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using chain of corwand, cooperating with fellow NCOs;
enthusiastically supporting orders and policies of
superiors,

VIII, Deport.ent

A, Absence fron Duty, Disapproved NCO bchaviors onlys
lack of punctuality; absenece during duty hours; AWOL,

By Personal Appearance and Bearing, NCO is, or is
not, a good example of conformance to stendards of
person~l appearance and rilitary courtesy,

C. Moralitye, NCO does not make excuses or blame others
for his own mistakes; use profanity or obgenity; refuse
to return borrowed roney or equipment; get into fights;
get drunk frequently; get into trouble during off-duty
hours in violation of commonly accepted civilian and
rdlitary standards of conduct,

- IXs  Techni o e A t

A, Xnowledge and Skills in the Field, NCO demonstrates,
or fails to demonstrate, knowledge cnd skill in the fisld
including deployment, terrain navigation, and communi-
cation. Acts effectively in emergency sitwtions and is
in good physical econdition.

B, Knowledge and Skill in Gerrison, NCO demonstrates,
or fails to demonstrate, knowledge and skills in gerrison
including both teaching ability and information on mili-
tary subjects,

The presentation of thc results takes th: form of perallel
listings of approved and disapproved behaviors, Approved
behavior refers to the fact that subordinates and superiors
both cited the behavior in critical incidents evaluated by them
as "good," or that one of the rank groups so cited the behavior
and the other did not cite the behavior at 2ll, Disapproved
behaviors are those which subordinatcs and superiors both cited
in critical incidents evaluated by them as "bad," or which
vere s. cited by one of the rank groups and not cited at all
by the others Uhere the two rank groups differed in their
evaluation of a particular behovior, such differences are noted
in footnotes and discussed in the text. Following each bchavior
is listed the frequency with which subordinctes and superiors
citod the bchavior in critical incidents evaluated by them as
"good" or "bad,w



Figure 1 shaws tho frequency distribution of reported
bchaviors in the nine gencral areas for the total sample
and for subordinctes and superiors considered separately,
The reader is cautioned in his interpretation of the fre-
quencies reported in this table and in following scctions
of the report for two prirary reasons, First, the frequency
‘reported for each area, sub-area, and behavior is a function
of the particular method used by the researchers to classify
the criticel incidents; a different system of classification
vould result in different frequencies for the areas, sub=
arezs, and bchaviors identified, Second, the magnitude of
the frequency for a particular area, sub-arca, or behavior
my not be an adequate guide as to the criticalness or
importance of thc area, sub~-crea, or behavior for NCO training,
A behavior may be critical yet seldom be reported because
opportunities for its perforrence se¢ldom occur, The reader
will be cn safer ground when interpreting reported frccuencies
if he restricts his corparisons to differences between fre-
quencies of approved and disapproved behaviors and to differ—
ences between subordimate and superior reports within specific
behaviors rather than across behaviors, sub-areas, or areas,

It is believed that the material contained here, perhaps
condensed in a less technical version, would be useful to the
Jundior NCO as.well as to those who serve both abovec and below
hin in the military hierarchy. & popularized presertation of
the report might enable subordinates and superiors better to
appreciate how the other rank group evaluated speeific Junior
NCO performaince, and might enable the junior NCO hirself
better to understand how those both below and above him eval-
uated that performance,



Ar o . Percentage of total behaviors reported
ea reup by subordlnates and superiors
| by swbordlr up .
o5 2 3
PLANNING Sub, 95 _; ' ;
AND Sup, 167 ;
FCORESIGHT Total 262 ‘ !
TIF RMAL Sube | 310 |
TEACHING, Sup. m
BRIFFING Total 524
AND Supe 1 357
CHECKING Total sl
CORRECTING, Sub, 386
(R PUNISHING Total 572 |
MANNER CF Sub, 1%
DEALING WITH Supe 59 u
SUBCRDINATES Total 235 !
"CONCERN subs | a9 |
WITH WEIFARE Sup. m |
F MEN Tetal | ii60 ;
ATTITUDE sw. | 137 ’
TOWARD JOB Sup. 533 .
Total 670
Sup. 21}6
Total { 332
e R s ub. ........... 129
JOB KNOWLEDGE Sup,. 221
AND ABILITY Total 350
Totals 1854 behaviors repbrted by
subordinates, 209L by superiors,
Grand total: 3960
L —

F'fgure One
FREQUENCY BISTRIBUTION BY AREA (F REPORTED BEHAVICRS
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AREA I, PLANNING AND FCRESIGHT

Approximately 7% of 21l behoviors reported arc concernud
with planning ~nd foresight cnd hove been grouped into three
sub—-areas: .

