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BRIEF 

This r !)<.,rt pr \.lsents ~r~ al listines ' of ~ ppr ov d" 
.:-.nd c1is~ppr cved1 'nonccr:11nissi oned offic er bch~viors .:-.s report.ad 
:-.nc: evr.lua.t ed by persons who h,".d served with those junior NCQs. 
Thu incidents 1vere G.'.'.th<;:r od for tho purpose of providing source 
l'X'.t eric.l f r the development of :!. junior NCO treining progrnn1. 
S!~ cifi c..".lly I t hu m'.lt ori<'-1 is t o be used .'.\5 {'. b, sis for devel­
oping curriculUtl contmt c.nd t oc.ching t ochni.quos , o.s well c.s 
cri.tE:lri.on imnsurer.umt s f or or..lu<'-ting the ef foctiveness of the 
NCO treining program. 

The r::int eri .-.1 'h'n.8 g;,,ther od in th for r.1 of critic~l incidents, 
by interviE:lwing 135 persons suborclirnt e t o, nnd 135 porsons 
superior t o, junior noncori"cti.ssivned officers in inf.::i.ntry, nir­
borne, <'-nd nm ored units, s t ntionccl both in the ZI nncl in 
Europe, The subjects wore --.skcd t o rcl<'.t o three inci<.lents of 

~ooc.l • ' .:,.ncl three incidonts of -'1>ad•,· performance on the part of 
{'. junior NCO. 

Approxlnntoly 1600 criticcl. incidents were secured froI!l tho 
srunple of 270 subjects. Two r esel'. rchers cx:1rdned the criticr.l 
incidents o.nd divided t hem into the specific beh<'.viors which 
a.ppell.red t o contribute t tho subjects t eva.lUAtion of the overall 
i ncident. Nen.rly 4,oc,o such behnviors w0re i dentified and then 
clnssified into 26 sub-a.ren.s, which w0r e, in turn, clnssifi.od 
into nine genernl .nrens. 

The nine generol :-. r c,"..s i dentified by tho r esc.:-.rc 1crs nro : 
)l~ng ~ d foresight, inforrrc.l t e:,. ching ::md briefing., supGr­
vising nnd checldng, corr1.:cting :-.n ~ r ev,~rding or punishing, 
renner of de:'..li l'l{; with subor<.lin".t es I concern with wclfore of 
raon, {'.ttitude t 0\1r.r tls j ob, 'hiportmcnt, -:-.nd t (.l chnict.l j ob knowledge 
and e.bility. The f r c:quoncy with which suborµi nc.t es .:md supvriors 
reported c<'.ch bch.'.'.vior c.s c.rl. ther "good" ' or ,tb{'.tl"" is shown; sub­
orc.limtu nnd su~ rior diffor cnc0s in i:iw'.lut.tion r. r <.: cliscussud n 
t he text, 
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STATE!vENT OF PROBIEM 

Tnsk NCO hns o.s its objective t he developJ11ent of a 
l c:-:.<ler t r tlni • progran for potcntir.l junior noncommissioned 
offi cers. In order t o develop such a pr o~rGm, it is necessary 
t o have an a ccurate des cription of the job of the junior co. 
2uch r. description cm provide a. basis for developing cur:i:­
iculu.~ content and t eachil1[; techniques, as well o.s criterion 
rnensurenents for evaluating t he effectiveness of the leader 
trainin(; progr run. 

One appror.ch to reking n job description i s the crit iet.l 
incic~ent technique.l \ihllc this technique does not yield a 
co1i1plete description of job duties, it docs tend to reveal 
those job duties which appear to be roost import.mt to the 
individuals questioned. This paper presents the findin,gs of 
c. critical incident study of junior HCO perfonnnnce in 
infMt~, airborne, r.nd nm.ored units both in the ZI and in 
Europe. 

1 
See Flana.gan, J . c. 11The Griticc.l Incident Tcchnique, 11 

.J:s~c_h9.l.9r-;].cal Bulletin, Vol. 51, l o. 4, 327-358. 
2 
This 1 ''..t eriAl will be suppler.-ientcd in the finnl r eport 

on phase two of NCO I by a revie,.., of the milit ary lit orc.turo 
as well as job des criptions based on observations of the 
junior liCO nt work. A staff memorr.ndui11 by Richard P. Ker n on 
t he first phase of this subt.:i.sk1 Observd ions on o. Number of 
E.2._~rnnp.ssioned Officer Acad~Jl!ies, was issued by the u.s. 
Army Lec'.dership Hurmn F.esec.rch Unit in May 1958. 



PRC'CEDtrnE 

In the summer of 1957, interviews were conC:.ucted in 
three of the five battle groups in two infantry divisions 
nnd in three of the five battle groups in two airborne 
divisions . Che infant ry and one airborne division were in 
the ZI, one each was in Europe. In addition, personnel 
\-Jer e interviewed in an arroored cavalry regi11Ent in Europe. 
'fha specific units studied and the personnel nterviewed in 
e~ch a r e indicated in Table 1. 

The units in Europe were t actical with a mjor portion 
of their tine beine spent in field exercises. The 4th 
Division (ZI) was engaged in giving basic individual training 
to the grent bulk of its personnel who hnd just joined that 
division. The training wc:-.s being given by the compnnies 
theiJSelves, " nci moot of the trdnees were scheduled to remin 
u:ith the unit in ,.,hi.ch they received their basic training. 
'fhe 101st Di vim. on (ZI) was e~aged in routine, although not 
bnsic, training. 

Persons to be int erviewed Herc drawn from the squads, 
platoons, companies, and b~ttalions within the selected 
br.ttle groui:e in such a way as to secure a representative 
picture of the units contr.cte<l. Subjects wer e asked for b7 
j_ob, in the ct".se of superiors (e.g. plntoon scr&e~nt of the 
2nd platoon, A compe.ny, 47th Infant:r,;) 1 nd by either~ 
J:_n sqund or job in the euse of subordinRtes (e.g. oldest man 
in 3rd squad, 2nd plntoon, B co1Jt!)Cny1 47th Infnntry; or rifle­
mn, Jrd squad, 1st platoon, C company, 47th Infantry).l 
While substitution wc.s often necessary, it is believed t hn.t 
the sample eccurately reflects the p~ rent populution nt the 
time of the study. 

