM e NG BLM OF TIMES LTSN WAS LISTRD A8 'MOST RANK
; 18 S IGNIFICANT TO FUTURR OF TV OFFICRR ORDER
Y
ADMINISTRATICH
20, Preparing and
Presant ng Naports 5
21, Completiing gl )
clancy Neports i
73, NKeeping s‘“}'n’.rtou
and Subordinates
Fully Informed S
\Y v ‘ v
28, Delagating
Author ity 2
26. Llooking our for
welfare of
Subordinatas b
27. Setting a Good
Example 3
28, Encouraging ldeasd 12
29, Giving Reasons and
Explanations 11
32, Being Loyal to
Suhocd inater &
PLANNING AND DIRECTLON
33, Taking Responsi-
bility for oun
plans and Actions 9
36, Giving All-out
gffort to Asaigned
Tasks ) 10
Agg;nrgng; OF Q!QAELIA-
TIONAL l:sggg;mw;u
39, subordinating Per-
sonal lntevests b
ACCRPTAN or SONAL
RRSPONSIBILITY
2, Setting standarde of
pavsonal Moral
Bahavior !
MILITARY 1GIBRCY
53, Developiug the Skills
Requived for present '
Ass igament | 8

e

0 25 S0 15 100 125
RESPONSES

Figure Reb,
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Total responses to questionnaire Part V indicatiag which functional
divergences were perceived as most significant were recorded. The
frequency with which each item appeared was noted; those appearing less
than 30 times were eliminated. |

The sppesrance frequencies derived in the preceding test were
arvanged in rank order. Items appearing in the lowei half of the rank
order were sliminated.

Test results for all items were compared. Those items which met
successfully the criteria of any three of the above tests were retained

as "most significant." (Figure B-6)

Observable Divergence.
Up to this point, this study has assessed the climate of profes-

sionalism in terms of quantitative, manipulatable, objective fact.
The job functioms just discussed categorize behaviorn; and the data
employed serve to pinpoint the location and level of divergence.
These quantitative data, however, transmit little of the feeling that
is an absolute essential of communication. In short, the assessment
thus far defines, rather than describes.
* WHAT ARE THE EVERYDAY MANI -STATIONS OF THE “MOST SIGNIFICANT"

DIVERGENCES PREVIOUSLY DISCUSSED? . . . CAN THEY BE ILLUSTRATED

BY SITUATIUNS &ND CONDITIONS FOUND W1TWIN THE ARMY TODA'(?

The answer to this queation wmust come from the qualita .ive data
(Annex A), since it is thase dats that carry the "feeling" component.

Primary reliance, therefore, now shifts to that portion o the data
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base (Figure 11-1) labeled "qualitative"--the collective vpinion of
group discunaion and narrative written responce.

The centent of interviews, group discussion, and questionnaire
narrative: was analyzed by the controlled procedures noted previously
(Annex A). This content analysis produced a serics of 14 divergence
or variance themes. These themes, representing the collective percep-
tiona of the entire officer samplec, describe the situations and
conditions which best reflect the existing variance between ideal anc

actual values. They represent one important ingredient of the descrip-

tion of the prevailing climate.

= SELFISH AND AMBITIOUS BEHAVIOR; PASSING THE BUCK. This major
variance theme defines the Army officer who lacks awareness of human
relations; who places self first--at the expense cf Duty, Honor, Country,
the Army, and his subordinates. He is the officer who wants to "make
his mark'" and appear to his superiors as general officer material, and

yot who is, in fact, somewhat hesitant to lead, to make decisions, and
to accept responsibility.

- MISSION ACCOMPLISHMENT --REGARDLESS OF MEANS OR IMPORTANCE. This
variance encompasses the officer who has the automatic "can do"
reply. . . . The commander who attempts to accomplish every mission
regardless of its importance or tho capacity of his unit. This
is the commander with a narrow vision of overall mission and a dis-
arranged priority of objectives.

- POOR ARMY IMAGE., The poor Army image is an internal as well as
an external problem. The internal aspect is emphasized by the lack of
adequate post facilities including housing medical and dental facilities,
the Commissary and Post Exchange. The external portion, of lesser
significance, is the synthesis of: the misconduct by some ranking
members of the Officer Corps; a general portrayal of the ailitary-
industrial complex; misrepresentations by the news media; the Mylai
and Green Beret cases; and few at the seat of authority willing to
"tell it like it is" and defend the military institutions.

~ ACCEPTANCE OF MEDIOCRE AND UNSATISFACTORY OFFICERS. There is some
tendency on the part of newly commissioned officers to be complacen:.
There is at the same time a reluctance on the part of the middle and
upper grades to weed out the mediocrity and incompetence in the company
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oiude ranks. There is a widespread acceptance of medincre officevs in
the middle and upper ranks who have "retired on active duty," who
provide little incentive for junior officers, and who are of marginal
value to the service.

- DISTORTICN OF REPORTS--TO INCLUDE TPE QER. There is a widespread
distortion of fact in reports. lhe Officer Efficiency Report was the
most frequent.y mentioned example of distorticn. AWOL, USARV body
count, and MACV pacification reports are additional examples.

- OVERSUPERVISION AND SQUELCHLNG INITTATIVE; "DON T ROCK THE BOAT."
The layers of bureaucracy stifle innovative ideas ane intuitive thinking.
Senjor officers shy away from ncw ideas, fear mistake. . The supervisory
mode of the "squad leaders in the sky" is prevalent. \

- VARYING STANDARDS. Manv senior officers disregard regulations
and direct’ves while demanding strict compliance by the lower grndes.
Most frequently mentioned was the perception that the higher the offi-
cer's grade, the greater the probability he will 1 ot receive punishment.
The "can do" commander, eager to please the boss rather than do what is
required for the unit, begins and sustains the upward spiral of unequal,
unrealistic workload and reward.

- ARMY SYSTEM OF REWARDS.: There is an apparent fostering of a
system which rewards the driving officer who, over the short Tum, "gets
the results,"” but who aver the long run exacts & terrible cost in human
values. As a result, commanders reward their units based largely on
reports which are prepared to reflect only the favorable side of the
unit. 'This tacit approval of distorted reports by commanders has built
a falge reward system. There are many instances of the award of valor
and meritorious medals to senior officers for questionable deeds in the
eyes of thair junior officers; e.g., the "meritorious" or “eunulative"
award of the Silver Star. Commanders and courts fail to punish offenders
for obvious and serious violations of standards.

- TECHNICAL INCOMPETENCE. The many brarch immaterial duties cause
the middle and upper grades officers tnﬁlose their braach proficiency.
Little attempt is nade to master the qetails of the job or upgrade one's
information until placed in the positica of responsibility. This con-
doned development of potential incompetence is increased by dispropnr-
tionate emphasis on such peripheral Weickets" as the graduate degree.

-~ LYING, CHEATING, STEALINC. This variance is tllustratcd by Ariy-
wide: signing ol false certificates; falsification of flight records;
condcning of the unit thief or scroung"r; scceptance by middle and
upper grade officers of cbviously distorted reports; falgification of
DY trips for self gain and the attendant travel pay; hiding of costs
under various programs; placing AWOLs on leave to satisfy commauder's
desire for "Zexo Defect' statistics.
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FOR OFFICIAL USE ONLY

- LACK OF ESPRIT AND PRIDE. This variance encompasscs the tolerated ],
lack of drive and pride in the Army, the lack of pride in one's self, ’
and tue resultant laziness, obeaity, and lowered standards of personal
appearance. It is fostered by instability in asslgnments.

- TOLERATED DEVIANCE. 7There is a hesitance or even faflure, at
all levels, to eliminate those who tend to lie, cheat or steal. Seniors
fail to sat and enforce proper standards of athics and professionalism.
Fallure to enforce lends craedence to any aura of hypocrisy coming from
other sources.

- ONE WAY COMMUNICATIONS. There is a serious breakdown in inter- oy
pertonal communications which is identified by a failure on the part
of saniors to listen to thalr subordinates, and a marked tendency to
talk at rather than with the subordinate. The Army talks much about
this; does little. The need for junior officer councils has "face
validity," but veflects dereliction of a time-honored command respon-
sibility: Know your men and look out for their welfare.

9

- LOYALTY AND DEDICATION. These basic Ingredients of soldiering ‘E
ara seldum projected down, or dcross.

° IS THKRE A RELATUVE ORDER OF PREVALANCE AMONG THESE INDICA- ’

PORS? . . . ARE SOME MORE WIDELY PERCFIVED THAN OTHERS? 4%; \

In one phase of content analysis, a group of Jjudges, using a deri-
vation of n qualirative analysis procedure known as the "Q-Sort Technigue" \
(Vroom, 1964), recordad the frequency with which divergence or variance
themas appeared in the written narrative reaponses (Part V) of the 4 : 5‘
quewtionnaires, The List of divergence themes used in this analysis \
does not correspond precisely with those previously discussed; neverthe- \
lens, the frequoncy tally made by the judges {1lustiates quite clearly
a relatlve order of percelved prevalence among the indlcators of
varlance. ‘These datg, sumarized in the {lgure on the fullowiug

page, should be snterpreted with an awarcness that the numbaers shown

“represent provalence, and not, necessarily, importance.
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: RECURRING NARRATIVE DIVERGENCE OR VARIANCE THEMES
S (FROM 415 RESPONSES)

S THEMES NUMBER OF RESPONSES

1. Distortion of reports - 189
including OER.

- ' 2. Selfish/ambitious 166
g behavior; passing the buck. :

3. Oversupervision, "don't N 119
rock the boat."

4. Tachnical incompetence. | 101
5. Varying standards (grades, ' | : - B6
units). s,
' 3
6. Lying, cheating, stealing. 70
7. Acceptance of substandard | . 52
officer.
8. Army svatem of zawards. . 48,
9, Lack of esprit and pride. 43
10, Poor Army image. 34
11, Mission accomplishment 31
regardless of means or
importance..

Figure B-7. Divergence ot variance Themes
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® 10 WHAT DKGREE CAN ‘THESE INDLCATORS (AND THEIR PREVALANCE) BE
CONSIDERED AS REPRESUNTATIVE OF CONDITIONS EXISTING THIOUGHOUT
THE OFFICER CORPS IN ITS ENTIRETY?

The first data analyzed were those brought back by the discussion

group 1eadcra. Each team was dgbrioefed aepdfately. 1“« rucordad

_debrtefing aessions show ‘that’, 1rrerective of tha post, viqited or Lhu'fj',;“

grade leval_uf the discussion groups, the same divargence themegv
appesred.

The written narrative responses to the questionnaire were studied

later in the analysis phase. Again, the same themes appoarod--und
with much the same intenaity. This suppnt£8 cﬁc ruprosentut1Vcnuu§ of
tho themes, but {t also suggusts that the views of duvexgence held by
an of ficer gt the "public" level (group dlsuussion) did not differ
greatly from those hueld at tha indjvidual and unonymous upftvate

level (questionnaire). |

Further, there 1is a marked stmilarity in the dlvergenue ungovered
by this nssossment and that noted in a euries of infoirmal scminars
held at Depnrtment ot the Army level prior to initiation of thisvmore
rigorous gtudy of professionalism,

A final support o{>thu rupruuvutacivoncﬁa of the indicators dis-
cuased Lles in one of the worksheets used by the discussion leaders.
At the begihning of the study, during problem definftion, ten condi-
ticna or situations were iuformally hypothesized as fllustrative of
existing varisnce between ideal and actual valuus..vDiécuasion
laaderus were asked to evaluate, un the basls of their interaction
with discussfon groﬁpu. hhp degree to which of ficers ware couwcerned
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about these ten conditions. The results uof this analycic are depicted

in Figure B-8 on the following pages and are compatible with those
cbtained through the more precise analyses discussed; '
ﬁ, o - In sum, 1c is difficult to disavow the perceived exibtenue of the
‘ |  prob1ems identified by - this quantitative and qualttative aqsessment

a . .
Tt 4"4 st

W : ";. offprpfessionalism.
CAUSES OF VARIANCE.