A, S.curing information,

B, Sceuring and distributing equipment.,

C. Develeping a plan of operation or procedure,
often based upon the information and equipment
securcd, .

Although superiors rcport behaviors in this area more often
thon subordinctes, the pattern for both rank jroups is similar
in that threc cormon failurcs of noncormissioned officers in
the rres of securing informotion mry be noted: failure to
sccure nceessary information of both g tactical and non-tactisal
noture; sceuring information from sources not qualified to
provide ity cnd failure to seok clarification of points not
fully understood in orders and informetion given by superiors,

L feature cormon to all of these is that the NCO takes action
on the basis of inadequate, inaceurate, or no informtion, and
thet such action is subsequently criticized.

Subordincte-Superi.or Differences.  The emphasis by superiors
in the arca of Plarming and Foresight is primrily concentroted
on fovorable reports about noncowsissioned officers! sccuring
informtion, particul~rly basic information of the type securcd
fron manucls (A=8), and unfavorcble reports about noncommissioned
officers! failure both to securc cquipment (B~l) and to preperc
for teaching ~ class (C=4), Concem with prepering for class
is exclusivcly reported by superiors, Suborcimates outnurber
supcriors, on the other hand, in thuir reporting of behoviors
dealins with consulting men on problurs peculicrly rclevant to
then (A-L4), elerting men in time for some subsequent activity
(C=1), rotation of work deteils (C-2), and cssigning ren to
jobs in line with their rank, knowledge, ~nd skills (C-3).

Relative Frequency of Approved vs. Disapproved Behoviors.
By o rctio of better thon two to one, all subject groups
tended to rive mare pood examples than poor excmples of
behaviors in this arca,

- 1) -















Area I. Planning and Foresight - 5

Approved Behaviors

Le Prepares himself when he is to
give a class, Consults manuals,
prepares lesson plans, arranges
to get or constructs training
aids, and prepares and rehearses
demonstrations,

0: 16: 16

5« Develops a procedure in tactical
situations for sending men to
chow, while at the same time
maintaining adequate levels of
security, Carefully prepares a
sleeping plan, Plans out in
advance rov’' es he will take
when engaging in tactical
operations,

2 5: 7

Disapproved Behaviors

Fails to prepare himself when he is
to give a class, Does not consult
manuals on material he does not
know, Neglects to make lesson
plans, to secure training aids, or
to prepare and rehearse demonstra-
tions,
0: 9: 9

Neglects to develop an adequate
chow procedure and sleeping plans
in tactical situations, Does not
plan in advance the rovte he will
take or the signals he will use
when engaged in tactical operations,

1: 3: 4

Fails to develop an orderly pro-
cedure or system for getting the
living area ready for inspection.

0: 3: 3
_: Total C, Develops Plan of Operation —
, Sub Sup T - Sub Sup T
/\pproved 25 28 53 Disapproved 19 30
TOUAL AREA I, PLANNING ANJ FOFLoIGHT —
Approved  Sub Sup T Disepproved Sub Sup T
67 120 187 8 47 75

~19 -






threatening when therc hes been nrevious poor nerformance

is reported as "good™" (8:6:14)01 The usc of the chain of
coirand as a justificetion for orders was reported as "good!
in threc cases (1:2:3) but as "bad" in six (4:2:6), "Asking"
ion to do things wes resorted os "good" by niresubjects
(8:1:9) but as "bad" by three (1:2:3). Vhile there is clear
evidence that subordinates favor "asldng" as a method, it

is not so clear that superiors would agree with them,

The importonce of the irnner in which an NCO takes nction
is cmnhasized by the foet thot subjects report as "bad" the
curt rcjeetion of ideas or su: cstions (C=2) but report as
"ood" the rejection of poor suggestions «fter their evalune
tion by the NCO (c-3), They also report as "bed" the dele-
godion of authority as o uenns of avoiding work but report as
"cood" the proper delegation of ~uthority (C-5),