1 
Originally it wns plc.nned to use only time in sqund 

(youngest, mi.tldlc or oldest) ns c. basis for selecting sub­
orclin.--i..tes for interview. The l ack of vnriation on this 
c'd.:.10nsion in soma uni ts required the selection of subordinates 
also on the basi s of job in sqw.d. 

- 2-



SAMPIE IESIGN CF UNITS CONTACTED AND PERSamEL 
INTERVIEWED Fm . CRITICAL INCIDENTS STUDY 

Unit Designr.tion IDcation Persons Intervi.ewe 
Sub Sup ,. _______ _ 

' 

4th Di vision : l2th Infnntry ZI 10 10 
39th Infantry ZI 10 10 
47th Infnntry ZI 10 10 

101st Division: 187th Airborne-It ZI 10 10 
)27th Airborno ZI 10 10 
501st Airborne . ZI 10 10 

8th Division 5th Infantry Europe 10 10 
lJt.h Int' nnt ry Euro~ 10 10 
28th Infantry Europe 10 10 

11th Di vision 187th Airborne* Europe 10 10 
503rd Airborne Europe 'io 10 
504th Airborne Europe 10 10 

11th Armorud Cnvo.lry Europe _1i.. ..12_ 

Tota.l. 135 135 

----------- -------------------1 ' Not e: Suborclim to r cfuro to Men s c.: rving in rifle or wen.pan 
sg~1.ds . ~ ~ riors r efers t o nssi st .:mt plntoon soi­
go.lnts , pl.c'.toon s rgc:mt s or plr. toon l e.'.lders. *Por­
tions of the 187th Ai rborn wer e both in Eu1·opc nnd 
the ZI. 

I ;.._ ______________________ _ 
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The Interview -----
Five di ferent interviewers gathered critical incident 

material, three in Europe a.oo two in the ZI. In both situ­
atiC1ns, at least two interviewers interviewed personnel from 
the same battle group. Intervie"1s were about one hour in 
length and were held privately. Each subject was asked to 
reL--.te three incidents of "good" squad leader perfonnance am 
three incidents of 11bad11 squad leader pcrfonru:-.nce.1 The 
specific questions asked in order to secure these incidents 
\/ere as follows : 

1 

Good 
Think back over the 1:lst couple of weeks nnd remember 
a time when you so.H a. squc.d leader do something 
which you thoueht, wci.s especially &;ood-soroothing 
which nnde you feel ho wcs re.J.l.ly on the bnll. It 
could be some little thing the.t lnppens every day, 
or som3 importnnt thing thc.t i1i.1.ppens only once in 
a while, Tell me about the sitUD.tion and exactly 
what he said ruid did. 

~ 
Think back over the last couple of weeks and r croo ,her 
n time whm you saw a sqU11.d lender do something 
which you thought was especially bad-sorwthing 
which made you feel he really w~sn 1t on the ball, 
It could be some little thing that l~ppens every 
day, or some import.nnt thing thlt hnppcns only once 
in a while. Tell 100 about tho situation nnd 8.X.lctly 
whnt he said ~.nd did, 

While subjects were asked to confine incidents to those 
th.:.t had occurred during t~e tr,st couple of weeks, some sub­
jects found it necessary to go br.ck a granter distance in 
tine. If sufficient etail wns provided, such incidents were 
used, While subjects were asked to describe incidents involving 
sq~d leaders, soroo subjects founc it necess~ry to describe 
incidents involving other junior NCOs, such as teao lenders, 
assist~nt squad leaders, assistant section lenders, section 
l e~ders, and junior cndre personnel. Approximately 90% of the 
'beh .. ~viora reported dealt with junior NCOs, approxinetely 8% 
1·rith assist nnt pl::i.toon sergennts and platoon sergeants, .\nd 
less thnn 1% with first sergeants. 

- 4-



Incidents were written down -substanti2J.ly as related by the 
subj ect. Where necessary, .probing CJUestions were o.sked to 
ge.in clnrificntion of obscure points. 

Ovur 1600 critical incidents were secured from the 
enmple of 270 subjects with ench subject reporting approxi­
mately 6 criticD-1 incidents. In addition to reco:roing t he 
incident its0lf, the intervieHers secured t he following 
biographical info:rm::.tion from the subject, both about himself 
cmC: r.bout the NCO whom he described. Analysis of this na.t erial, 
however, other than r ank of subj ect, is not included i n t his 
re·t)ort. 

Hn.nk 
Component 
Job 
iionths in Army 
Tear:1 ( for suborcli.na.tes) 
Squad ( for subordinates) 
Plntoon 

!!QQ_j)cs cri.bed by the Subj ect,: 

lbnk 
Component 
Job 
Months on the Job 
Previous military experience 
Typicelity of 1JCO behc.vior in 

the incident 
Cor.ipany 
R1.ttle Group 
Branch: Infantry, 

B~nch: Infantry, airborne 
Unit i'ieapon: crew-indi vi duel 

airborne.,Prior attendance at NCO school 
nrmored 

location: ZI, Europe 

Scori.ni5 of Incidents 

The following -;:,rocedure was used to analyze t he criticnl 
incident nr..terial. T,..,o r es ec.rchcr s drew ~ sc.mple of both 
"r;ood11 and ''bad" incident s and r ec.d them car efully. In r eading a particular ariti<>al incident, the reseo. rchers noted those 
specific behaviors or acts performed by the NCO, which appear ed 
to contribute significantly to the overall inci<lent beine eval­
ur.t ed by the subject. In most cri.ticnl incidents, a nWiher of 

l 
Some of the NCO biogre.phioal i nfo:rno.tion is of ucstion­

nblc reliability s ince in many instances the subject did not 
;vwc complete or a ccurc..te per somtl i nformntion a.bout the NCO 
h-.: described. This is espe ciu.lly true in r eference to nuri'ber 
of i·.1onths on the job. 