éhé officer behavior illustrative of a différencg Bethen iééal
and actual values has been operatinnally defined and abbjeégi@efy
described in considerabie detail. Additionali&, since iﬁ&iv;duél
perception 1is so intricately involved in interpretation of adherence
or divergence, the difference or variance has been .examined from the
points of view of differenc grade levels within the Officer Ccerps.
Agsessment, per se, is essentially completed. The thrust of this
study now shifts from assgsessment to diagnos;s.

° WHLICH APPEAR TO BE THE CAUSES WHICH UNDERLiE THE bIVERGENCE

PREVIOUSLY DISCUSSED?

In attempting to diagnose cause, it is‘evident imniediataly that
cause and effect cannot be separated with precision into mutually
exclusive categories. They are interwoven. The distortion uf‘an

OER, Listed earlier as an indicator, is an effect. However, it causes

(in port) the acceptance of mediocre and unsatisfactory officers. The

interrelationships are extremely complex, as {llustrated by the model
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COMPOSiTE fRDFILE OF-DISCUSSION GRONP LEADERS'

.
gy

"Your estimate of the relative semse of concern or urgehcy, regarding
ten specific peints.” . ’ S ,

’
0

Low or : . Presunt But v “ "Extremely

‘ . Non-“xistent . . ,  Not Significant .+, High
' 1‘:‘ ;}IFEI' i ' .|., O 1 — ‘2 ‘ “ 3--—-—— 4 = - .5'.' — 6 ~— 7 8 v '
R Lo e L . . ORDER OF -
Sl L SPECIFIC BOINTS . 0 1,203 4. 5 6 7 8  CONCERN
Coo T Y Tl T )
.. ' Ay " Pressure to get the job "' - 8 T T 3
1" dene regardless of the O R e
! methods; migsion first - B RN R I T A B
regardless of the impor- - bl : P
. tance. of the misgion; : : i l | ‘ :
- end justifies! means. o I b
: ' ' ‘ I I I [
h B. Drive for personal suc- % i 2
g cess and career "rickets" b b :
- tgkes precedence over t ot [ [ I T |
the longer range goals N : |
of thz unit or the wel-. : : : : | : :
fare of the troops. ' N
T R S B T B
C. Oversupervision stem- Ml ; 5
‘ming from an attempt R ! 1
for no mistakes at : : : = : | l
any 'time. R I | = : |
D. 1Impact of th. "permis- | | l : 4
sive' trends of our M { :
society on discipline : : . : : : l :
&nd professional ethics; | : i
a dilution of tradi- N T T T B B
tional standards within N : [
the Officer Corps : : : : ‘ ; :
resulting from the T T T T T T
pressures from outside. : : : } ; : :
F. Statistical indicators—- bbb 1
AWOL, body count, W
weapons lost, reenlist- H R B | : !
ment rate, CMMI scores, : } = : | : }
expert marksmen, etc.-=~ I T TR T (R T
have assumed inordinate [ Y I [ R
impcrtance; thev tempt : : : : : : :
officers to cheat. N
L1 1 1 1 9 |
Figure B-8
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SPECIFIC POINTS

Officers are not highly
competent in their duties;
this is one cause for
untealistic standards,
poor supervision, over
supervision, use of
statistical indicators

in place of "professional
judgment," etc.

Disenchantment with the
leadership or integrity
of (JUNIOR) (SENIOR)
officers.

"Politics" or favoritism
in selection, promotion,
prestige assignments,
etc, .

Difficulty in communicat-
ing with senior officers:
"nobody listens or under-
stands."

Loyalty seems a ''one-way
street." It goes mostly
up, rarely down,
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shown in Figure III-1; nevertheless, an understanding of cause must
be established as a precondition for solution.

In the present study, the diagnosis of cause was not included in
the collection of quantitative data, since to have done so would have
restricted the consideration of causes to those listed on a question-
naire. Instead, the search for cause was approached directly, and
through qualitative means. Perceived cause was a central item in the
discussion of divergence; 'causation' themes were wucntified and
Jdescribed. There is understandably a degree of overlap with the
earlier noted divergence themes. In terms of the methodology employed
in this study, themes listed below represent the causes underlying the
divergent behavior previously discussed. Many of them logically over-
lap. They are derived from both reported perceptions and analysis by

the study group.

- NO TIME OR EXCUSE FOR FAILURE. There are no allowances for
failure. Mistakes are seldom condoned. Both quest for and receipt
of accelerated promotions provide little time to acquire a wide variety
of experience. The press of the 6 or 12 month command tour leaves
little room for counseling and delegation of authority. There is a
prevalent feeling that "one mistake will ruin a career. There is little
freedom to fail."

- TICKET-FUNCHING. To succeed, one must command (preferably in
combat), serve on high level staff, etc. OfficeLs go to unbelievable
1 lengths to get che "right' assignments needed for promotions and

schiools.

— STATISTICAL PRESSURES. Upper anu senior commanders set unreal-
istic goals. At lover levels, profassional principles are sacrificed
to the production of "results." There are myriad requitements for
certificates, reports, statistics. Many feal that statistics are
used primarily as an officer appraisal tool rather than as an adjunct
to resource management.

- IMPROPER GOALS, DEMANDS, AND QUOTAS. Units are given too many
missions, too many inspections with unclear or insignificant purposes.
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There is an abundance of "busy work" and wasted effort generated by
middle and upper grades. Resources are often obviously inadequate
to accomplish the mission; e.g., a unit at 60 percent strength
attempting to maintain 100 percent of its equipment in a "gero
defects'" mode.

- LACK OF STABILITY IN LENGTH OF ASSIGNMENT; SOMLETIMES INADEQUATE
TIME IN GRADE. The 6-month command tour fosters a lack of personal
knowledge of subordinates' capabilities, leaving little time for the
development of professionalism. Fast promotions mean limited exper-
ience and superficial understanding of assigned duties. Rapld
promotion to captain is a particular case in point.

- PRESSURE TU '«FMij« GOMPETITIVE. There is unhealthy competi-
tion for command and fuf certain staff positions, particularly within
middle and upy-v grades. Further, officers hesitate to admit weak-
nesses ~.d frequently cover up mistakes with little consideration of
the consequences.

- COMMUNICATION TECHNOLOGY. The helicopter and the radio have
weakened the chain of command. With almost "real time" reporting
systems, there is little opportunity to explain or discuss problens,
or to give guidance. Statistics are transmitted rapidly; but
essential background information often does not come through.

- REQUIRING EXPERTISE IN TOO MANY AREAS. Given the emphasis on
“generalists' rather than "specialists," the spectrum of normal duty
assignments is so varied that it is difficult to be well preparcd.

- PERMISSIVE SOCIETY. The interpretation of "Duty-Honor-Country"
is influenced to some drgree by contact with the more pragmatic
values of contemporary society. Younger officers will often accept
the prevailing values of the "real world," although they recognize
the disparity between the ideal and the actual situation.

- REQUIREMENT FOR MORE OFFICERS. The rapid activation of new
units without mobilization leads to dilution of cxperience and, In
turn, to more frequently mediocre and unsatisfactory job performance.
Standards of commissioning are lowered to some degree.

- INADEQUATE ELIMINATION OF OFFICERS. It often appears that
quality is not a criterion for promotion. There is little effort
to identify gnd remove the '"dead wood" at upper levels and che inept
at lower levels. Officers obviously lacking in integrity are
retained.

~ INSUFFICIENT COUNSELING AND SETTING OF STANDARDS. These
factors both relate to the development of younger officers. There
is a widespread lack of time and techrique for counseling and
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S coaching subordinates in their duties. Certain examples of middle
and upper officers have strong negative effects: lack of respect
for other people, low moral standards, drunkenness, failure to
correct, failure to support subordinates, preoccupation with retire-
ment .

- LEGALISM. Commanders often hesitate to take action for fear
of not having legal sufficiency for their actions, or of becoming
entang]ed in a legalistic administrative morass. They want to be

"covered."

~ LOYALTY UP--NOT DOWN. Subordinates pcrceive a gross lack of
real interest in their welfare. Despite gimmicks and programs, this
lends an air of hypourisy to other policles and programs promulgated
by "they." Loyalty downward is often seen as dependent upon the
subordinate's contributions and achievements., Subordinates in trouble
are not "backed up'" when they should be.

- FAILURE TO ACCEPT RESPONSIBILITY FOR OWN ACTION. Failure and
error are projected to subordinates. Superiors discourage unfavor-
able "feedback" from subordinates. "Higher headquarters" also gets
the blame frequently.

- LACK OF MORAL COURAGE AND SELF DISCIPLINE. There is a marked
reluctance to ask superiors, particularly gieneral officers, for
clarification and additional guidance. Junior officers avoid giving

unpleasant orders. Some officers show little regard for moral and
ethical "right."

° CAN SOME ORDER OF PERCEIVED PREVALENCE BE ESTABLISHED AMONG

THESE CAUSES?

As was the case in the analysis of divergence themes, the causa-
tion themes appearing in group discussion and in the written responses
to the questionnaive were quite similar. There were few variations by
grade. The frequency tally of the judges, which estabiished a rank
order of occurrence among the causation themes, is the basis for the
illustration shown on the following page, and suggests an order of

prevalence.
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RECURRING NARRATIVE THEMES USED TO EXPLAIN CAUSE OF VARIANCE
(FROM 415 RESPONSES)

THEME NUMBER OF RESPONSES
i. Inadequate counseling/setting 170
standards by seniors.
| 2. Unrealistic goals/quotas. 126
3. No time/excuse for failure. 113
4. Loyalty up - not down. 108
5. Pressure to remain competitive 107

(survival). \

6. Lack of self discipline/moral 98
courage.
7. Fallure to accept responsibility’ 91
for action.
8. Communication technology. 91
9., Inadequate eliminatiorn of officers 90
(automatic promocions/retention).
10. "Statistical" pressures. 84
11, Ticket Punchiug. 73
12. Instability in assignments; also 63
in promotion, retention policies.
13. Permissive society. 55
14. Requiring expertise in too many 25
areas.
15. Legalism: "be covered." 22
16. Requirement for increased number 2L

ot officers.

Figure B-9. Causation Themes
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° DO THE OBVIOUS INTERRELATIONS AMONG THESE CAUSATION THEMES

PROVIDE A MEANS FOR REFINING THE LIST OF CAUSES DOWN TO A

FEW THAT SEEM BASIC?

If a few basic root causee can be isolated, solution is obviously
simplified. This principle was recognized by the study ani a con-
certed effort (collective judgment in group seminar) was made to
distill the list to a more basic level.

An initial attempt was made to coibine within themes; i.e., to
determine if two or more themes were sufficiently similar to permit
the selection of one which would encompass the others. This effort
was unsuccessful; however, as these causation themes were manipulated
and tested through study, redefinition, and debate, it gradually
became apparent, although imprecisely 3o, that two broad areas of
personnel management might together incorporate the longer list of
more detalled causation themes. This listing represents but one of
many possible categorizations of these themes. Several of the themes
obviously might fit in either category.

The majority of the causal factors seemed to have at least par-

tial origins in what might be termed the Army's apprailsal system,
defined as formal and informal procedures whereby an officer is
evaluated; then rewarded, not rewarded, cr punished. Causation

themes felt to be related to this appraisal system are the following:

NO TIME OR EXCUSEK FOR FAILURE

STATLSTICAL PRESSURES

PRESSURE TO REMAIN COMPETITIVE

[}

PERMISSIVE SOCIETY
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INADEQUATE ELIMINATION OF OFFICERS

LOYALTY UP--NOT DOWN

FAILURE TO ACCEPT RECPONSIBILITY

LEGALISM

LACK OF MORAL COURAGE AND SELF DISCIPLINE

The remainder of the causal factors appeared to be related to a
second gross category, termed the Army's assignment system, delined
as formal and informal procedures and requirements existing in the
long-term process of officer development. The causation themes
listed below appeared to have partial origins in this assignmimt

system:

EXPERTISE REQUIRED IN TQO MANY AREAS

TICKET PUNCHING

REQUIREMENT FOR INCREASED NUMBERS OF OFFICERS

INSUFFICIENT COUNSFLING AND SETTING OF STANDARDS

UNREALISTIC GOALS, DEMANDS, QUOTAS

COMMUNICATION TECHNOLOGY
.. LACK OF STABILITY IN LENGTH OF ASSIGNMENT AND TIME IN GRADE
In summary, the list of causation themes can be further refined
but, in the process, the relationships become less clear. Second-
order causes do not "fit" their base cause category with acceptable
precision. It is doubtful, therefore, that the resultaant basic
causes, discussed above, are sufficiently 'inclusive or definitive

to warrant their being labeled as finite "basic" or "root" causes.
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They can, however, be vieﬁed as inicial and tentative start points

for solution.
SOLUTION.