Relative Frequency of Approved vs, Disapproved Behoviors,
In sub~area A, inform:l teaching, both subordinates and
swperiors renorted more food than poor excmples by o five to
onc rctios In sub=arca 3, bricfing men prior to assigning them
to jobs, both subordinctos ond superiors rcported morc good
behnviors than poor behaviors by o two to one retio., In sub-
arce C, manner of bricfing or giving orders to subordinntes,
good behoviors are only reportod slightly more often thon poor
behaviors, (55% to ASXX by both subordinctes and superiors,

i

1

Types of threots reported os "zood" by both subordimtes
e superiors included giving o general warning ond pulling
2asses,  Heodorted @s "good" by subordinctos only were telling
superior when men rofuscs to obey an order, compelling man to
lork on ovm time, and giving ~n undesirable detail such as KP,
Leported as "good™ by superiors only were threats of physicol
enforcement of orders,

-';21 =



AREA I,

1.

20

TEACHING 4ND BRIEFING

As  Informal Teaching

Approved Behavicrs

Takes the time to $eech his men
such things as how to mark, fold
and display clothing end equip-
ment in preparation for inspec-
tions. Teaches men how to clean,
repeir, and utilize clothing,
equirment, and woapcns. Instructs
his men in field living, tacties,
communication end vehicle main-
tenance, Gives certein men special
instruction in the job of being
an assistent squad leader or

team leader. When poasible,
teaches his men by exauple and
demonstration rather than by

Just telling them,

38: 32: 70

B, Briefi

When new men come into the squad,
trients them to unit and post
policy., Tells them what will

be expected of them, and inferms
them of the location of verious
service and recreational facilities,

3t 2& 5

Briefs men as to the preparations
they will have tc make for the
follewing du,. Informs them of
the kind of sctivities or classes
that will be held, the time of
such activities, and the equip-
ment they will need ts participate
in these activities,

61 7 13

-22 -

Disapproved Behavieors

Neglects te toach his men such
things as the proper procedure
for marking and displaying
clothing and equipment, Fails
to instruct his men in the pro=
per use of weapens, Does not
prepare any of his men for the
responsibilitiea of leadership,
When he does teach, is inclined
to tell his men rather then
show them by oxample and demon-
stration,

8: Y4: 12

Fails to orient new men when
they first came in., Feils
to inform them as to who are
the squad leaders and who is
the platoon aergeant,

l: 1s 2

Fails to inform his men rogerd-
ing the type and time of
ectivities that will be held
the following day. Doesn't
tell his men what preparations
in the way of uniform ang
equipment they will nced to
participate in these activities,

4: 5: 9



AREA II,

e

S0

TEACHING AND EBRIEFING - 2

Approved Beheviors

Briofs his men when assigning
jobs to them by carefully telling
them what to do and how to do
it. Gives all necessary cetails.
Keeps men informed regarding any-
thing that is of concern to them.

10: 93 19
Thoroughly briefs his men prior

to engeging in tactical operations,
Gives all necessary informatiou,
using maps, diagrams, end pointing
out the terrain when necessary to
make sure the briefing is clear.
Covers such material as: lecation
and strength of the enemy and friend-
ly forces, location of the CP, the
mission, time of departure, how

to move, route to be teken, what

to do whon hit by enemy fire, rally
point, plen for reorganizing, signals,
ehain ¢f command in case the leader
1s killed, firing positions, and
fields of fire.

18: 16: 3j

In both tacticil and non-tactical
briefings, .asigns specific men
to apecific jobs so es to avoid
any misunderstanding es to who

is to do whet,

1l: 93 2¢

n-23-o

Disapproved Behaviors

When assigning men to jobs,
issues confusing and centra~
dictory orders, Often tells
men what to do, but net how
to do it, iHis instructions
are usually tco goneral to
be of value, Does not give
complete infrrmution, Fails
to keep his men informed on
matters which they need to
know,

5t 3 8

Fails to brief his men thereoughe
ly prior to engaging in tace
tical oparations, Relies

on verbal briefing alcne,

not meking use of maps and
diagrems to clarify peints,
Issuea confusing, contradice
tory, and inadequate orders
end information, Often fails
to tell his men fields ef
fire, special signals, rally
paint, recrganizing plans,
time to move out, and wherec
to goe.

e 7: 21

In both tactical und nope-
tactical situations asigns
Jobe to his men in such a
way that they don't knov who
has what specifi:c responsi-~
bilities,

ll.l Ls 5



AREA II.