- 5-



suc:1 significant belr.viors could be found and it was these 
lthich were subsequently cli:!ssified.l This scoring pro_cedure 
of breaking the critical incident into its component sign­
ifica.nt behnviors r esulted in faw critical incidents being 
ch~.ssified as a whole . At the Sc>J,1e tiroo ., however., e very 
possible aspect of the NCOts behr•.vior reported in the incident 
ur.s not scored but only those behnviors which., in the opinion 
of the r esec~r chers, contributed s:i.gnificc:. rrtly to the subject 1s 
eval v2.tion of it. In rJD.ny i ns t .:mc~s, the fai lure to perform 
t .11 net oonstitutcd ~ sigm.ficant beh.".vior if the subject 
specifically mentioned tho failure. 

If the critical incident was homogeneous, that is, es­
cribed only a. "good" or only n 11ba. 11 incident, nl.l of the 
significant behaviors in toot incident were classified a:, 
"cood'' or "bad. 11 \lhen t he subj ect specific.:,.,lly identified a 
p.:.rticulr.r behr.vior l'.s "good" or "bad" it was so cw.ssified by t ic resoe.rchers, r e0nrclless of the subj ect's evaluation of the 
ovcrL'.11 incident. If a critical incident was , in effect, both 
"cood" nnd 11bnd" ns reported by the subject, it was split and 
treated as two separate incidents. 

On the basis of the reading of the smJple of incidents, 
tentc.tive scorinb categories l:ere established to represent the 
siE:;nific~t behaviors found. The rerroining incidents were 
then ckssi f i ed, using the tentc.tivcly est o.blished scoring 
c~tegories . From time to time it was necessary to redefine c 
scoring cateeory or ndd a new scoring category when new sig-

1 
As c1n illustr;.·.tion., tho followi ng criticc1l inc i d nt , 

reported by a subordin, t e , w0.s s cored as two· signii'icnnt 
behc.viors: one, \forking on Own Time, und two, Sho.-1ing 11en How­
t o Correct Previous Poor Pcrfornnnce. 11Wc red n man who w,is 
!lc1.ving a hard tiioo to qu..1.lify with the M-1. At night in th 
br.rracks, the SL got into the rifle position and conched the 
mo.n. He _helped the man so that th0 m.:m did qualify with the 
M-1. He ,..uuld explnin h™ t o get the right sight picture. 
The 1.nn was the kind who would really try. He was lnppy t hat 
he qualified. I never saw anybody so happy." 

-6-



aificant beho.viors Here found . A totnl of 81 difforent 
scorin:_;· cat egories wr.s eventually agreed upon. l 

Th~ 1600 critical incidents yielded 3194/J significant 
behcvior s . Thes(;:) behaviors wer e clnssified into the 81 
differ ent scorin& cat e~ories by two res earchers wo rking 
jointlye In view of t he purpose of the study., i . e. develop­
;.1ent of sour ce L\'.l.t eri.::i.l ., no attempt was made t o secure measures 
of r eliability of classi fication . Upon completion of the 
clnssific<'-tion., the 81 cntegories were carefully c:xarrcined to 
mke sure thnt the significant behaviors rad been properly 
classified. vfuen the scoril'JB and checking hnd been completed, 
the 81 scoring cnt egories were grouped into 26 sub-areas . 
These sub-ar eas were then grouped into nine ceneral areas . 
An outline of these groupings and a brief descri.If,ion of the 

· behavior c1assified therein will be found in the next section. 

1 . 
Th i dcntific~tion o.s \/ ell s 

tho s ttin • ,· 1 ,1.r e:-.. s ni.lcess-
arily invo of th r e 
se::i.rchors no. rh pro-
cedur ado the res archers 1 

opinion \UlO in view of 
the p ; ht w 11 h,:,.ve 
develop ion :ind cl:1s~-
ii'ic tion 

- 7 ... 



OVERVIEW <F FINDINGS 

A st.:i.tement about the ma.t eri.:1.l covered in this report 
mo.y assist the reader in obtmning an overview of the 
material that follows. The nine genoral areas., types of 
behnvior comprising ec".ch are as follows: 

A, Sccurin_g Inforrmtion. NCO secures., or fails to 
secure, infornntion on: routine non-tactiCl'..1 require­
ments• t r.ctical requirements including terrain conditions; 
the men's point of view on squad probleim; the stntus of 
raen 's work; the background of ne,., sqund imnilcrs; the 
skills, abilities e.rrl proficiency level of squad members; 
basic nd.lltnry subjects. 

B. Securing EguiDmqnt. NCO socures., or fails to secure, 
equi}'.lOOnt for non-tactical nnd tD.ctical needs. 

C, Developin&_..n._ Plan of _.9P.eration. NCO develops, or 
fails to develop., a plo.n of operation in reference to: 
alorting roon for subsequent activity; system:1.tic assign­
ment procedure consonnnt with men 1s ability; advance 
prepnrotion for teaching class; tactical situation pro­
cedures; cleaning of living area . 

I,I I Infoml Teaching and Briefing 

A, Infornnl Te.:i.ching. NCO teaches., or fails to teach, 
men infonmlly on proper nti.lit.:i.ry procedures. 

B1 Briefing. NCO briefs., or fails to brief., new men on 
unit policies; squad members on: next day's activities., 
specific assignmonts, tc:.cticc.l oper r.tions. Checks men I s 
understnnding of mtcri c'.".l presented. 

c, Manner of Giving OrqeJ1!. When eiving orders, NCO 
does, or fails to do, the following: give reasons wey 
job mu.;t be done; evnluate men's ideas carefully, 
ncccpt,inf; good 2.nd r ejectint; poor suggestions; transmit 
orders through proper channels; delegate responsibility 
to subordimtes; issue orders in calm., confident manner; 
use positive motivation instend of threats; tell men 
that end when he will inspect work; set high standards. 