The objective of solution, in terms of the conceptual model of
this study, is to reduce the difference or variance between ideal
‘and actual values. In the sections that follow, the means whereby

‘tiis can be accomplished are developed, beginning first at a general

3

letel of solution.

° WHAT CAN BE CONSIDERED AS SOME INITIAL GUIDELINES FOR SOLUTICN?

The Spect*um uf Solution.

Earlu i\ “ﬁ% ptoblem definition phase, it was evident that not
all problems und ‘auses would be subject to corrective action. Due
to the nature c‘ values and value systems, a "gpectrum of solution,"
as illustrated in Figure B-lO on the following page, appears to be
an appropriate guidelive. The specttum expresges a range of alterx-
native approaches. These arv de}ived from the need to recognize the
essentially unchanging character of Juman nature; the changing value
systems of portions of soclety; the sugﬁfptibilicy of some problems
only to long term, {ncremental sol ns; and the certain impotence
of piecemeal solutions.

The diugnosis of cause, previously discussed, points.undeniably
to traditional and contempora’y aspects of the Army's personnel
gystem as an initial guideline or starting point for solution. It
becomes clear almost immediacely, however, that other systems of the
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» my's structure are also tuvolvad. Consider, for example, the
readineds reporting system. While the poraunual systowm can ba
looked to a8 an initial start point, all facets of Avmy apexatinnu

and policies must be addressed In focmulating solution slternatives.

Congistency of the Data. - Any concepts for solution must view the

Jata base in totality. The total {nputs, as well as the analysis

aud search for underlying causes, then form an (ntegrated aud.
conslrtent paitern. Thus the quant Ltative result that showed

genlor ofrivers as a grouy deviating less numerically trom ideal
standards than did junioer officers became, in overall perapective,
gomewhat less reassuring than one wight have assumed in viewing that
finding in isolation. Siwmilarly, the role of the "permtssive soclety"
or the iutrusion o the "commerical ethic" became (ess relevant as
immediate causes of variance from tdeal standards. These socfetal
prassures s 'med, upon closer scrutiny, to be exacerba’ ug agents
rather than direct causaiive forces. 1t was, fur example, the uncou-
trolled ambition of the commander and his of ten thoughtioss quest

for a personal image of pertection that apparent Iy created the situa-
tion tn which the junior off fcer aubmit ted fncorrect reports.  While
socletal conditiontng might have gof toned the junfor oftflcer's
defenses agalnst compromise of othical standards, such conditioning
was not the priw> fmpetus for any compromfue. Taken as a whola,
particularly tn light of the qualitative inputs which described the

constraints within which the Juntor of fleer is placed and the progsures
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imposed upon him by his soniors, the responsibility for systemic
defects shifted consistehtly toward the senior officers--the lieu-
tenant colonels and above.

This shift, reinforced by atteﬁpts to isolate "root causes"
and consolidate themes of'causglity;Ja' éuﬁbor;ed by indepéndent
findings of allied:studies and observations (USMA, Franklin Institute,
OPD), forced a search for cpfrective measures in the Army's policles
and procedﬂres as well as in the obviously }ess fertile grd@né of
basic human behavior. It is in fact.aﬁ optimistic finding Ehat
seemingly correctable flaws in variou9’self:depigned Army systems
might be prime causes of vafiénces from 1déa1'standurds. This situa-
tion portends greater possible success for correctivé ﬁeasures than_
if the system design and management were perfect but humaﬁ naiure‘
and socletal pressures were relentlessly subverting the system.

® ARE THERE SOME GENERAL SOLUTION CONCEPTS WHICH CAN SERVE AS THE

BASIS FOR MORE SPECIFIC SOLUTION MEASURES? -

Tnils study has shown that in the highly subjective area of values
and value sysatems, it is difficult to move in direct, precise, lock?
step fashion £from indicator, to cause, to basic cause, to solution.
Two problems -~ela’ ' to a third, and then collectively produce anoﬁher.
There are, however, cert.in solid solution concepts which result frog
analysis of the data.

Questionnaire Part V, without restricting the options, requested
the respondents to proposé corrective measures which might be employed--
regardless of the effort required. This freedom from restraints was
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>é§tablished so as to widen che rnnﬁe of alternatives that might be
davelcped. |
[At this point, it is important to note parent§etically the large
proportion of War College students among the que;tionnnire respondents
(Annex A, Eggbodologx). These individuals, representing a future
generation of Army 1eaderéhip, expressed deep concern with cause and
effect--and their proposed solutions were not éreatly influenced by
organizational bias. The need, in this sblution-oriented exploratory
study, for the application of their collective experience, wlsdom, and
quality, accounts in great part for the non-representative nature of
the stqdy sgmple.]
Narrative responses to questionnaire Part V were procéssed by tﬁe
Q-Sort analycical procedure previously mentioned on page B-30. From

this process, the group of judges developed a list of five "solution : o

‘themes" which can be considered as basic solution concepts in the

development of more specific corrective measure. These cohéepts; and

? the frequency with which they were proposed by respondédié, are illus-"
trated in Figure B-11 on the following page.

° WHAT SPECIFIC CORRECTIVE MEASURES, READILY TRANSLATABLF INTO
MISSION STATEMENTS, CAN BE DEVELOPED FROM THE LIST OF SOLUTION
CONCEPTS?

The solutions proposed in the qualitative data, éonce;ved under
conditions of limited restraint, can be labeled “"naive" and "idealistic'";
they are, nevertheless, representative of the expectations of the
respondents. To the degree that expectations point to ideal condi~-

tions, the corrective actions proposed point to the objactive
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. RECURRING NARRATIVE SOLUTION THEMES R
" (FROM 415.RESPONSES) ' (

i
;

k THEME - ' NUMBER OF RESPONSES
{ 1. “Emphasis/attentioh on : . 222

f, v ; : ~ part of senior officers | - o -

- ' : - 2. Reward aystem: OER - . ' o 200
promotion, assignments,

schools, and retention,

awards & Aecorations.

3, Communication (inter— ' 96
personal).

4. -Stabilize peréonnél ' 49
policies & assignments.
5. Utilize varying degrees ' . 47
- of talent - allow for . )

specialization and. .
retention of solid non-
promotable officers.

S T
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Figure B-11. So{uéion Theﬁes
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established for solution: reduce the difference between actual and
ideal conditions.

The final list of solution measures rests upon no specific proce-
dure or analysis. The foundation of these wmeasures 1s a synthesis of
the fiﬂdings concerning! the existence of Qariance, the perspectives
of grade levels, the behavioral correlates of Variance, and their
everyday maﬁifestations, the perceived causal factors, and finally,
,the straightforward expectgtions of all who participated in this
stud&. These findings, carefully and collectively cousidered, indi-
cate that the following are necessary:

(1) Disseminate to the Officer Corps the pertinent findings of
“this study.

~ (2) Promote an aimosphere conducive to honest communication between
Junior and senior officers.

(3) Outline standards for counseling of.subordinates.

(4) Motivate the competent and facilitate the elimination of the
marginal performer.

(5) Enforce adherence to standards, with senlor officers setting
the example. A : ,

(b) Focus on the develoﬁment of measurable expertise.

(7) Revise certain officer assignment priorities and policies,
including policy regading the duration and cssentiality of command
tours.

(8) Revise the officer ¢valuation systems.

(9) Revise the conceot of officer career patterns.

(10) Revise promotion pulicies.
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ANNEX B

APPENDIX 1

! ANECDOTAL INPUT

v PART I -~ Selected Representative Narrative Comments from Questionnailres.

1. Questionnaires were distributed to approximately 420 officers
ranging in grade from second lieutenant to major general. Listed
below are selected narrative comments obtained from these questionnaires.

2. The comments are grouped under broad descriptive headings.
Since many of the comments could be placed vnder more than cne heading,
the groupings are somewhat arbitrary; however, clhe comments are direct
lifts from the questionnaires and are representative.

Standards

CPT: The young men in the Army today need and expect their leaders
te set standards of moral behavior.

CPT: 3Senior officers seem to live under the standard of "do as I say,
not as I do." In my last assignment I witnessed senior officers
doing things that if done by an enlisted man would result in
courts-martisl charges. :

MAJ: Pride in prcfession promotes professionalism. Renewed effort
on the part of commanders to emphasize Army tradition and
formality would, in my opinion, aid in developing and main-
taining the needed esprit de corps.

MAJ: The biggest failing is setting the example in the 10-20 year
service majors and lieutenant colonels who simply are waiting
out the retirement requirements.. . . The inflated OER's hide
these people at DA, but field action could put the burden of
adequa:e performance or "out" on these individuals.

COL: The military must take action to overcome its willingness to
accept mediocrity. With few exceptions what I feel to be the
most. serious problems stem from this prevalent attitude.

COL: Tha Army encourages "free-loaders" particularly in the middle
grades . . . by preparing himself for retirement a: the expense
cf his military duty and general competence.

B-1-1
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CPT:

CoL:

COL:

MAJ:

COL:

COL:

There are too many nonprofessional, imcompetent, hangers-on
in the Army. . . . Unqualified officers should be gotten out
of the Army . . . as it is now, all promotions up to 05 are
pretty automatic.

The only current decorations I admire are the DSC and Medal cf
Honor, all others are taintedby too often being awarded to
people who do not deserve them. . . . Duty, Honor and Country

is becoming--me, my rater, my endorser, make do, to hell with it.

Discipline is the foundation of the Army . . . but somehow it
is deteriorating. This state of affairs is [due to] the
pressurés and requirements which erode discipline and force a
false set of leadership principles upon commnanders.

My experience has been that line units operate better at cadre
strength of high caliber than full strength of a mix of high
and mediocre caliber officers. Our Officer Corps will only
be as good as our determination to cull it to insure high
standards. .

Senlor officers fail to set the example by adhering to standards
of Duty-Honor-Country. Many a subordinate has been sacrificed
to advance the career of a senior. A policy of strict and
ruthless elimination of officers who do not adhere to the
standards . . . would do much to alleviate the situationm.

There is ample evidence of high level (including generals)
moral laxness which in no way is reflected in promotions or
assignment limitations or sanctions. Ratings are solely on
results, no matter how obtained. . . .

My superior was a competent, professionsl, knowledgeable mili-
tary officer that led by fear, would doublecross anyone to
obtain a star, drank too much and lived openly by no moral
code. He is now a BG!

Too much attention is being given by the Army, through its undue
emphasis and policies as well as by individuals, on personal
advancement or "ticket punching.’ Our professionalism as
soldiers has thereby been degraded.

. « . Zero defects complex which says that nothing short of
perfect is acceptable. So long as an officer is held person-
ally responsible for seeing that no mistakes are made by his
subordinates he will have difficulty passing authority to them.
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COL:

CPT:

LTIC:

COL:

ceT:

Integritz

Lack of courage to admit error/failing leads subordinates to
hide information that =uperiors should know because the sub-
ordinate fears for his career. This is as much a condemnation
of superiors who will not tolerate mistakes as it is sub-
ordinatee who lack fortitude to admit them.

Far too many majors and jieutenant colonels turn out to be yes
men for the purposes of receiving a good report. . . . One
exanple is availability of alrcraft in RVWN . . . is not only
exaggerated but almost inhuman working hours are often required.

Staff officers and Bn Cos distort reports to either justify
their existence or perpetuate theilr own careevs. . . .