TEACHING AND BRIEFING - 3

Approved Behaviors

In both tectical and non-tactical
situations checks his men's under-
atandings of material presented to
them by asking them questions and
by encouraging them to ask him

Disapproved Behaviors

questions,
3t 13 16
Totel B, Briefing _
Sub Sup T Sub Sup T
Approved 51 56 107 Disapproeved 28 17: 45

1.

2.

certein way,

Cs_Manner of Giving Orders

When giving orders to his men, tries
to cite good reeaocns why the job
must be done or must be done in a

Appeals to men's sense

of fairness and personal worth as
a soldier when assigning them tc

Joba,

Also cites the fact that they

will live longer and be more effect-
ive in combat if they do what they
are told,

131 13 26

Carefully evaluetes ideas and
suggestions ~ffered by his men and
accepts thew .hen they are good.
4sks fer volunteers when aseigning

men to jobs and uses men who do

volunteer,

1

12¢ s 13

Fails to give his men reasons
why things must be done,.

When justifying orders he
gives to his men merely cites
the fact that he ia a NCO
and that the men are in the

Army,

58 4 9

Is unreceptive to ideas and
suggestions offered by his
men, Dismisses such ideas
and suggestions without first
carefully eveluating them,

13t 1l 14

There are three cases (1:2:3) in which citing the "chain of ccmmand®
is approved as a reason for doing a job,

-2l =



AREA IT.

3.

b4

Se

Te

TEACHING AND BRIEFING - J
Approved Behaviors

After evaluating suggestions
offered by his men, rejects them
if they are peor.

0t l: )

When giving orders to men in his
squad, tranamits thesc orders
through his assistent squad
leader or through teem leaders.
When correcting, punishing or
assigning jobs to men in other
squads, gees through the men's
squad leader.

1 3

Delegates responsibilities to
suberdinatea to secure equipment,
train new men, select men fer
details, check men's state of
readincas, and supervise their
aotivities,

9 5: 1

when giving orders to his men,
uses a confident, matter of fact
maenner., Gives the impression
thet he has little dcubt that thf
men will comply with his orders,

203 8: 28

approved and three cases (1:12:3) in

L

Disapproved Behaviors

Uncritically accepts ideas and
suggestions offered by his men,
even when such suggestions are
poor. 1Is easily swayed by his
men,

by 51 9

Cerreects, punishcs, or assigns
Jobs to men in othor squads
without going through their
squad leaders,

5 2 7

In order to avoid work himself,
assigns his responsibilities

to subordinates, Has his subp-
ordinates select men for
details, ‘supervise cleaning of
area, supervise preparation cf
displays, and make reporte.

In tactical situations, has his
subordinates distribute ammuni -
tion, keep.men alert at night,
and lead patrols--things which
he himself should do,

Ts 73 24

Indicetes by his manner that
he ic afraid to give orders ta
his men. Does things himself
rather than tell his men to do
thﬂnn

23 123 14
When giving orders te his men,

hollers, yells, and uses
profanitys

8: 6: 14

There are nine cases (8:1:9) in which *asking® men to do things 1s

a-25 -

which it is disapproved,









A, Noretagtical Superwising

Approved Behaviors

1, Tlequires his men to keep their
living area clean, Supervises
his men while they prepare tie
living area for inspections,

6: 12: 18

2. Requires his men to clean their
clothing, equipment and weapons,
Supervises their preparations
of their pirsonal gear for in-
spections,

5: 20: 25

3+ Supervises his men in various
activities in which they are
engaged, Watches their perfor-
mance on work details, in class,
on guard mounts, and in vehicle
maintenance, Closely observes

. "eight-balls"., Knows the

whereabouts of his men,

L 27: 31
bLe

5e

is Beha 3

Doesn't require his men to keep the
living area clean. lhen men are
cleaning the living area, fails to
supervise their work,

5: 18: 23

Doesn't require his men to maintain
their clothing, equipment, and
weapons, and to prepare for insp~
ection., l'hen men are cleaning
their gear or preparing it for in-
spection, fails to supervise then,

2: 18: 20

Fails to supervise his men as they
engage in various activities. Does
not urge them to good performancec,
Is unaware of the whereabouts of
his men,

7: 19: 26

Requires his men to clean the
living area or to clean and prepare
their personal gear on their own
time, either before duty hours in
the morning or after duty hours in
the evening.