-8-



II~Supern,sinl! and Gbeckin~ 

At_ Non-t2.ctical s.~~"'-NC.O sui:;e rvis es, 0 1· f.'.'..i ls to supervis e such non-tacticnl activiti es c.s cleaning of living a r ea, mD.i nt emnce of equipment and gear, work . details and clanses . (Disapproved only: r uquiros w..'.l.in­t ennnce work during of f-duty hours ; ovcrsupervises.) 

B. Non-tncti cal Che ckine;. NCO checks, or fails to chock, condition of men, equipment D..nd nr ea for non-t ctic::-.1 purposes . (Disnpproved only: holds inspecti ons during off-duty hours.) 

c. Ta..ct icr.l _~rvisjJ,g ~nd ChE;9ki1Jg. In tactical sit­uations, NCO does, or fnils to do t he following: check on t he whereabouts and pe rfo1m".ncc of men; maint.:tln con7,o.ct with superiors; us e r..pproprin.t e si gnnls for communication. 

D_. guality of Voice. NCO ms, or has not, an adeq~te commnnd voice. 

IV.. Correcting .:i.nd newardi.ng_ or Punisl:!im, 

&,_ Correcting. HCO r.nkes on-the-spot corrections as oppos ed to: foiling to t o.kc cor rective action; chewing men out; r equirin~ inappropriat e corrections; correcti ng • non in i n ppropric..t c r&-mner. 11orks wi th poor performers on his own t ime. 

B, Rewar ding or Punishi ns, i~CO r 01·mrds good performance; correct s mistr<cs ; f i nds out r cnson for poor perfor rmnc e before punishing; punishes wl en .1:)pr opri .J.t e by pulling passes and giving ext ra dct"'.ilG or t raining c.s opposed to: ..:'ai.lini:; t o r ewar d good pcrfornnnce; punishing without dis coverinc who or Nret \lt. s 0.t fault; fai ling t o punish when deserved; ut ilizi n::; physicd ha~.ssment or profanity; punishing t oo sever ely, or in ~ublic, or fo r mistr.kes coLn i.tt cd by him ns well r.s men; s 1awin~ f nvor itism i n puni shing; usi ng punishment t o i mpr ss superiors; passing buck to superi or s inst ca of lr ndlir13 pro bl m hi!!5 elf. 

c. CritiguiJ1g. NCO critique::, me n i n t ood Md poor points of compl et ed perfor nnnce. 

v __ • ___ t.,1wm ....... ._e,...r __ o .._f ...,D:;.;c .... a:.cli .. ' .. ru;,_ .. :.:.,d, ... t:.&h_s_u-::;b.ar.o.:.rdi=' m,=.,t......,s 

~ Sha.ring Common St andar d~ . NCO sht'.r es , "'r f d l s to shar e, common st .1.nd,.".rds by : wor ldnc; with mon 0 n work det ai ls when unit i s short- handed; n.ppl ying s 2me r e1J1.ri.renerrts for appear.-mce .'.1. nc: conduct t o hi115 el f as t o 1,:cn . 



!h._ Fairness . l1 CO shows , or fnils to show., foirness 
in dealings with men by h..wing no favorites and no 
scapegoats when g:i. ving passes., correcting or punishing 
performance, or assigning work. 

c, Friendliness. NCO rraintains , or fails to oµntain 
a professional, yet friendly, r elationship with his nen .. 

D1 Admi..tt:l,ng Errors. NCO adr.Ii.ts., or fails to admit, 
when he makes an error which causes difficulty. 

VI, Concern with Welfare of Men 

Ae Interaction witq Superiors Concerning Mgn1s Welfare. 
NCO goes., or fails to go, to superior~ to protect men 
f:rom unfn.i.r actions or to get benefits for them. 

B, Interaction with Nen Concerning Thc;tr Welfare. NCO 
por!'o?n:3, or fails to perform., the following functions: 
answerinG menls questions; helping them get work done; 
seeing that they arc properly equipped; loaning ooney 
and cquipBent; ii;nproving living area ; watching out for 
their physical woll being., handling drunks properly; 
being accessible for person."..l problor.is; taking special 
pains with problao cases; showing concern for r.10nt5 

welfare under conditions of physic2l or psychologicr.1. 
hardship; looking after their wclfc.re before his own. 
(Disapproved only: r.nkc busy work or lnrass men during 
off-duty hours; exploit thcn finnncin.lly; ::.~kc thcI:J. do 
his work; c.d.l!U.nister degrn.ding punis hm.mt; bren.k proui sos ; 
disregard rules hir.iself; try to impress superiors nt 
oxpenso of ricn.) 

VIII. Attitude Toward Job 

Ao Hotivr.tion. NCO shows, or fails to show., notivc.tion 
by: putting in oxtrn tir.10; obeying orders; working h.~rd. 
(Approved only: voluntu<.:rs his survicos; sp0nds own r.1oncy 
for bunefit of unit.) 

B1 Initiative. NCO shows, or f ~ils t o shCM, initiativo 
by: n.ssur.d.ng responsibility whon supori.ors nr u absont; 
breaking up fight; checking and supervising without 
specific i nstructions. (Approvud onl y: is .'..'.n ide1:'. r.nn.) 

c, Rol <'-tions with Suf!:riors nnd Pe:ers. NCO•::i r elations 
with superiors end po0rs ar c, or .'.lr e not, chl r ~cterizcd 
by: rnking sumcstions to superiors., pa.rticu1'.l.rly in 
t actical opor.'..'.tions; kc1Jping superiors thoroughly inforr.1.0d; 

- 10 -



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

VIII. Deport .. ient 

A. Absence fron Dut:'£• Disapproved NCO behaviors only: 
lack of punctuality; absence during duty hours; AWOL. 

~c.rsonal Appearance and Bearing. NCO is, or is 
not, a good example of . confonmnce to standards of 
perso~~l appearonce and r.ti.li tary courtesy. 