Dishonesty has been forced upon a great portion of the Officer
Corps in rendering efficiency reports, and the junior grade
officers can see this and don't like or understand the reason.

\
There is a lack of moral courage among raters to give low effi-
ciency reports to those officers that deserve them. Officers
relieved in combat and other assignments continue to appear on
promotion and school selection lists. ‘

. . . The system forces unethical reporting and practices, and
punishes variation.

As a Captain I was ordered to falsify a Unit Readiness Report
by changing my company's REDCON aftcr the cut-off date of the
report. I refused to falsify the report. My OER contained a
comment that “chis officer is dogmatic and fails to recognize
the necessity tc cease discussion when the decision is made."

Juniors are just more jdealistic. Seniors, except for some

generals, tend to lie (on 27138, AWOL, CMMI), steal (leave status,

¢lub bills, checks) and cheat (avoid unpleasant duties, unfair
advaatage, etc.), and no one makeg this an issue.

Self-Interest

Perhaps the one trait I have observed in fellow officers most
distracting to me is gelfish interest, particularly at the
expense of others and the military service in general.

. . . all responses pertain to grade 03 through 05. I feel that
officers in these grades are more concerned with protecting
themselves than in doing a good job.
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COL:

CPT:

CPT:

COL:

L1C:

It is disturbing to me to observe of ficers in the middle grades
lie, cheat, distort facts, and take other measures to aggrandize
their own personal careers. . . . Their conduct fools no one.
Sufficient regulatory authority exists to eliminate those who
fail to live up to the code, but {t must be consistently enforced.

. . . Commanders more oriented upon "ticket punching" and not
taking any chances as long as they are in command . . . inhibits
what a truly good unit can accomplish.

Too many officers still worry about accumulating the "right
tickets" rather than performing at their best in any assignment.

. . . Pressures of the system to excel personally. It is

thinking of yourself more than how your actions will affect
others below you.

Career Progression

The efficlency report is the most disturbing administrative
farce in the Army. It is a measure cf "following" and not
leading. Its weight in "tickets of success" allows officers
of incompetence in leadership to advance.

The Army has made it clear that an individual has to have
“eertain tickets"--without these he is in trecuble as far as
promotions and assignmunts are concerned. This is short-
sighted and does not make use of the talents of the individual.

Even OPO make assignments on the basis of "this ticket must be
punched." Command of a battalion is sought not to make a con=
tribution to the Army, not to lead troops and improve their
performance, but to fulfill a requirement for the advancement
of one's career, Failure of even minor tasks result in
elimination from competition for colonel, war college etc.
Hence loyalty to subordinates is given only in furtherance of
personal goals, responsibility for failure is avoided and
judgment is biased toward "what effect will this have on me?"

With all efficicncy reports being high, the tendency in the
Officers Corps today is to get "the ticket punched" regardless
of the cost . . . the methods used. The attitude of putting
forth extra effort to better the organization is sneered at
today.

No one will take a chance lest his OER be lowered and his
opportunity for advancement threatened. Iunovation is stifled
and conformity promoted. Initiative is stifled because a
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LTC:

COL:

CPT:

e TR L T B

commander . . . assumes greater control, Command time "takoes
on a hollow ring" the comnander is there to swing In case . , .
something should go wrong. Indjcators such as CMMI become ends
in themselves . . . .

The short periods of command enhance passing the buck, by a
commander, for failures of the unit,

The Army should redefine officer career patterns in an attempt
to allow an officer to attain and mairtain high expertise in
fewer filelds.

The Army has contributed to its own problem by overloading
Washington with talent at tne expense of all other activities--
except command positions. Unfortunately these assignments are
filled from the Washingtor pool by officers who are not . . .'
grounded for cormand but must get their ticket punched.

Statistics

The military requires success in everything. So success is
reported. Training records, supply records are two cases in
point, These lies then easily lead to others.

The majority of my associates were interested in keeping higher
headquarters happy--false reports were the result. The ract
that my leadership ability is judged by how many people iu my
company sign up for bonds or give to the United Fund or Red
Cross disturbs me.

. . . excessive emphasis on statistical data . . . when a
commander is required to report on himself. . . . Under such

a system, the honest commander who reports his AWOLs, etc.,
gets into trouble while the dishonest commander gets promoted.

Through exposure the junior officer becomes aware of the dis-
proporticnate emphasis placed on statistics. . . . The young
officer is quick to recognize this situation and complies for
his own safety.,

Today efforts are made to quantify every facet of a unit's
activities, leaving the commander little latitude to allocate
resources and forcing him to at least create the appearance
of achieving a plethora of numerical gouls.
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Comaunication

CPT: A problem does exist, it is basically one of communications in
informing of ficers of both the standards to be aspired to and
minimum acceptable atandards. . . .

MAJ: Only when a commander establishes an atmosphere of freedom of
expression will he get accurate infeimation and be believed
when he gives his reasons. Training in really listening should
be given to all commanders at every echelon. They have to hear
what is beiny e-id and also what is not being said--which may
be more importnt in the long run,

MAJ: I feel the problem arisus from lack of communication between
more senior officers and the junior.

COL: Failure to pass on to junior officers vesults of their sugges-
tions or outright ignoring them . . . in some cases the upper
ievels of command actually are unaware that they are unapproach-
able,

LTC: There is a genaral reluctance to face troops and present a
cogent rationale for what has to be done. . . . Commanders
at each echelon should encourage and insist upon subordinate
: leaders talking more often and directly to the trcops, listen-
1 ing to their ideas and questions. . . .

MAJ: More emphasis must be placed on pressing ranking officers te
listen as well as speak.

LTC: Theve is a crying need for majors through generals to do a
better job of communicating with their subordinates on a very
personal basis.

LTC: Keeping the commander and subordinates informed is essential
in any military organization. Junior officers are reluctant
to discuss problems with senior officers. Thus the problem
lies with the commander and senior officer to improve liines
of communication.

Loyalty

MAJ: Loyalty to subordinates gets largely lip service in the Army
today. Too many colonels and generals appear to want all
junior officers to suffer like they did. . . . It seems the
more senior officers become, the more hardware or systems
oriented they become.

CPT: Loyalty seems to be a one-way street to some senior officers.
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Patience with and responsibility toward subordinates needs to
be stressed at the highest levels. We still treat our junior
of ficers and enlisted men as things rather than as people.

Many senior officers feel that it isn't in their job descrip-
tion to help their juniors when needed, All too often the
senior takes the gutless way out and relieves the un ortunate
junior and slufis him off on someone else. . . . Quality officers
can be made, given the proper guidance and support.

It has been my .xperience that the young officer of today has
very little loyalty to his organization and to & degree to the

entire Army.

The apparent subservience of senior commanders to public rela-
tions and the obvious fcar of congressional rebuke results in
countless instances of either senseless directives or ‘failure
to support gubordinates. Two general trends in th®e Officer
Corps are significant . . . the slavery of the Corps to the
efficlency report combined with the inequality of the report
itself. The biggest problem is not the disgraceful behavior
of the battalion and brigade level commanders, but L:e resulting
effect on my contemporarles who seem unable to avoid outdoing
their superiors in demonstrating fear, obsequiousness and
irresponuibility to subordinates or self. There is a serious
inabilitv to distinguish between servility and loyalty.

Little loyalty flows down. Compare proportionately the number
of lieutenants through lieutenant colonels relieved doing opera-
tions in RVN to the number of colonels or BGs . . . errors in
military judgment existed at all levels. . . .

Many officers possess a two-fold standard of loyalty. One to
the commander's face, the other behind his back.

The subordinate who even suspects that his superior "gives a
damr” for him will give, without demand, more "followship"
thaa a leader aver dared hope for.

The Army fails to allow a man the opportunity to learn througl.
his mistakes. Too many commanders axe the junior officer who

makes one mistake.

superior nfficers should take a more personal interest in the
professional development of all junior officers. A commission
as a 2LI does not mean the end of learaing.
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PART 11 - Selected Comments from Field Seminars.
1. Four separate teams, consisting of one faculty membar and
one student at the USAWC, were seut to six different locations (Forts

Leavenworth, Sill, Knox, Benning, Eustis, and Hami'ton) to conduct
seminars and obtain the views of representative officers of all grades

on the state of profassionalism in the Officer Corps today.

rately, and did not discuss

2. 'The teams were debriefed sepa
£ other teams until after all

their specific comments with members o
debriefing sessions were completed.

3. Extracts of selected commeunts from the debricf of the four
teams, under dascriptive head ings, follow. (To maintain the promised
anonymity, the teams are not identified as to location vioited.)

TEAM A

Desired Standards

§ oo In trying to get axpressions of what these officers thought the

: ideals were, perhaps Duty-Honor-Country came through the loudest, in
terms of trying to identify what the idea) should be . . . high integ-
rity, high moral standards, high state of discipline were expressed
and in every lnstance there was some variance from these high stand-

ards.

oo The youunger of ficers appeared to have higher ideals than the
senior officers. The senior officers seemed to be more pragmatic
the junior officers were more idealistic about the Army's

standards.

oo Duty consists of 24 hours a day performing at the best of your
ability at all times. This was their expression that was repeated

over and over again among the younger officers.

Actual Standards (General)

cers was that money won't buy
Mes that they hold
and when they

oo One point made by these young offi
them out of the Army. Buc the standards and val
N to be true within the service are not being surported,
lose identity or pride in service--they're getting out.

! 00 in ethics . « they all could identify, somewhere in their
classas, students who were cheating in their examinations. Indivi-
duals who have been caught doing this, . . . were eliminated from
the class but in one specific case returned two classes later

{n another case sent on to flight school. It appears that the

) i R L MR AL B T D R I R
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Army has lowered its standards below what they expect an officer to
be. They feel that because of the requirements of the Army today we
Lave lowered our standards to accept people as officers that never
should be officers, and they violently oppose this. Younger men say
they would rather have shortages of officers than accept people

who are below the standords of what an officer should be.

00 . . . we're sending officers to scnool, to the advance course
specifically, that have no business being there and would not be
therc if there were DA promotion boards to captain. Other officers
are gvaduating who should not bz graduated--chey're inept, to put it
quite frankly. . . .

R T N e

oo <hey believe that thern needs to be a better screening system,
This covers two arees . . . the standards of commissioning are too
low=--they are talking about the basic course officer, new officers

from ROTC, from OCS. There has been a drive for numbers. "We need

X number of guys wearing gold bars, hence we'll comnission this many
people, without regard .o--are they really capable of being officers."
This was expressed by every group we talked to. . . . Some of them
identified people wo did everything that they could to not be com-
missioned and yet were talked into accepting commissions.

oo The lack of uniform standards throughout the Army . . . standards
of appearance and standards of performance and standards in court-
martials, and this sort of thing. Problems that every commander is
faced with today . . . the haircut; on every siangle post and on each
post, within units, there is o different siandard for haircuts and
commanders are fighting a constant battle with this. What they would
like is a Department of Army sctandird that is enforced by all com-
manders and all commanders have to live with it. . . . You get into
the problem of the Afro hairdo, one unit lets them bush it out a mile
and the next unit makes them crop it down and thr - they get scme real
problems, The black power salute~--what is the D ~licy on the black
power salute? Some unit commanders are letting . r men ugse the
black power salute and others are clobbering the ones that use it . . .
and these types of things are prevelant throughout the Army.

oo They feal that there should be a directed DA standard or policy
that every commander must comply with and this would make their
problems- as commander, particularly junior commanders, where the
brunt is taken, easier.

oo The company grace officers observed a significant difference
in professional and ethical standards, from the ideal. They cited
specific examples of dishoncsty, selfish behavior, and i.~ompetence.

oo They believe that the finest officers we have . . . now, this is
not only professionally, but in appearance . . . should be
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at all the entry points of the service . . . ROTC, recrulting, basic
training and service schools, and they believe this without exception,
The reason for this is that onc of the things that they feel is most
important is a proper cxample being set at the beginning.