14 1: 15
larrasses his men vhile they work,
Stands over them and tries to con-
trol their every moverments, Super-
vises tco closely,

6: 1: 7

—-lotal A. lon=tacticil Supervisirg

Approved

Disapproved  Sub Sup

Sub L
57 91

w

1. . . ,
rhere are seven cases (7:0:7) in viich failure to supervise is
approved, These scven cases are distributed among A=1,2,3, B~1, and C~-1,









Al IV, CORHECTIAC .wiD iEWiMLIIIG Ch PUILSHING

.o e

Apnroxdmtely 14% of the benrviors are conccrned with
correcting nnd rewording or punishing., lien of subordinate
r nks renort behaviors in this arca nore thon twice os often
=5 (o men of superior renks, These beheviors hhve been grouped
into three sub-rrens:

Ao Correcting,
B, Kewarding or Punishin:,
Ce Critiquing.

Subordinate~Superior Differvnces. Slijhtly over half

=L the "good" reports nbout corrcction arc mhde by men of
superior ranks, ~nd the lnrge mjority of the "bod" reports
~bout correcction come from ren of subordin.te ranks, Superiors
report ns MgoocM the correction of poor performnce cond raoport
as "bod" the f~ilure to correct poor performences. Subordinctes,
on the other hond, displey soicvh~t diffcrent intorests in
corrceting. Like supceriors, they report as 'good" the correction
or poor performonces Unlike superiors, hovever, they less
frequently report os "bod" the frilure to correct nd more
frc-ucntly report as "b~d" the ranner cr situation in which the
correction is mdesl Among the behaviors reported as "bad! by
subordinatcs are: observe stondords which the NCO himself does
not obscrve; being made to correct performnce which they fecl
is sctisfectory, particulerly vhen such performmnece hhs been
evrlurted and ~pproved by persons superior in r~nk to the NCO;
being chuwed or punished r~ther th~n told what is wrong or
shown liow to do better,

.hile revorts of rowards nre outnwborced cbout four-to-one
by ruoorts of punishrent, the rowerding of pood perforrrnce is
reported ns "good" by both subordinctes cnd superiors ~nd is

1

Rcports of on NCC's shewingz 1en how to corrcet occur far
less frequently thon purcly verbal corrcetion; showing how is
~lso criticized less often thon the latter, OShowing how gen-
crelly occurs in deloyed rather then on-the=spot correction,
which tends to be verbal and is more often criticized thon
dolryed corrections This dces not mean thot the subjects are
critienl of on-the-spot correction per se,

m31-



never reported as "bad" by either group.:L Subordinntes do,
however, report os "bod" the foilure to reward good perfor—
mrncee Consistent with this pottern arc "good! reports by
subordinntcs about NCOs who react to poor perforrmance by
telline the men whot is wrong rnd by showing tham how to do
better rother thon by punishing thon.

The adrministrotion of punishrunt is reportud as "bad®
by both subject groups, but mrticul-rly by men of subordinate
rrakse? Thore arc relatively fow roports of situntions in
vhich the HCO showld hove punished, but friled to do soj ore
oftun punishment is reportedly ~didnistured vhere it was in-
anpropricte. The mrjor recsons for objceting to punishmunt
are listed under sub-nroe~ B, bchoviors 6 through 13,

Relative Fruguency of Approved vse Disapproved Pehaviors.