C. Morality. NCO does not make excuses or blame others 
for his om mi.stakes; use profanity or obsenity; refuse 
to return borrowed uoney or equipment; get into fights; 
get drunk frequently; get into trouble during off-duty 
hours in violation of comnonly accepted civilian and 
military standards of conduct. 

· IX. Technical ,lob Know).edge and Ability 

A, Knowledge and Ski.lJs in the Field. NCO deronstmtes, 
or fails to demonstrate, knowledge c.nd skill in the fi eld 
including deployment, terrain navigation, and corrmuni­
cation. Acts effectively in emergency situr.tions and is 
in good physical condition. 

B, Knowledge and _Skill in Ge.rrison. NCO denonstrates, 
or fails to deroonstrate, knowledge and skills in garrison 
including both teaching ability and infornntion on mili­
tary subjects. 

The presentation of the results t akes th~ form of parallel 
listings of approved and disapproved behaviors. Approved 
behavior r efers to t he f act that subordinat es aoo. superiors 
both cited the behavior in criticnl incidents evalu..~t ed by them 
as "t:;ood/1 or that one of the rank groups so cited the behavior 
and the other did not cite the behavior at o.11. Disapproved 
behaviors are those which subordinat es nnd superiors both cited 
in critical incidents evaluntcd by them as "bad, 11 or which 
were s, cited by one of the rM.k groups and not cited at all 
by the other._ "I/There the two rank groups differed in their 
evaluation of a particular beMvior, such c1.ifferences a re noted 
in footnotes and discussed in the text. Following each behavior 
is listed the frequency with which subo1·din<-1.t es and superiors 
cited the b~havi.or in critical incidents evaluated by them as 
"good" O!' 11bP..d. ;, 
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Figure 1 s hCA-1s t he frequency distribution of reported 
bcmviors in the nine general ar eas for the t ot al sample 
and for subordinctes and superiors considered sep:3,rately. 
The reader i s cautioned i n his interpr~tation of the fre­
quencies r eported in t hi s t c.ble and in following sections 
of the r eport for two prinnI"J_ reasons. FirstJ t he frequency 

• reported for each ar ea, sub- aren, and behavior is a function 
of the i:articular moth~j us ed by the researchers to classify 
the critical incidents; a di fferent systeM of classification 
lt0uld result in differ ~nt frequencies for the a reas, sub-
areus, and behaviors identifie d. Second, the m gnitude of 
the frequency f or a particuln r ar ea, sub-area , or bemvior 
m y not be an adequat e guide as to the criticalness or 
importance of the area, sub-area , or behavior for NCO training. 
A behavior may be critical yet seldom be reported because 
opportunities for its perfonm.nce s eldom occur. The reader 
will be en safer ground when interpreting reported fr quencies 
if he restricts his cor.ipa.r:i.sons to differences between fre­
quencies of approved and di sapproved behaviors and to diffex­
ences between subordinate and superior reports within specific 
behaviors rather t han across behaviors., sub-areas, or areas. 

It is believed thct the Jilater:i.al contained here., perhaps 
condensed in a less technical version., would be useful to the 
junior NCO as . well as to those who serve both above and below 
hin in the military hierarchy. A. popularized presentation of 
the report might ena.ble subordinates and superiors better to 
appreciate how the other rank group evaluc!ted specific junior 
NCO perfonrance, and might enable the junior NCO hirrself 
better to understand how those both below and above him eval­
uated that perfonmnce. 
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Area 

PLANNIOO 
AND 
FCRESIGID' 

INFffiMAL 
TEACHING, 
ffiIEFINO 

SUPERVISING 
AND 
CHECKING 

CORRECTING, 
~ARDING 
CR PUNISHING 

MANNER CF· 
DEALING WITH 
SUB<RDINAT ES 

Gr,,,up 

Sub. 
Sup. 
1'otal 

Sub. 
Sup. 
Total 

Sub. 
Sup. 
Total 

Sub. 
Sup. 
Total 

Sub. 
Sup. 
Tf'tal 

N 

95 
!67 
262 

310 
Z!.li 
5?4 

386 
186 
572 

1-;(,; 
59 

235 

Percentage of t ot al behaviors r eported 
by· subordinates and superiors 

20 

•••••• •• ••• •• •• ••••• •••••• •••• ••oo• •• ••••• ••u o,o .. ••••• .. •••• .. •••••••••• ••• • 

COt£F.RN 
WITH WEIFARE 
CF MEN 

ATTITUDE 
T(MAR.D JOB 

~EPCRTMENT 

TECHNICAL 
JOB KNOWLEOOE 
AND ABILITY 

Sub. 
Sup. 
T~al 

Sub. 
Sup. 
Total 

Sub. 
Sup. 
Total 

Sub. 
Sup. 
Total 

31.9 
l4l 
li60 

137 
533 
670 

11.8 
214 
332 

~9 
221 
350 

~otals 
. I 

18'S4 behaviors reported by 
aubordinates, 2094 by superiors• 
Grand total: 3960 

Figure One 
FREQUE~Y nISTRIBUTION BY AREA CF REKRTED BEHAVICRS 
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J\REA I, .?LANNING AND FCBESIGin' 

Appr md.r:ntcly 7% of r.11 boh.:-.viors r eported ar c concerned 
1ith plnnning and foresight c.nd hc.ve been grouped into three 
sub-ar er.s : 

A. S curing information • . 
B. Sc.:curing nnd distri.but;ing equipment. 
c. Developing n plan of operation or procedure, 

often bc.sed upon the inforrmtion and equipment 
s ecured. 

Although superiors report behnvio'rs in t his areu more often 
thc.n subordi~tcs, the pnttern for both r ank .:; roups is similar 
in thD.t three cor:mion failures of nonco-ssionod officers in 
the c. r e:: of securing informc".tion m'!y be noted: failure to 
secure necess~ry information of.both c,; tn-0ticnl and non-tnctica.l 
nr.turo; securing information from sources not qualified to 
provide it; e:.nd failure to s cGk .~farification of points not 
fully understood in orders c.nd ~~orm.:ltJ:~n ii ven by superiors. 
!~ fentur e corilmon to all of these, is troit .. -the NCO takes nction 
on the basis of ina.deqUAte, innc'curnte, or no infonrntion, nnd 
tbr.t such action is subsoquently . criticp.~ed • 

. ,, 
. . 