Integrity

oo One of the most violent reactions we got was from the body count,
particularly from the young combat arms officers recently back from
Vietnam . . . basically being given quotas, or if not given quotas,
being told that ‘their count wasn't adequate--go back and do it egain,
. . . Regimertal (Brigade) Commanders directing that the count be
reverified and upped, that it wes inadequate for the day . . . being
told that they had a quota for the day., . . . In fact they expressed
concern that the President of the United States was making decisions
on totally iuvalid information. The captains were extremely concerned
about this situation. They had no faith in the body count, in the
number ol the enemy that had been killed. Alsu the MACV pacification
report . . . they cited examples of being told to survey abaut 96 units
in something like two weeks. . . .

oo Nobody out there believes the body count. They couldn't possibly
believe it. This is probably the most damning thing the Army has used
recently . . . we had one lad cven tell us of an experience where hlie
almcst had to get in a fist fight with an ARVN adviser over an arm,

to see who would get the credit for the body, because they were sorting
out pleces . . . it just made him sick to the stomach that he was put
in such a position that a body was so important to the next higher
headquarters or to the division, that he had to go down and argue over
pleces of a body to get credit for it.

00 Dishonesty is across-the-board. For example, being told by one
Major General that there will be no AWOLs . . . impossible demands
and therefore being required to put people on leave rather than
indicate that they are AWOL from the unit.--Being told that AWOLs
were a reflection on their ability to lead and therefore adjusting
the records to be sure that there were a minimun number . . . beinyg
given a quota, in effect, by CONARC stating that eight AWOLs per
1,000 was the acceptable standard, or lorking at it the othcr way,
any AWOLs over eight per 1,000 was unacceptable, therefore don't
report more than this ratio.

oo A number of thesa young officers indicated that they were forced
to change their OERs because--this unit hus outstanding officers.
Everybody in this outfit is a winner. Therefore we don't have any-
body that's less than 98 on a scale ol 100 . . . officers bringing

up specific inrtances where they were directed to change an OER. And

also on the otuer side of the same coin . . . when they had someone
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totally incompetent and felt that they should eliminate him and
therefore they rated him at the bottom of the scale, being told by
the next higher headquarters, let's not rock the boat. . . . Maybe
he will tell some things that ate wrong with the outfit and we're
all moving along now and we don't want to have these things come
out and we don't want to have a bunch of problems here so let's up
it to where you don't have to support it in writing.

Career Progression: :

oo A number of officers commetited on the staff officer, or the
officer from -he Pentagon, who has spent yeers away from troops,
getting his ticket punched by getting a command assigument fcr

six months, and on his young staff officer trying to keep him out

of tuble arc¢ to educate him. By the time they have accomplished

it either they were roving on ¢t = new commander was coming in and
then they had to go over the same routine again. They felt that this
was again due to the unrealistic requirements we have in the Army
today--that every officer be a commander--and this cawe out loud and
clear in every single session. They .said we've got to recognize the
fact that some people are better qualified to do other things than
others, that not everyone is a commander, not evecryone is an excellent
staff officer, but the people that are good at what they are doing
ought to be able to stay there and do the job and worry about the

per formance rather than about the ticket.

oo It came through loud and clear and strikes right at the heart
of the problem . . . that they f{irmly believe there is a route you
take to the top. If you are going to be & good -officer you must
compete to be Chief of Staff. If you don't compete to be Chief of
staff you really aren't running with the flock. You have got to

get to school at the right time, you have got to get your master's
degree, you've got to Bet your tour in the Army staff, you've got to
get your pertinent overseas tours, you've got to get that command ,
at the right time., If you got to get that many things, and this is
what they think; there just {sn't that much time under the accelerated
promotion system today.

00 It's reaching the point in the Army today that a competent officer,
or one who is viewed by his peers as competent, who doesn't make a
secondary zoue for promotion is a second class ciiizen. This is the
problem of the pressures that they feel in the field today.

oo They thought that all the way up the chain of command it was
assumed that every officer in the Army is perfect im everything
that he does. . .« « Immediately upon taking over a responsibility
every officer must know everything he has to do. If anyone admits
that he doesn't know his job he will get clobbered. So it is this
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can-dotat;ipude--whethen'they con .or cannot--that is a rdal problem.
They need some counseling. and some tielp and guidance--and. recognition
that they need help . . . and they need it from senior officers..
Accept the fact that every young man that'is given a job to do isn't
automatically qualified, just becduse he's been a platoon leader,

to be the S-1.or the S-4. When he takes the jub over he needs some
help and guidance, and they don't feel they are getting it. They

are afraid to ask for help, as they are afraid it's an indication

of the lack of atility.

oo From the comments that I have heard I would say ome overriding
problem ig this 'lec's don't rock the boat' attitude . . . 'let's get
through the job, let's gel through the tour with everything coming

up roses, not have anybody find out that there is something down
here that isn't going right.'

0o . . . other factors on the OER that were significant to me.

A number of these young officers have been told by their career
branches, as they stopo through to check their records, that 'back
here when yocu were a 2LT you didn't do so well . . . that's going
to impact on your career for the rest of your 1ife," and therefore
they feel again you never can make a mistake, don't ever tell any-
one anything is going wrong because if it ever gets in your record
on an OER you have had it, and you are nevetr going to progress up
the carecr ladder.

00 We need to come up with a system whereby everybody doesu't go
to the advanced course and 1 think the students who are in the
advanced course at both of the schools felt there should be some
positive and ddentifiable means to eliminate inept students and
that their contemporaries should know it.

Statistics

o0 Across-the-board, all officers complained about the Army being
run by statistics. Anytime that statistics become invclved, senlor
officers are going to judge you by them; OER, AWOL, bonds, readiness
reports, you name it--anything that deals with numbers. They are
going to grade you by numbers, grade your unit by numbers, anytime
they try to measure you it will be numerically.

oo They felt that their careers and their performance were being
determined by statistics rather than by actual performance. There
was a lot of concern about readiness reports, for example, and status
reports of units, status reports of equipment . . . and here they
felt that they were being forced to be dishonest because no one
would accept the truth. A higher command would not accept an actual
veport, .. . Either by direction or by implication anything other
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than outstanding or everything is going grand wasn't accepted.

. . . to specific quotas being given in terms of bond drive, the
numbe1s of AWOLs that were acceptable, number of vehicles that you

‘ can have down at anyone time. Pilots were disturbed about down-

X time for aircraft . . . you just didn't have anything that was less
than the acceptable standards and you were forced, by any means, to
never report anything other than ‘everything was roses. '

et o ——.

a " oo The expression that they used was that the senior officers
| appear to be deluding themselves and actually talking themselves
3 : into believing “hese false statistles, 1ll the way up the line.

oo I don't think these youngsters believe a single report that is

. published today. I think t: .v feel that strongly about it . . .
they don't believe that the man who actually makes out the report
believes it but it makes the unit look gpod. They don't trust the
senior officers when it comes to reports.

Communication

oo This brings up the subject of communication and without exception
company grade officers indicated that there was no communication up
the chain . . . nobody would listen to them. This was exemplified

in the.session se had with majors, lieutenant colonels, and captains,
where the lieutenant colonels talked to l1ieutenant colonels, majors
talked to majors, and the two captains talked to each other, but none
of them talked to the others. .

00 In every instance the company grade officers made the point that
they didn't think that they could talk to the senior officers. First
of all they said they don't dare to bring any problems to the next
senior officer because if you bring him a problem you might get your
head cut off because he doesn't want to hear problens~-he just wants
to hear success stories. The commanders are around for a_ short period
of time, they are just in and out, punching their tickets, and they
don't want to know about problems. You couldn't go to them for
guidance--or with problems and they very seldom, 1f ever, came to
you and asked you what your opinion was or how things were really
going in the unit,

oo Junior officers expressed the view that they need counseling . . .
they want it, they would like Lo be able to talk to their senior

of ficers but they find in their view a lack of interest. And they
didn't ideutify the reason for it as to whether the senior was over-
worked or not but they felt a real need for some counseling, . .

and a real need *to be allewed to make miszakes and to be counseled

on their mistakes rather than have them reflected on their efficiency

reports.
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0o At the end of almost every seminar the officers would come

up to us and say "thank you for letting us talk to a senior officer
on such a subject. This is the first time it has ever happened.
And thanks for listening."

Justice/Discipline

00 The other side of it was the legal question--the frustration

that most of these young officers are facing and the things that

they cannot do legally . . . they feel that the JAGs in the Army are
working against them rather than for them as young commanders. They
don't know when they can search and when they can't, They take cases
to court-martial and get them thrown out because it was an illegal
search, because they didn't do some procedure properly . . . . They
feel a strong need for some education and some assistance in what 1t
is that a commander can do today and what he cannot do. But even
beyond this they think the Judge Advocate ought to start supporting
the Armv and support the commanders rather than leaning overboard to
let soldiers who get into trouble get away wit.. it. They felt that
the commanders above them were not cooperaiing with them (these are
all company officers talking now) by reducing sentences and by failing
to put people in the stockade tl! they recommended and this sort of
thing.

oo They feel very strongly tha: ...itary justice has slipped and
with it, military discipline is slipping. And I think they blame

that as much as anything else for the problems that they have
today.

Army Image/Press

00 A very interesting thing came out of this in the same general
area, This exposure to My Lai , . . it has driven some of the units
to carry AK47s around with them so that if they did kil) somecne
they've got a weapon to produce with the body. In other words,
instead of turning in all the weapons they pick up on action 4,

they save some for action B in case some of the bodies appear on

the battlefield unarmed, so they can arm thenm. They don't want some
newsman to come around and say they shot an innocent civilian, so
they carry a rifle and they make sure they get a rifle to go with

the body.

oo They're referring not only to our failure to defend ourselves

in public, what they're looking ror is someone with stature speak-
ing out publicly in our defemse . . . they feel that there is nobody
at the helm, and furthermore they feel that when we do speak out it's
about as ineptly done as anything could possibly be done.
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00 I think we were impressad by the enthusiasm that these young
officers had for a military carcer and they were optimistic about
the Cuturc. They felt that every one of these problems could be
.esolved and they are still optimistic that somet hing will be done
to resolve them. But going back to the point made caclier « . . the
one thing that will drive them out of the service is if they lose
pride in being an officer. They all feel very strongly something
must be done to help them maintain the pride that they have in being
an officer in the United States Army. And by this they are talkiug
about the public image of the Army and alsc ihe c1liber of officer
that is accepted intu the Qfficey Corps or retained. They are con-
cerned that inept reople are in our information program and are not
taking the proper action. They feel we need better people in the
information program.

oo This again is one of the major points that cawe out in every
single session. A frustration--a real feeling of frustratidén--and
this is expressed all the way up to the most senior officers we
talked to--the senior officers expressing a strong frustration--
just as strong as the young captain, that the media is biased, that
it is not giving the clear picture, but worse than this that the
Army isu't doing anything abuut it. That the Cnief of Staff and the
senior people in Washington aren't doing anything to explair to the
public if there wae 4 mistake . . . if the Army did something wrong,
stating that it did but explaining why . . . that you can't fight a
war without making some kind of mistakes and that people do get
killed in wars--many innocent people. .« . . permitting newsmen and
photographers--right up in the front line where they are harassing
commanders --they are violently opposed to this--the junior officers
are. . . . well they don't call it a low profile. They call it no
reaction at all and the fact that nobody in a senior position is
doing anything to refute the things that are being said about the
Army and the image of the Army. Some of them express concern that
their wives know that they've been to Vietnam one or two times and
the wives are beginning to wonder if they were involved in some of
these horrible acts over there. Are they killing children and all
this sort of stuff? That is what the media is saying all the time
and nobody in authority in the Armv is saying that it is not so--
that it isn't that way and that the Army is doing something right.

oo This comes from all grades . . . Yyou can call it the low profile
in the Army . . . the lack of support from the Department of the
Army . . . one example was the general who was taken in a civilian
car into a garage, in the middle of the downtowu, through the back

of the garage, up some back stairs to an auditorium where e gave

the graduation address and pinned on the bars of the new second
lieutenants at a university. Aund lhe said had he known in advance
that he was going to be put through this exercise he would not have
done it. The point was that the Army ought to take some action
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to guarantee these young iads that really want a commission and that
have worked to earn one--ought to guarantee that they get a decent
commissioning and that they stand out in front of the public and
accept their bars.