In sub=aren A, correcting, subordin~tes roported an cqual
nuber of sood nnd poor exarples whereas 715 of the cxamples
dven by superiors were good nd 29% poors However, for sub-
reo. B, both subordin~tus cni superiors 2ve twice as rmony
pour cxonples of rewarding or punishing as good cxorples,
Bub=nron C, critiquing, was seldom reported by cithuer ronk
croup,

1

Reperts of verbol rewer's (proise) oceur cbeut os often
~s rcports of tongible rowerds (prssus, oxcusin: fro.. uty,
eiCs)e Both typus ¢f rewcrus ~re reported cs "zood" by both
subordin~tes nc superiors,

2

Loports of verbel punishrent (chewing, ctes) occur less
orten thon do reports of t-n ible punishixmt (extra duty, re—
striction, physiecl vork=out)., Ton:ible punishient is reported
=5 "pad" by ~ two-tomonc rotio, verbl pwishrent by - nince-to=
one rotio,



AREA TV,

CORKECTING Ay RL. aRDING Ck DPUNISHING

Ao

Correcting

Approved Behaviors

1, Vhen his men nake mistekes,

2e

3»

takes imnediate action to

correct them by telling them

how to do better, showing
them how to do better, and
then requiring them to
correct their performance,
Is particularly careful to
show men how to correct
their mistakes in tactical
training by physically
placing the men in correct
positions, showing them

sketches of the various for-
mations, or at least by tel-
ling the ren where he should

be and what he should be doing,
Verbally correccts men's cover
concealment, and dispersion in

tactical situations.,

Corrects

ments mistakes in the construc=

tion of foxholes and weapon
tiakes on the spot

emplacements,

correcvions of men who goof-off
on details, act rowdy or dis-
orderly, cdon't pay attention or

Disapnroved Behaviors

Takes no correcting action vhen he
sees his men make mistakes, Ignorcs
the fact that some of his men are
not doing their share of the work,
or are acting in a disorderly
ranner, Overlooks poor personal
appearance or a lack of wilitary
courtesy and discipline on the pari
of his men, Does not correct poor
performance in tactical sitnations,
such as failures to maintain cover,
concealment, dispersion, a proper
rate of forward movement, or sec-
urity at night. Takes no action to
enforce safety regulations on the
range,

show a lack of military courtesy,
Requires men to correct poor
personal appearance, losses of
clothing and equipment, and

poor appuararce or condition of
gour and living arca, Shows men
how vo correct poor rifle firing

posibions by setting com and

acting as their coach.
opnortunity to tench ovliers

lakues

while he corrects ren wio ke

ristakes,

41: 50: 91

33-

: 27

Chews mon ot when he sees then
muke rmista~es, rathor than shouiny
hov to cerrest them,

5: 1: 6

lequires corrzction when there hus
bcen no poor performance, Leguires
correction of mistakes that ne
himsclf makes. Corrocto pcrsens in
the prescnce of others,

20: 35: 23



Arca IV, Correcting and Rewarding or Punishing - 2

ke

S0

Approved Behaviors

Takes time in the evenings to
work with men vho have per—
formed poorly because of some
physical, psychological or
rituational condition=—men who
are physically uncoordirated,
hove a physical handicap, are
slow learners, or have missed
portions of their basic trai-
ning due to conditions heyond
their control, Works witl
guch persons on such matters
as the displaying of clothing
and cquipment, use of weapons ’
dismounted drill, and any
other deficiencies they may
have. Also takes time in the
evenings to work with men vho
have poor habits of personal
cleanliness, lack military
courtesy and discipline, cr
have a record of being drunk
or disorderly. Tries to
motivate such men tec do better.

15: 15: 30

Disapproved Behaviors

Chews his men at the sare time that
he corrects them, Horeover, the rmen
may not have performed poorly in the
first place or it may not have been
the NCOs responsibility to make the
corrections,

20: 3: 23

—-Total A, _Correcting

Approved  Sub Sup _T_
56 6 121

— e -

Divapproved Sub  Su I
53 %279

1.

By Rewarding or Punishing

Rewards good performance on
the part of his men by
praising them, getting then
passcs or time off, excusing
then from details, and reco-
muerding them for promotions,

27: 10: 37
-3l -

Fails to praise his men when they do

good vork,



Area IV, Correcting and Rewarding or Punishing = 3

Aoproved Behaviors

2+ Does nol chew or punish his men
when they doo poorly, but rather
cells them to, or shows them how

to correct their poor performance

in squad tactics, rifle firing,
and appearance of displays and
equipment .,

20: 8: 28

3. Asks rcason for poor performarcec
on field toctics, personal
appearance, equipment, absence
from detail, Gets complete
story from both sides then
correcos rather ihan puniskes
if appropriate,