9,..'!)ordimto-Supotj.o_x: Differer.tees.:- ~ho emphasis by superiors 
in t ]1e nr ea of PL.-\rming nnd Foresight i s prir.n ril.y co.'1contrc.t ed 
on i'.:'..vornble r eports nbout noncorw:ti.ssioncd officers I s~curing 
inform.'1.tion, particul-'.'.rly br.sic iru'onmtion of tho t ypo secured 
frou llWl~"'-ls (A-8)., nncl unfnvorr.ble r eports r..bout noncommissioned 
officers' failure both to secure equipment (B-1) u.nd to prepare 
for t eaching :: c1.~ss ( C-4). Concern ,r.ith prcpl~ring for cl.lss 
i s exclusively r eported by superiors. Suborw.mtes outnuni:> cr 
superiors, on the 0ther mnd., in thui.r reporting of bch:.viors 
deuline with consulting roon on probl~im peculiarly r el evant to 
thor.1 (A-4)., e.lertint,; men in tiil¥l for· some subsequent nctivity 
(C-1)., rotntion of work dck .ils (C-2), nnd r.ssigning men to 
jobs in lino with their rank, know lodge, c.nd skills ( C-.3). 

Relp.tive Freguency of Appr,ov,ed vs, Disnoorov~Behp.vior,s. 
By~ r r.tio of better th..111 two to one , nll subject groups 
tended to gi vc • :n.cr c ~ood exnmples th('.ll poor e:x'EJ'nples of 
behnviors in this o. r oa. 
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AREA I. PLANNING AND FOhEr.JIGHT 

A, Secures Infornation 

Approved Behayiors1 Disapproved Behaviors1 

la Secures Jurrent infoniation of 
a non-tactical nature from sup­
eriors, other NCOs, or the 
bulletin board which has direct 
relevance to next days activi­
ties, such as, unifonn of the 

.day, time of fornations, and type 
of activities or cl.asses to be 
carried on. Ascertains the re­
quirements for forthcoming ins­
pections, such as procedures for 
securing, ma.rld.ng, and displaying 
clothing and equipment. Checks 
on the status and whereabouts of 
his ioon. 

4: 10: 14 

2. In tactical situations, secures 
information r egardine t he avail­
ability of rations , equ.~110nt , 
weapons and ammunition. Makes 
sure he understands information 
and orders he has been given by 
his superiors . 

l : 2: 3 

3. Carefully studies maps a.nd 
reconnoiters t errain r rior to 
engaging in specific t acti cal 
operations. 

4: 9: 13 

l 

Fails to check training schedules 
or other sources and so is unin­
formed as to t he uniform and 
equipment requirements for t he 
follc:Ming day. Does not secure 
information regarding the require­
ments for rrarking and displaying 
clothing and equipment . Takes 
actions without first checking to 
see i f his superiors have not ITade 
such actions unnecessary. 

5: 4: 9 

Does not know the location of his 
superiors, nor the location of 
itcns of equipment when ~ngaged 
in tactical operations . Fails to 
make sure he understands orders 
and infornation he has been givene 
Does not question what he does not 
understand. Accepts infornation 
from sources not qualified to 
provide it, and then takes action 
on the basis of this incorrect 
information. 

4: 5: 9 

Engages in tactical operations 
without first maldng a careful 
reconnaissance of the terrain. 

2: l: 3 

The th1·ee numbers following each behavior indi cat the frequency of 
reports of the behavior from subordinates , from superiors , and the tot al 
frequency, in that order. Frequencies presented in footnotes are i n­
cluded in area totals but not in sub-area totals or behavior total s • 
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Arca I. Planning and Foresight - 2 

Approved Behaviors 

4. Consults subordinates on matters 
which are peculiarly relevant to 
them. Seeks their opinions on 
raising funds to help a squad 
member in need or to purchase 
improvements in the squad's 
living area. Asks for their 
suggestions regarding the time 
to begin cleaning the living 
area and their ideas regarding 
the best procedure for going 
about it. Hhen a limited number 
of passes are available to the 
squad, consults men as to how 
they shall be distributed. 

6: 3: 9 

5. Questions and observes his men 
to see which ones are caught 
up with their work. 

1: 0: 1 

6. Interviews new men who join his 
squad regarding their age, blood 
type, home town, marital status, 
parents, schooling, . sports, 
hobbies,' pdss~ssion of an auto­
mobile, and family or personal 
problems. · 

1: 3: 4 

7. By observing and questioning, 
keeps himself informed regarding 
the kinds of knowledge, skills, 
and abilities his men have, and 
their level of proficiency in 
these things. Knows who among 
his men are slow learners and 
who among them are not well 
trained. Is alert to which men 
have personal problems . 

5: 10: 15 

- 16 -

DisapProved Behaviors 

Does not know who among his men 
are cau,ght up with their work. 

1: 0: 1 

Is unai,are of the l evel of know­
ledge, skill, and ability possessed 
by his men. 

1: 1: ~ 



Area I. Planning and Foresight - 3 

s. 
Approved Behaviors 

Secures basic military infor­
mation by talldng to or obser­
ving superiors, other NCOs, or 
by reading military publications, 
in order t o increase his own 
knowledge, e;nd to keep abreast 
of changes in military subjocts. 
Secures military information in 
such t echnical areas as weapons, 
tactics, equipment, map reading, 
dismounted and extended order 
drill. Seeks to improve t4s 
leadership ability by learning 
how to handle men, make reports , 
teach classes, and condu~t guard 
mounts. 