0o  Another point that was brought out was, let's accept the fact
in the Army that the rights, privileges, and responsibilities of
military are not and cannot be the same as the rights, privileges,
and responsibilities in civilian life. Hence the standards of dis-
cipline, of justice--cannot be equated . . . we cannot become per-
misgive just because society has.

oo They said that we have a democracy in Lhis country but we have
an autocracy ia the military. And the public ought to be educated
along these lines and the military ought tc stand up for what it has
to have--and that is a disciplined forc-: of people. We are not going
to have this by trying to relax our standards to meet the civilian
standards.

' TEAM B

Desired Standards

oo When it came to standards--ethical, moral and professional--each
individual seemed to perceive a different ideal than another man. . . .
tiowever, they felt very strongly that the standards shculd be high. . . .
They said there's no need for a further written code. I think that

was pretty generally agreed upon, but the one thing that they did say

is that the desired standards naed further definirion, especially

today when young people don't have the background trends that we

have. B

dctual Scandardg\‘
oo  Other things that they see (and this was general consensus among,
all of the four seminars) include things such as falsifying reports to
make the unit look good. One observed variance across-the-board was
misuse of the equipment. They brought out many exumples, such as
misuse of air conditioners and other equipment in Vietnam, Germany,
and other places; there was also, of course, the failure of the senior
commanders to permit mistakes, to allow a young officer coming in
to develop by making honest mistakes, to learn and broaden his back-
ground. . . . They thought there was quite a variance between what
we percelve as ideal standards and the actual situation or conduct.
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0o Another thing that was brought out is that there is really no
command emphasis on ethical or mocal training, that it is given 1lip
service, and & good point was raised here . . . four axample in this
area of character guidance. It is a command program, and yet it

has again and again reverted to the statis of a chaplain's program,

Integrity

oo This was a general opinion of all these groups too . . . . They
brought out the fact that in tieir judgment, integrity was a luxury
that a junior officer could not afford in today's army and survive.
They thought that due to the system, pressure, no mistakes, look
good regardless, a junior oftficer's integrity today could not long
survive in this system.

00 Not only does the commander demand that they put the pressure
on subordinates to look good, but he even condones falsification cf
reports on a CMMI, or an annual inspection of whatever sort it might
be. Some have even gone so far as to say that the commander really
did not want the truth.

Self-Interest

oo Another one was self-inte.est, people pushing . . . and too much
selt-interest above the good of the unit, the good of the counfry, a
man scratching to get ahead, bucking for the five percent 1 romot ion,
for example, and worrying about getting tickets punched.

oo Now regulation says that that's the way you should rate them,
but in fact, when they were rev.ewed and looked at for promoutions,
schools and everything else, the guy rated average, he's in trouble.
. . . He was talking about one of hic artillery battalion commanders
who was hoping to get promoted to full colonel, and how it was that
he just had the attitude 'don't rock the boat. I've had all the rest
of my tickets punched, my dogtags, I've got them on a string, l've
got to have this record, get this five percent promotion,' and this
is what he told me, and therefore, don't do anything that might upset
the applecart. . . . He was not very interested in ruanning a good
battalion, and he was not very interested in accomplishing his
mission. . . . and everybody nodded their heads there in agree-

ment that this is not uncommon.

Career Progression

oc There was a lot of discussion . . . that it wasn't too baa for
a guy to be only a comsand.r. Let him be a commander for two or
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three years if he wants to command a battalion or a company, and do
not penalize him because he hasn't got another hole punched in his
ticket. On the other hand, {f he's not a real good commander, don't
force him into commanding. If he's a good staff officer, let him be
a good staff officer. And the overall Army, they felt, would be
better if we got off of this business of having the requirement to
have certain holes punched in the ticket.

Statistics

oo Too much emphasis was placed on statistical data, such as CMMI,
AGI and readiness reports, even efficlency reports. We discussed
this quite at length . . . they felt this was one of the root causes
of veriance from desired siandards.

oo A point that they were very much perturbed with . . . we put just
as much emphasis on the trivial as we do the important . . . and the
{ndividual commander, he's got a lot of pressure on him and he can't
get out, and really, be a leader. . . . Namely, get up this report

1 and that report and the other report . . . and no mistakes, zero

2 defects. . . .

Communication

oo And of prime coucern was this luck of communicatioms in the
chain of command. This was by and large realized as the major fault
that we have, this lack of communication., These peop.e would always
come back to this thing of lack of communicatiomn.

oo This was a new experience for them because several of them came
up and thauked us for having an opportunity to talk freely to senior
officers, and being able to lay their ideas and thoughts out on the
table. . . . and to be listened to.

Loyalty

0o They said there was little concern fou the welfare of subordi-
nates. They felt very strong about loyalty. They do not haliave
that loyalty is a two-way street, although they believe it should be.
They feel that Loyalty is a one-way street from the bottom up . . .
but out of concern for self-interest. I'm loyal to the wmen above me
in order for my own se.f-interest, So they feel verv strongly that
loyalty needs to be a two-way street, up and down and laterally.
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TEAM C

Desired Standards

oo The junior or company grade officer has high standards all
revolving around duty, honer and country. And these loftier ideal
standards to which they subscribe are a refreshing thing to behold
expecially among the nation's youth in the year 1970. They're as
high as our own were 8o many years ago.

Actual Standards

oo I was distraught after the first two sessions because of the
leadership that apparently my grade (0-6) is failing to give the
young officers in the United States Army. The junior officers are
enthusiastic, They have high standards, be they actual standards
or ideal. They come in with this, and it's up tc us, I think, to
foster the growth of these standards. The discussions pointed out
to me that we,the upper and senior grades, have failed to foster the
growth of these standards.

oo Many of them said, it is better to let a lieutenant make several
blunders ard be advised of them, than to let things g~ until he creates
a debacle as an 0-6. When an 0-6 makes them, you sense the standards
are not what they should be.

Integrity

0o. They come into the Army enthusiastic; they have a desire; there's
a certain prestige and they wanted to be officers. And the first
thing they're met with is fraud and fallacies and falsification of

the records, because the jobs that the second lieutenants get are

jobs such as mess officer, maintenance officer, the assistant $-3 of
a battalion, and that's where he's introduced to the fraud and the

_breakdown of the standards that we supposedly gave him.

\

oo The word that was used by every one of our four seminar groups,

I think it's the key word here, survivability. Unless you are willing
to compromise your standards, even ever so slightly, you will not

survive in the Army system.
\

oo That's right--survivability--it was that all they had to do
was keep their noses clean and they would survive, but in the act
of keeping their noses clean, they were forced to compromise on
filling out of certain reports and forms, of establishing these
indicators, these tools of management, and that's where the com-
promise first took place.
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. oo One officer mentioned the fact that he thought that his
superiors didn't want to hear the bad problems. Any bad problems

. R that we have in the Army, unless there's something we have to
' immediately react to, are swept under the rug, hopefully they'll
b go away if we don't mess with them. . . . the pressure of getting

i ’ to the apex of our hierarchy that we have set up in the Army causes
the man to compromise his standards. Therefore we give him only
what he wants or what we feel he wants to hear.

career Progression

oo They gave us many examples of people who were incompetent;
unfortunately, they were talking about the level of 0-5 and 0-6
who have had jobs perhaps on staff too long or on faculties too
often, and then suddenly they needed command time in order to be
promoted to the next higher tank. These people were there fnr six
months to a year in various assignments and their staffs and their
suborganizations were simply carrying the old man. This reflected
throughout the command in almost every case we discussed, and was
morale destroying and also led to a lower ing of standards. . . .
they seemed to feel this incompetence stems from our accelerated
buildup for Vietnam. But 1 think overall that they did have a
feeling that they got battalion commanders that they didn't think
should even wear the uniform let alone be battalion commanders.

vo Every group pinpointed the fact that the Army would not tolerate
a wave-maker or a boat-rocker regardless of how high the officer's
personal standards were. . o« Accordingly, good and highly inflated
efficiency reports are the rule rather than the exception, and kicking
the incompetent upstairs or promoting him out of his disaster area

are common occurrences. This is the system which tells us to survive
together by not rocking the boat, by not telling it like it is, by

not hurting someone's feelings. but by creating a sort of we) fare
state syndrome which offers cradle to the grave security.

bk S

oo All the groups felt they could not make mistakes, honest
mistakes . . . That's right. One mistake was death. . . . So any
one mistake is cause to lower you down to an honest efficiency
report; i.e., good; performs an adequate job. So the living fear
of making that one mistake that will immediately separate them from
today's standard which appears to be outstanding across-th.-board.

oo One was the need to drive for tickets. Othere were indicators
which really are the many tools that we have in the Army, the reports
that are misused, and the method of misuse. Another is pressure,

the competitive pressure of soclety ana of the Army, and other things
came up that we have no weed ing ou' system in the United states Army
for the junior “fficer. One captain said, "ne matter what 1 Jdo,
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other than kill someone, or some bad act of moral turpitude, I'm
going to get promoted almost once a year.'" They felt that we
promote or foster in the Army some degree of incompetence, and
that brought up the point of the efficlency report, and the manner
in which it's filled out.

oo We must have a weeding out process in the 0-1 through 0-3
levels. The junior officers insisted on this, They cannot stand
another officer making 0-3 with them who is obviously a bum. They're
almost willing to self-police the system which guarantees weeding

out.

Statistics

oo These are some of the statements made . . . if you doubt what
we are saying, look at the quality of the five men we reenlisted last
month, not at their quantity. Personally fly in each of the 85 per-
cent of the aircraft our report says are available on this day.

Count the men who come out of the mess hall and compare the paper
total against those that came in, Check our CBR equipment three
months after CMMI. We have ‘given you all the statistics. -.11 the
indicators, all the news you wanted to hear, but if this nas been
done at the cost of our personal standards we have paid the price.
You then.rate us on our efficiency reports, not as leaders, but as

followers.

Loyalty

oo Loyalty . . . all four groups, said it was a one-way Street.
Loyalty only went up. Someone had mentioned that they had been on
a junior officer council, and they had discussed the things that
were wrong with the units, but they didn't have a channel to take
their complaints to. They didn't have a method of being heard.

We established the junior officers council for a purpose, but then
we built four walls around it so that they can't communicate. . «

TEAM D

Desired Standards

oo Every group felt that the Army should have and did have very
high idea) standards. We heard duty, honor, country as an ultimate
poal . ., . ideals of service to couatry appeared to underlie what
they were trving to express. Integrity came up in every seminar as
highly desirable. Absclute honesty in all dealings and following a
standard which you perceive seemed to come up most frequently.
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0o The Army needs high standacds in order to accomplish what it
is charged with doing--duty, honor, country is a good guide . . .
perhaps not specific enough.

oo Professionalism for the Army officer, in their words, consisted
of three ingredients, technical competence, ethics, and integrity.

Actual Standards '

0o The Jjunior officers said among my contemporaries and among my
seniors, there is too great a variance (of acceptable standards)
allowed. The senior officers said there is too great a variance
allowed among our contemporaries, yet we're not allowed to do any-
thing about it. We don't have the authority to enforce the stand-
_ards . . . what cau vou do about a lieutenant colonel who's a diunk,
or a lieutenant colonel who bounces checks, or a lieutenant colcomnel
who doesn't do his job right? You just can't get rid of him.

0o They complained constantiy that--why must I receive standards
from Army Times? I want it from my generals. And I want the gen-
erals to be very concerned about these standards. I want the
generals to enforce these standards. They cited as cne of the
problems, the 20 year and a day officer. The guy who plans his
retirement, and he's in for 20, tells you he's in for 20. He says
this is my haven, I'm going to mark time and plan my retirement,
it's a‘good deal and everything else. And they look then at the
generals, Why do "he generals allow this rort of thing?

oo They harped also on improving the quality of the Officer Corps.
Now they felt that you could improve quality in your input . . . one
example was cited in an OCS class; an officex assigned to an 0CS
somewhere s¢id they were told everyone that came into OCS will be
commissioned. He felt that was terribly wrong. They also feel that
we are retainiug just anybody. Now this came from senior officers
as well 2s junior officers. . . . tomorrow, and that is the immedi-
ate tomorrow with a little more stability, with the cutback, the
statement was mad., don't be afraid to be short some officers. It's
better to hi.e two good officers in a unit than to have four mediocre
officers thait you can't trust.

sasing- dacialbsisini 1
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oo Evevry junior officer group that we talked to was looking so
strongly at their senior officers for a standard that they could
follow that it almost hurt . . . the number of times that they felt
they had been let down by looking for higher standarde from the
sewior officers and uct finding them.