L: 2: 6

4o Punishes poor performance on
the part of his men by pulling
their passes, giving them extra
details, or giving them extra
training. (ilost often such poor
performance takes the forn of
poor personal appearange, goof=
ing off on work details, dirty

Disapnroved Behaviors

Doesn't ask reason for poor
performance to find out if man
was at fault. Punishes iithout
finding out who is to blame,

5: 1: 6

Fails to punish his men when
they doo poor work, llesitctes
to tell superiors, pull nasscs,
or give extra details to 1en
who directly refuse to obey him,
talk back to hiin, show disres=
pect, or leave work details
without permicsion.

wreapons, and missing gr being
late for formations,)

27: 5: 32 6: 7: 13

1

There is one case (1:0:1) in which not accepting & good excuse for
pocr performance is approved, In this instunce, the NCC cheved a man
for failing to maintain his area even though the man told his that
someone else had left trash after he had clecned the urea.

2‘..hile these approved punishing techniques have been evaluated as
.ood techniques by some subjects, a nezrly equal numbcr of subjectg
(27:6:33) would not agrce, and evaluated these same punishing technicques
ac poor., JSince these punishing techniques were not as corpletely
rejerted by tiie subjects as were those listed in B=5, they may bo con~
sidered  more acceptable methods of punishing poor performance than
are the punishing techniques listed in B=-5,

-35-



Area IV, Correcting and Rewarding or Punishing - 4

Approved Behaviors Disapproved Behaviors
Se Punishes poor performance on the

part of his men by physically
striking them, giving them push-ups
or some kind of physical vcrk-out,
telling superiors, preventing
promotion, throwing men out of bed
(when they are slow to get up)
chewing them, using profanity,
hollering and yelling, and dis-
playing anger, or by punishing the
whole group for the eyrors of one
or a few individuals,

136; 38:17L °

6. Punishes men when there has been no
poor performance, or when the poor
performance has been due to some
condition over which the man has no
control; as for example, a physical
handicap, or when the man was told
by someone else to do what the NCO
then punishes.

(45: 05: 50)%

7o Provokes the men to poor perfor—
mance, and then punishes the man
for the poor performance,

(20: 01: 21)#

8. Punishes the men more severely thun
is warranted by the seriousness of

the offense,
(57: 18: 75)%

9. lfakes the same mistakes for which
he punishes his men, _
( 9: 06: 15)

10, Discriminates in how he punishes
his men, Lets certain men get by
for what he punishes others,

(20: 02: 22)+
-3 -

3

Figures in brackets have not been included in the overall totals
because such behaviors have been tabulated in previous sections of this
area,

1While these punishing techniques can be found in critical incidents
evaluated as "good" by the subjects (19:17:36), the overvhelming major—
ity of them are found in critical incidents evaluated as "poor" by the

subjects, These, then, appear to be relatively unacceptable methods of
punishing poor performance,












AREA V,

MANNER OF DEALING WITH SUBORDINATES - 2

Total A, Shering Common Standards

Svb Sup T
Approved 7 1 8

Sudb Sup I
Disappreved 2, 73

Bs Fairneass

Approved Behaviors

l, Is fair in dealing with his men.
Picks on nc one and favors nc one
when it comea to giving passecs,
correcting, punishing, or being
friendly with the men in the squad.
{Work dotails considsred separately
below),

Tt 2: 9

2, (Rotation of details witk no
previous pocr performance invelved,
Approval of rotetion of details in
this situation was included under
Aroa I, Planning and Foresight).

Disapprcved Behaviors

Shows partiality when dealing
with the men in his squad,
Has favorites whom he does
net correst or punish as he
should, Haa men he picks

on for no apparent reason,
and others whcm he picks on
because at some time in the
past they fouled up, Insults
and harasses these men,
corrects and punishes them
for thinfs hoe lets othors get
by with,

30 4234

Doesn't rotate details, not
because of previcus poor per-
formance, but becausc he hes
faverites whom he doean't
assign or men he picks on for
no apparent reason or besause
of prejudice. Aasigns these
men to more than their share
of details, particularly the
dirty onea,?