3: 32: 35 

Total A, Secures 

Approved 

InforJOO,tion 

~ gup ! 
25 9 94 

Disapproved Behaviors .. 
Makes little or no effort to in­
crease his own military knowledge 
or to keep informed about changes 
in military subjects . 

Disapproved 

1: 7: 8 

Sub Sup T 
14 18 32 

B, Secures Equipment 

1. Gets, or arranges to get neces­
sary equipment for his men. Is 
good at "scrounging" things that 
his [l'.licn need. To facilitate 
cleaning area, gets cleaning 
solution, wax, buffer, broom, and 
mops. To improve appearance of 
area, ~cro• 1ges paint, furniture 
and accesi:.o ... ies. To maintain 
weapons properly gets spare 
parts, oil, bore cleaner, patches 
and cleaning rods. Goes to supply 
room to replace missing items of 
clothing and equipment. When on 
range, sees that his men have 
anvnunition. 

.. 17 -

Ucglcct:J to get necessary .. equi p­
ment for his men, such ~s· equip­
ment noedea to·clcnn aroa •. 
Forgets to bring necessary equip­
ment when engaged in field prob­
lems. Fails to see that his men 
have ammunition ,rhen on the range. 

l: 4: 5 

·•· 



irea I. Planning and Foresight - 4 

Approved Behaviors 

2. Checks weapons, anmmition, 
equipment, and rations of his 
unit prior to engaging in tac­
tical operations. Checks and 
redistributes weapons, ammu­
nition, equipment and rations 
of casualties. 

8: 8: 16 

Disapproved Behaviorp 

Forgets to check weapons, anunu­
nition, equipment and rations of 
his unit prior to engaging in 
ta tical operations. Fails to 
check and redistribute weapons, 
ammunition, equipment and rations 
of casualties. 

2: 6: 8 

- ----------------------------'rot..11 B. Secures Equipment 

Approved Sub Sup .I. 
17 23 40 Disapproved Sub Sup T 

T 10 13 

c, Develops Plan of Operation 

1. Wakes men ~ - in time to per­
form some su.bsequent activity 
such a_s cleaning living area. 
Alerts men to "lights out 11 so 
that they .can get their work 
done and gear put away. 

6: 1: 7 

2. Develops .a systematic proced­
ure ·tor )lssigning men to work 
details, Prepares a roster, 
infol"JJIS his men of their pos­
ition on the roster, assigns 
men to jobs in line with the 
roster, and checks men's names 
when he ~. someone else assigns 
men to a job. 

13: 4: 17 

3. Assigns men to jobs in line with 
their knowledge, skill, and 
rank. Gives men responsibil­
ities consistent with their 
knowledge, skill and rank. 

4: 2: 6 

• 18 -

Neglects to wake his men up in time 
or wakes his men up earlier than is 
actually necessary. 

5: 3: 8 

(For disapproved behaviors . in this 
area see Area IV, Correcting and 
Rewarding o~ Punishing, and Area V_. 
Manner of Dealing with Subord­
inates.) 

Disregards men's level of knowledge, 
skill, rank, ancl experience when 
assigning them to jobs, or giving 
them responsibilities. 

5: 1: 6 



Area I. Planning and Foresight - 5 

Approved Behaviors 

4. Prepares himself when he is to 
give a class. Consults manual s , 
prepares lesson plans , arranges 
to get or constructs training 
aids , and prepares and rehearses 
demonstrations. 

0: 16: 16 

5. Develops a procedure in t actical 
situations for sending men to 
chow, while at the same ti~ 
nnintaining adequate levels of 
security. Carefully prepares a 
sleeping plan. Plans out in 
advance rot'' es he will take 

6. 

when engaging in tactical 
operations. 

2: 5: 7 

Disapproved Behaviors 

Fails to prepare himself when he i s 
to give a class. Does not consult 
nan·ua1s 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 route he will 
take or the signals he will use 
when engaged i n tactical operations . 

1: J: 4 

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

0: 3: 3 

-- --------------------------------__ 1J?ial_C-,_-D_e_ve-l_o-p_s ___ P_la_n ___ o-f_Op~-e=r-a~t=i=on.__ _______________ _ 

Approved §.!:!!?. Su;e !, 
25 28 53 

TOI'AL AREA I. PLANNING .P.N0 FuRESIGHl' 

Approved Sub Sup T 
67 120 187 

.-·19 -

Disapproved 

Disapproved 

Sub Sup !, u 19 30 

Sub 
28 

Sup 
47 

T -75 



i.REA II. TEACHING AND BRIEFING - . --·-'-----------
Approxi.m.~t ely 13~ of r.11 boh.:-.viors r eportGd nre con­corned Hi.th briefing c.Ild infonnally t eaching subordint•.tes, Subjects of subordioc.t c r ,:,.nks r eport behaviors in this area c..bout, one third more o.t'ton thc.n do subjects of superior r c.nks. Those bohc.viors mvo b0en grouped into three sub-areas: 

A, Inform.".lly t en.chine iren ( outside of r egu11rly 
scheduled c11sses). 

B, Briefing men prior to E'.ssigning them to jobs, C, The m.~nner of briefing or [,iving ardors to 
subordinates. 

Subordinc.te-Syperior Diffor;en<ces. Thero is little difi'urcncc betwc-.m subordin~tes v.nd superiors in tho frequency with uhich they r eport 11goocl 11 or 11bed11 behnviors in sub-nren.s -~ o'.'.ncl B, infonnc'll t ooching, ::ncl briefing, Subordine.tos report ~ somewhr.t 1.1.rger nunber of 11 b~d" incidents o.bout inndequnto 1-lCO briefings i n t r.cticnl situr.tions while superiors report ~ sor.-:ewh1.t larger number of 11 good 11 incidents l'.bout NCO checking of their men• s undorstnnding, 