A s m—
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o0 In all the seminars the consensus seemed to be that it doesn't
really make much difference what yesterday's standards were, but the
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/ increasing sophistication of the Army coupled with the erosive affects
of the soclety outside of the Army, that is, the attacks on the Army
plus the permissive society and all these other tnings chipping
away at the Army, equalled a crying need for high standarde today,
regardless of what they were yesterday. . . .

e —— B -

5 oo Brought out practically at every seminar and in every personal

é interview, and especially brought out by the junior officers, was

: that the one thing that was most important about the communication

of standards was that they must be personified. You can write aay-
thing you want, and these young men have usually read the statements,
; but once they've read them, they start looking at people to exemplify
% the standards. That's where they really get their perception of

: standards, from the people they work with and they serve under.

Integrity

oo They recognize that any profession has got to have technical
competence and ethics. All the seminars glossed over ethics and

jumped right on to integrity which they felt was the ingredient that

made the Army profession unique. The senior officers in the seminars
dwelt at length on tlLe technical competence, whereas the junior

2 officers tended to deal more at length on integrity. Junior officerc
felt that the barrier to their integrity was the senior officers' lack of
integrity.

oo For instance, we had countless examples cited . . ."Vy battalion
commander stood there in front of me and lied to a general, and
demolished me, and while I was standing there. . . ." We had time and
again this thing--1f I £illed out the report straight and sent it in,
it was sent back to me and I was told to make it over, be it a CMMI,

ﬁ a unit readiness report or an OER. But this guy wasn't loyal enough
{ to me to recognize that I had standards and that I wanted to fill it
- out right."

Career Progression

oo The statement was made that the Army worries too much about the
upper five percent, and not enough about the lower 10 percent, which
I think summed up the junior officer dilemma. They felt that the
Army concentrates on that upper five percent, and the rapid pro-
motions, instead of on the lower 10 percent that needs the actention.

oo They equated ticket punching and turbulence as being two sides
of the coin; that you had to punch the ticket, but because of the
lack of stability in assignments you had to do it quickly, and that
this coin was very significant. In fact they commented that the
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guy who's been in the Pentagon tor so tong and really hadn't. com-
manded very much . . . has to get to Vietnam and get his six months
command . . . is a key element creating some of these particular
problems.

oo Junior officers especially felt that a lot of incompetent people
were being given command positions because this was the good guy
approach. In order to get ahead he needs a command, so let's pull
him out cf aome series of asyignments where he's been for five or
seven years, put him into a batralion where everything is changed,
and he's techuically not competeat . . . {t woulé be harmful to the
guy if we didn't give him his chance to command. Then once he gets
in there, the bad effect is he's got to punch that ticket in an
outstanding manner in order to remain competitive, and as a matter
of fact, Ln one seminar they defined survival in the Army as remain-
ing competitive . . . and the pitch was that survival was staying on that
five percent list,

oo The captains cited all the tickets you must punch to get to the
War College. These are captains! . . . and they were laughing about
how can you possibly do all of these things in the few years you have?
And they cited it very lucidly. I must do this then I must do the
other, but how can L possibly learn any of these things properly in
that short a tiwe, but [ must serve time {n order to advance properly
{n that short of time. 1 must go out and punch those tickets in

that short a time in order to survive, which means remain competitive.

oo To show you how sophisticated these young officers were, they
all said we've been promoted too fast, and they were being promoted
too fast. The example was cited of a first lieutenant who was about
to make captain., In his year as a first 1i{eutenant he had spent

1580 hours as a safety officer. Now if you divide that out, that
lieutenant hasu't had time to be anything other thaun a safety officer,
and now he's goiug ro be & commander somewhere, and he just hasn't
been allowed to learu his job. . . . The young captain's telling us
"We're being promoted too fast to be able to hold down the job."

oo Now the problem of weeding out in the junior ranks, they were
almost insistent on this, . . . they resented doing a good job and
being promoted on the same list with someonc who came in the sevvice
the same day who had done little or nothing but had just merely kepl
his nose clean,

Loyalty

so 1 would say that roughiy 75 percent of the time we had the
stavement that loyalty appears to be a one-way strect, that yecu've
got to be lcyal to your boss, that he doesn't necessarily have lo
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be loyal to you. 1t was stated in one seminar, we've got to come
around somehow to the fact that loyalty to the Arwmy is more impor-
tant than loyalty to individuals. Rather than a discussion of
whether loyalty goes up, down or across, it's got to be loyalty

to the Army.

Reward System

00 The OER came in for an across-the-board blast from senior and
junior officers, as did other management tools which we have. . . .
The use that was being made of the management tools was really criti-
cized. They recognized the inflation of the OER, and they also
recognized the tremendous importance to them of the OER, 1| was
surprised to see captains with three years service expressing a
tremendous interest and concern about the OER.

00 A new wording or the problem, and I think it's terribly signi-
ficant, and that 18, the reward system in the Army. And this is OER's
and other things, but especia 'y OER. The statement is made that

the reward system in the Arm, vewards a short term achievement. By
extension the short term achievement is often eroding or corrosive

to the long term achievement, which are standards. . . . I'm talking
about the assignment, the man goes into his assjignment, and nowhere
in that assignment,according to the perception of the people we
interviewed, does anyone reward his long term achievement., For
example, a battalion commander takes over his command. If it's in
Vietnam, it's for six months, and this was perceived as a bad thing,
or if it's outside Vietnam it's for 18 months. The man is then
rewarded and judged on only short term achievement and awarded for
short term achievement. He either passes the CMMI or he gets a high
body count in Vietnam, and all thede things are short term. For
instance, Somebody said why don't we have a "hearts and minds'" cotnt
for the battalion comnanders in Vietnam--that's a long term. arhieve-
ment, but no, the man's judged by his body count which is a short term,
And they cited example after example of the battalion commander or
brigade commander in Vietnam who came in and said ['m going to make
my mark in six months and I don't care what it does to my unit, 1I'l1
leave my unit a shambles if I must in order to make that short term
achievement. Ard then by extension, they said, wall, there's no
difference between that and the guy who comes into a battalion or
brigade in the States, and says 1 will pass that CMML. I den't

care if I've got to degrade the education cf my officers, I don't
care if I've got to lie, cheat and steal, I don't care if I've got

to ruin the careers of certain people, I'm going to pass that CHMMJ,
and that's what's rewarded--it's passing the CMMI. Nowhere in the
OER or in our awards and decorations or in our assignments or in
anything else do we pgauge the officer on his long terw accomplish-
ments.
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oc  This perception was esgentially that at the very hub of the
Army there is hypocrisy. .« « The Army says these things are
{mportant and then turns right around and completely ignores them
in the vewards system of OER'a, assignments, schooling, aunything
you want to mention. .+ . .

oo When this camne up, espacially the unit readiness report, we
played devil's advacate. We said, well, don't you people see that
he was doing it for the good of the unit, to make the unit look
good? We played devil's advocate for about one millisecond. We

. were demolishwd fmuedistely by their saying, Colonel, don't you
realire ha just wanted to look good for his OER. That was the
purpose of that, that he could say, yeah, I'm C-1.

Army Image[Ptess‘

oo But quite on the minds of the penpic we tulked to was the press.
We have a had pruss and that this acts in two ways. One is that it
lowers the image of the Arwy which wakes it more difficult to uphold
standards and the other is ihat the Army often over-reacts to a bad
press. They nver-react in several ways. One is to try and hide it
which lowers your standards and the other is to comtat 1t in the
wrong way because they reel we're not allowed to coumhat it in the
proper way.
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PART 111 - Team Leacer Notes

Representative general comments, identif’-d by grade only,

obtained from the notes of one of the field seminar team leaders.

MAJ:

CPT:

CPT:

MAJ:

CPT:

CPT:

CPT:

CPT:

General
Officer:

CPT:

‘'he Army talks about integrity . . . an officer's word 1is his
bond or it should be . . . yet a bank cr store will accept
wy checks but I have to show an ID card and fi'l out &
personal history form on the back of a check to cash it at
the PX,

We have to turn in false reports . . . if we gave a true report
of the status of equipment or AWOLs we'd get axed.

Nobody wants to make waves. The nar~ of the game 1is cover-up.
Get a 240 on your OEI and move out smartly . . . protect
yoursclf and protect your boss.

Our junior officers and NCOs are more intelligent and capable
than ever before but they are afraid to make mistakes . . .
hesitate .o make decisions because they fear they will lose
respect or be clobbered by their seniors.

Money can not buy me out of the service, but if I lose pride
in service, you couldn't keep me.

Junior officers are afraid to use their initiative because
they lack support from above.

The Army doesn't defend itself against publicity or congress-
ional charges . . . and it doesn't protect its own.

Reports are a paper drill . . . the cmphasis is on filling the
blanks properly, not how well the job is being done, No errors
are authorized, everyone has to be perfect . . . zero defects.
The system forces a sacrifice of integrity to get good marks

to stay in the running for advancement . . . all men in the
unit know the reports are false.

There is a lack of persomnal responsibility among officers today.
All errors are due to one's predecessor and each commander
leaves before his errors crop up. Despite our catch-phrases--
a commander is responsible for everything--there is really
iittle personal responsibility today.

We get impossible directives . . . ome general said, 'there
will be no more AWOLs!!'" 1If a correct report was submnitted,

{t was not acceptable . . . we wevre told to make a recount.
There is too much dishonecsty among senior officers . . . they
know they are forcing us to make false reports.,
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Commanders at each level are afraid to let subordinates com-
mand, They fear subordinates mistakes will reflact on their
short command tour.

We used to train our officers . . . now we don't dare let them
make mistakesr.

1t's neceasary today, to lie, cheat, and steal to meet the
impossible demands of higher officers or continue to meet the
atatistical requirements,
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APPENDIX 2
TABLE 1

OVERALYL STATISTICAL AMNALYS1S OF
QUESTION 9, "INDIVIDUAL QUESTICNNAIRE"

S = 411

QUESTION 9: "DO YOU FEEL THAT, WITHIN THE OFFICER COAPS AS \ WHOLE,
THERE IS A DISCERNIBLE DIFFERENCE BETWEEN THE IDBAL STANDARDS AND
THOSE THAT ACTUALLY EXIST?"

v INTENSITY
_NONE SLIGHT MODERATE  CONSIDERABLE  CREAT
(1) 2) 3) (4) (5)
NUMBER 4 03 217 83 14
PERCENTAGE 1 23 53 20 3

AVERAGE = 3.02

STANDARD DEVIATION = ,7714
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APPENDIX 2

TABLE 2

STATISTICAL ANALYSIS OF QUESTTON 9,
"INDIVIDUAL QUESTIONNAIRE," BY GRADE

S = 410

QUESTION 9: ''DO YOU FREL THAT, WITHIN THE OFFICER CORPS AS A WHOLE,
THERE IS A DISCERNIBLE DIFFERENCE BETWEEN THE IDEAL STANDARDS AND THOSE
THAT ACTUALLY 2X1sT?"