(13t 4 17) 28: 5133
Total Bs Fairness
Sub sup T Sub Sup T
Approved v 2 9 Disapproved 58: 95 87
-43-
1

Scme of these behaviors have been cited in B-10, Area IV Correcting

and Rewarding and Punishment section,
2

There are seven cases (7;0;7) in which non-rotation of details for
men who have performed poorly in the past is approved and eleven cases

(11:0:11) in which it is disapproved.
























Area VI,

B

9.

10,

Approved Behaviors

Is accessible to his men when
they have personal problems,
listens sympathetically and
understandingly to hi. nent's
personal problems, llen feel
free to confide in him, Re-
sponds promptly to their
requests for information and
assistance,

10 1: 11

Does not wait for men's re-
quests for help but is alert
and sensitive to their prob-
lems, Finds out about them,
and then takes action to help
them, Does such things as
bring cigarettes to men vho
are in the hospital, ses that
men get their meil, stops
older men from taking advant-
age of new men, cheers men up
when they are feeling low, or—
ganizes financial aid to ren
who are in need,

6: 6: 12

Taices special pains with men
vho are problem cases or
eight-balls, Tries to work
with these men and help them
in any way he can. Finds out
about their problems and then
tries to encourage and advise
them on how to shape-up,

2: 6: 8

- L8 -

Concern with lielfare of Men = 5

Disapproved Behaviors
Ignores men's requests for help
when he could give it to them,
fuses to fix gear for ran who is
going on a detail, and to get equip-
ment for a man who deesn't Xmow how
or vhere to get it, Ignores the
problems of men who are in financial
need. Disregards his men's com
plaints about the manner in which

he assigns and relieves men from
work details and guard duty.,

Re~

8: 2:10

When assigning men to jobs, dis-
regards who is and who is not
caurnt up with their work, When
men ask for a little more time to
finish what they are doing, ignores
this request and requires man to go
immediately.

7: 0: 7












Ali, VII, ATTITUD. TCWARD JOB

e

The NCO's ~ttitude tuw~rd his job is ruflictud in
approxirrtely 172 of ~11 behaviers reperted. Men of
supcricr ronks roeport bohovicrs in this ~pen ~bout five
tiws nere often thon do men of subordin~te ronks, Thesc
beh~vicrs hnve boen grcuped inte three sub-arens:

A, Motivation,
B. Initi~tive,
Ce Rilotions with superiors cnd neors,

Subordinate=Superior Difforences. There are fow pube
ordinatessupcricr differcices in ¢velunticns <f bohaviors
ecneerned with ~ttitude tewards jobe The n~ren, however, is
clenrly of more cencern te superiors thon to subordinates,
sone Intoresting pottorns oy be noteds  Beth groups report
~s Mgood!" the 1ICO velunteering his own scrvices to help his
supcriors cr the unit (4~1), but subordin~tes report ns "bad"
NEO voluntuering their riun - r this purposc, In sub=aren
B, subordin~tes report f~r fuwor incidents conecrned with NCO
use of initintive thon do supericrs, ~nd, in further controst
to the latter group whose reperts nre precdominently Ygood,"
they are as lkely to citc it ns "bad" as they cre "good, "2
Their reporting of it ns "b~d" is most oft.n evoked when the
JCO's initiative t~kes the furm cf requiring his nen to
perfom some activity (e.ge clcon the barrncks) cither on
their own tire or without an ~uthorizotion by a superior,

Following crders (approved frequencies for A=3 ~re
6245:51) ond showing initi~tive (tot~l sub-~rc. B approved
frequencies ~re 18:100:118) orc both reportud ns "good" by
supcriors, However, f~ilure to obey orders is repcrtod os
Tbad" far morc cften thon is f~ilurc to show initi~tive

1

When the subjeet repertod thet the NCO displayed inite-
intive in performing scme oct, both "showing initi~tive” and
the net itsclf were scorcds The initintive nspect of the act
is rcported in this scetion of the report; the nct itsclf is
rcported elsevherc in the reporte A similar procedurc wrs
followed in scoring ~cts dcne on the HCO's cwn tire,

2

This is, in part, nn ~rtifrct of the scoring procodure,
NCO actions with rclercnes to the ments welf~re, e~tegerized
under Area VI, arc, strictly sperking, incidents in which
initiative is being shown,
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