INTENSI
OFFICER H%E _{g_SL HT  MODE IDERABLE ~ GREAT  MEAN
: (s)

RANK  NUMBER

0-1,

0-2

0-3 67 0 7 33 24 3 3.24
0x 10.0% 49,0% 36.0% 4,0%

0-4 76 0 9 &5 19 3 3.21
0% 11.8% 59.2% 25.0% 3.9%

0-5 150 3 42 18 23 4 2,8¢
2.0X  28.0% 52.0% 15.3% 2.7%

06+ 117 1 35 61 o 3 2.88
0.9  30.2% 51.7% 14.7% 2.6%

TOTAL 4 93 217 83 13
X 231 53% 20X 3x
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APPENDIX 2
TABLE 3

STATISTICAL ANALYSLS OF ANSWERS TO QUESTION 9
ON THE BAS1S OF VARIOUS BIOGRAPHIC FACTORS

§ = 415

——

3

3 QUESTION 9t "po YOU FEEL THAT, WITHIN THE OFFICERS CORPS AS A WHOLE,

, THERE 1S A DISCERNIBELE DIFFERENCE BETWEEN THE IDEAL STANDARDS AND THOSE
C THAT ACTUALLY EXiST?"

3 1. A DETAILED BREAKDOWN OF THIS ATTITUDE BY VARIOUS BIOCRAPHIC FACTORS
3 1S AS FOLLOWS:

i
3 TOTAL MONTHS TOTAL MONTHS
OF COMMAND s X Q) COMMAND s X
6 or Less 54 3.19 36 35 2.79
4 12 68  3.27 42 18 2.67
g 18 48  2.83 48 26 2.96
i 24 36 3.06 54 50 2,90
30 A0 3.05 @ 60 or More 38 3.05
EDUCATIONAL
SOURCE S X BRANCH s X LEVEL s X
USMA 105 3.03 | ARMS 322 2.99 |12 or Less ) 3.00
ROTC 151 2.97 | SERVICES 93 3.10 |13-14 25 3.29
0Cs 97 3.05 15-16 178 3.05
: DIRECT 47 3.09 17 or More 207 2.97
. OTHER 15 3.00

2. CORRELATIONS OF QUESTION 9 vs THE VARIABLES INDICATED IN PART 1.

¢ Variable . = Variable b5l
Grade -.21 Educational Level -.09

Total Months of Command .11 Military Education -.29

Source 0 Level of Staff -.22

Branch .06 Level of Command -.13

NOTE: g,repieaenta the mean arithmetic response, expressing degree of
difference between i{deal and axisting atandards, based on a scale from
1 ("no d4 fference") to 5 ("great difference”).




DIFFERENCES BETWEEN ACTUAL AND 1DEAL STANDALDS ON THE BASIS OF

APPENDIX 2
TABLE 4

DUTY, HONOR, COUNTRY AS SEEN BY THE VARIOUS GRADE LEVELS

SUMMARY OF SCORKS FROM QUESTIONS 10-13 OF

"INDIVIDUAL QUESTIONNAIRE" '

S = 414

QUESTIONS 10-13:

THERE IS A DISCERNIBLE DIFFERENCE BETWEER THE IDFAL STANDARDS AND THOSE
THAT ACTUALLY EXIST?"

“pO YOU PEEL THAT WITHIN THE OFFICER CORPS AS A WHOLE

DIFFERENCE BETWEEN ACTUAL AND IDEAL STANDARDS BY GRADE LEVEL:

JUNIOR  MIDDLE UPPER SENIOR  AVERAGE

JUNIOR
3‘65 3!5 3‘3 207 2'3 209
MIDDLE
S=228 3.0 2.8 2.8 2.3 2.7
AS SEEN BY:
UPPER
S=121 2.8 2.7 2.8 2.4 2.7
AVERAGE 3.1 2.9 2.8 2.3 2.8
LEGEND: RANKS ¢ NUMER.CAL SCORES
JUNIOR - LT, CPT 1 - None 4 - Considerable N
MIDOLE - MAJ, LTC 2 - Slight 5 - Sreat
UPPER ~ COL 3 - Moderate
SENIOR - GENERAL
NOTE: This table previously shown as Figure B-4, page B-l4.
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APPEND1X 2
TABLE 5
EVALUATION OF DIFFERENCES
BETWEEN IDEAL AND ACTUAL STANDARDS
BY SENIOR AND SUBORDINATE LEVELS
AND ETHICAL BEHAVIOR

s = 41

QUESTION: THINK OF ALL YOUR SUPERIORS, PEERS, AND SUBORDINATES WITH WHOM
NOU SERVED ON YOUR LAST DUTY ASSIGNMENT . . . TO WHAT DEGREE DO YOU FREL
'HAT THEY ADHERED TO THE DEAL . . . [CF] PROFESSIONAL MILITARY COMPETENCE?
« « « OF ETHICAL BEHAVICR?

Evalua-

ion of SUPERIOR PEER SURORDINATE
Profess. Ethical ] Profeas. Ethical |Profeass, Ethical

Yy Competence |Behavior | Competence | Behavior | Competence Behavior
Ew_k ) (14) a7 (15) (18) (16) 9) |
0-1

0-2

0-3 65 1.90 1.82 2,46 2.09 2.53 2.19
0-4 76 1.80 1.75 2.17 1.95 2.26 2.03
0-5 152 1.81 1.61 1.93 1.79 2,06 1.85
10=-6 120 1.6l 1.58 1.86 1.79 1.95 1.75
Average 1.78 1.69 2.10 1.90 2.20 1.95

L}
LEGEND: 1 - Close Adherence 3 - Moderate Difference

2 - Minor Difference 4 - Major Difference
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ANNEX B

INDIVIDUAL QUESTIONNAIFE

APPENDIX 3

This questionnaire is one of several methods being used to gather infor-
mation for an analysis of professionalism within the Officer Corps. The
specific purpose of the questionnaire is to look at the standards or values
that guide an officer's behavior (thought and action).

Standards and values are lergely a matter of feelings that an individual

v senses. They are difficult to express in precise terms that would have the
same meaning for all. If you are not sure of the meaning of a word or phrase,

asgume you- own definition and anawer on the basis of what it means to you,

Your responses to this questionnaire should indicate how you, personally,
feel about the questionnaire items. The questionnaire contains an optional
response section (Page 9) which you may use to further express your feelings
and ideas on any topic related to the questionnaire items.

You will not be asked to sign the questionnaire, but you may if you wish,

No effort will be made to link responses to individuals. The biographical
data and questionnaire code numbers are solely for statistical control.

PART 1. BIOGRAPHICAL DATA [ENTER (v/) ]

And
1. GRADE: 01 02 03 04 05 06 07 Above
() ) () ) ( C ) ¢,)
o2 3 60 Sns:. /.523 /L0 /
2. SOURCE: USMA ROTC ocs DIRECT OTHER
() ( ) ¢ ) (
/105 /6')/ 7 47 / 3‘
3. BRANCH: ARMS [Armor, CE, Fa, SERVICES [AGC, MC, MsC, CH, CmlC, FC,
( ) Inf, MI, SigcC) %) JAGC, MPC, ORD, QMC, TcCl
_ 322 3
4, EDUC. 12 17
LEVEL: or less 13-14 15-16 or more NOTE :
) & ) () i ) _—
5 S /7% o7 THIS QUESTIONNAIRE REFLECTS
S. HIL, AFSC WAR
3 EDUC. BASIC ADV CGSC COLLEGE THE NUMERICAL RESPONSES OF
A ) ¢ ) ¢ ) L)
; ‘é/ Jo¥ C& .‘1.20 THE TOTAL SAMPLE (415).
6. HIGHEST EQUIV,
k LEVEL OF COMD. NONE PLT co BN BDE DIV
3 ) « ) « ) ) « ) « )
, 33 /9 /29 /93 y7 2
- B-3-1 i
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7. HIGHEST EQUIV. JCS
LEVEL, STAFF NONE BN BDE 14" CORPS ARMY ?GD
DUTY ( ) ( () « ) C ) C ) )
/5 4‘; S/ I 25 47 /97
8. TOTAL 6 or 60 or
MONTHS less 12 30 36 42 48 54 more

o

18 24
oFcom. ¢ ) ¢ ) () y ) ¢) () ()
(areRoK) 5% 6% 74 4 %‘ 4/ 3 /g J% So 3¢

PART 11. IDEAL AND ACTUAL STANDARDS

Previous diecussion and {nterviews have suggested that, at least theorec-
ically, there is an "ydeal" officers' code or set of standards, and another szt

which might be labeled vgctual" or "real world."

The phrase, "Duty——Honor——Country" implies a set of gtandards that repres=nt
what should be. What you have actually observed represents the existing standards.

Now, for « moment compare your own personal concept of the ideal standards
(implied by Duty-—Honor-—Country) with what you have actually observed among
all the officers you have known. Do you feel that, within the Officers’ Corps
a8 a whole, there is a discernible difference between the ideal standards and

those that actually exist?

DIFFERENCE
CONSIDER~
9. NCUE SLIGHT MODERATE ABLE GREAT
«) ) () ( ()
&f 93 2177 15 / 4

If you think that a digcernible difference exists, do you feel that it
might vary by grade and experience?

DIFFERENCE
CONSIDER-
10, JUNIOR  NONE SLIGHT MODERATE ABLE GREAT [ :
GRADE : C) ( « ) (.) LT, CPT
9 rak s /200 R
11, MIDDLE
GRADE : « ) () ) « ) ( ) [MaJ, LTC)
S yA B 207 6/ /d—
12. UPPER
GRADE: ¢ ) } ) () ¢ ) ( ) lcor]
/S | /67 J7 /75
13. SENIOR
GRADE: ) () ) « ) ( ) [GEN]
H4é 223 go 4«0 /el
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PART LII. SENLOR AND SUBORDINATE LEVELS

Think of all the Arwmy superiors, peers, and subordinates with whom you
served during your last duty assignment and the manner in which they adhered
to the "ideal" set of standards. To what degree do you feel that they adhered
to the ideal with respect to that category of standards which we might call
professional military competence?

Close Minor Moderate Major
Adherence Difference Difference Differcnce
14. Immediate Superior {Rater) (. ) ) : (
P L J9E XY 4 &9 18
15. Tynical Pser (Contemperary) () ) ) ¢ )
- (Gonten 9/ 225 %7 2

16., lymediate Subordinates (Typical) ( ) ¢ ) C ) ( 53
| oY 23 73 /
(1f yuu checked "moderate" or "major" difference for any of the levels above,
please indicate (on Page 3) - the main reason for your responsa,)

To what degree do you feel that they adhered to tbe ideal with respect ' {
to another major category of standards which we might term ethical behaviox?

Close Minotr Moderate Major
Adherence: Difference Difference Difference

17. Immediate Superior (Rater)

(
28y fab Y &)
( )

18. Typical Peer (Contemporary) ,(.1.)’ c‘L(J)/ \(5,"){ >
19. Immediate Subordinates (Typicai) ( ) () D) « )
/03 XY 6 KR (3

(If you checked "moderate" or "major" difference for any of the levels abeve,
please indicate (on Page 9) the main reason for your response.)

PART IV. SPECIFIC VARIATIONS AND THEIR IMPORTANCE

We would now like to go into a bit more deta’ll about the specific nature of
the differences between ideal and actual if they uxist in the 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 significantly by his
standards and values.

For each function, please indicate (/) your opinion of the degree of

difference between ideal and actual standards as they apply to each function.
(For example, what is the degree of difference when the officer is performing
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the function ot rendering effictency reports?)

varies by grade and experlience, add the letter J, M U

Upper, Senior) to indicate the leve | where

Next, undev the importance column, indicate (

difference to the Avay (Officer Corps) .

~ DIFFERENCE n .. IMIORTANLE ;
ADMINTSTRATION NOME :51_.1%11 MOD.  MUCH ~GREAT LITTiE MOD. GREAT
i * =L L 7 S-S . .
20. Preparing and 53 0 Y /0 S -
present ing Reports ~ () () CHy oy ) (2 ) CJ)
| | 93 163 I47 63 &/ o6 168 133
21, Completing Bf1i= ' 2 = P v
clency Repovts () P) ?8; (’7) ' ()) () ) C))
. )/ 103 123 116 572 65 11 233
22, Keeping Accurate - 4
Unit Records ¢« ) {8’) 7) () (/> ¢ ) ) ()
a3 /76 194 4t 1/ )54 170 83
23, Keepluy Superiors : ' : ‘
and Subordinates 39 33 Al 7 ,
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