li.."llner of briefing, in sub-n.rec. C, uvinces s or.1owhnt sharper subordirete-supcrior differences, Suborclin.'.'.tcs fre­ciucntly report "good" incidents about NCOs who accept. good s~ 0ustions from their ncn c.nd frequently report 11b.."'.d11 incidents ~bout NCOs 1:ho do not accept such good suggestions (C-2), Both t ypes of bel-~vior are less often reported by ron of supirior r rmks. A similar pattern is evident with reference to using promises of rewards and thronts of punishr.wnt M devices to motiw.t e men to work (C-8), tor "&1la subordin."'.tes freauently report the fonner e.s "good" mid the latto-r ns "bnd," supol'iors less frequently mention either behr.vior, NCO use of o. confident l!l".tto:r-of-fact rrnnnor when giving orders is reported ... s "cood 11 t-: subordinates; NCCs l1ho appcr.r to be afraid to give orders to their ::lcn (C-6) ,:,.re cit ed as "bad" more often by sup} riors, Both r , .nk 3roups r eport 11b.'.1.d" incidents of NCOs usin_:.; prof~nity or yollin.r; whon r,ivinc.; orders (C-7), 

filJJ'ei:ences in Opinion c._s to 1,lhf-'.t is "Approved" Behnyicr. In contrl'.St to the nk').jority of n.re.'.'ls nnd s'iib-nres within this study whero there is general cgr ecment cs to whl\t constitut es 11r.pproved" behavior, in sub-<1. ren c, the nnnner of briefing or civinc orders, we find n nd.nority of subj ects who c~ iffer from the rost of the group, This my, in pr.rt, reflect a feeling t hr.t special circWll3tn.ncos wr.rrnnt di.ff er1;;nt be hr.vi.or ns, for exru:,plo, in C-8 where the use of threats of punishraent as a premotivator is gencr:-.ll.y reported ns "b,:,.d 11 (33:7:40), but 
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threatening when ther 0 lr.s been previous poor ~e r formance i s reported J.S "good" (8:6:14).1 The us e of the chP.in of CO ,i11-:nnd ns J. justificr.tion f or orders was reported .as "good" in three ca.sos (1:2:3) but as "bad " in six (4:2:6). "Asking" 1,10n t o do things W<'-S r c:;Jortcd .'.'. S "good" by rdro subjects (8:1:9) but ns 11bo.d" by throe (1:2:J). Hhile thor e is clear cvidonce thnt subordinc.t cs favor "nsld.ng" as .1 iret hod, it i s not so clccr t h~.t superiors would ngr oe wit h them. 

Tho importc.nce of t he i1c.nner in which on NCO truces nction is craph:l.sizcd by the fo.ct t mt subjects r eport as "bnd" the curt r e jection of ides or s u.:;e:;estions (C-2) but r eport as ".::,ood.
0 

the r ejection of poor suw ostions nfter their e V'r'.lun­tion b:,,r the NCO (C-3). They ru.so r·cport as "bc.d" the dolo­gc.tion of nuthority c. s c. lilcc.ns of r.voiding work but report ns "r:ood0 tho propor delogc.tion of l.luthority (C-5). 

~clntive Frequency of ~ovod vs . Di~npproved Beh~viors. In sub-nren A, inforn: l t eaching, both subo rdinatcs ~d SUl)eriors r cportud more r,ood the.n poor eXl'..mplos by ['. five to one r .::.tio. In sub-nrcn B, briofing men prior to assigning them to j obs, both subordimtos nnd superiors r eported more good bch.'.viors t~'\n poor behaviors by .:i. tl-.o to one ratio. In sub­nrcc. c, m:i.nner of briefing or giving orders to subordinr.tcs, good beh:::.viors are onlf reported slightly more often thnn poor bcl:.r.viors, (55% to 45%) by both suborili1ic.tcs and superiors. _ 

1 

Typos of three.ts r eported ::t s 11good" b:-,.- both subordimtes ;i.nC:. st:pcriors included gi vi ne, n gencr <!l W<'-rrdng <'.nd pulling _)u.sses . it.e:Jortud r.s "good" by subordinates only wore telling supurior when rrcn refuses to obey an order, com,.wlling r.nn to 11or k on mm tim3, and giving nn undesirabla d~tail such as KP .. r,e_µorted l!. S "good II by superiors only ,vere threds of physic:'.). enforcement of orders. 
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AREA Il. TEACHING AND BRIEFING 

J... Informal Teaching 

Approved Behaviors Disapproved Behaviors 
1. Takes the time to teach his men 

such things as how to mark, fold 
and display clothing and equip­
ment in proparation for inspec­
tions. Teaches men bow to clean, 
repair, and utili~e clothing, 
equipnent, and woapons. Instructs 
his men in field living, tactios, 
coamunication end vehicle. main­
tenance. Gives certain men special 
instruction in the job of being 
an assistant squad leader or 
team leader. '#hen possible0 teaches his men by example and 
demonstration rather than by 
just telling them. 

38: 32s: 70 

B. Briefin« 

l ~ When new men come into the squad, 
trients them to unit and post 
policyo Tells them what will 
be expected of them, and informs 
them of the location of verious 
service and recreations! facilities. 

3t: 21: 5 

2o Briefs men as to tho preparations 
they will have to make for the 
foll~wing d~Jo Informs them of 
the kind of ectivi ties •)r classes 
that will bo held, the time of 
such activities, and the equip­
ment. they will need tru participate 
in these activitiea. 

61. 71: 13 

- 22 ... 

Neglects to teach his men such 
things as the proper procedure 
fo~ marking and displaying 
clothing and equipment. Faila 
to instruct bis men in tho pro­
pe~ use of weap~ns, Does not 
prepare any of his men for the 
responsibilities of leadership. 
When he does teach, is inclined 
to tell his men rather than 
show them by example and demon­
stration. 

8 s 4: 12 

Fails t~ orient new men when 
they first cane in. Fails 
te inform them as to who are 
the squad leaders ond wbo is 
the platoon sergeant. 

Fails to inform his men regard­
ing the type end tireo of 
ectivitiea that will be hold 
tho following day. Doesn't 
tel1 his men what preparations 
in the WfVJ of uniform and 
equipment they will noed to 
participate in these activities. 



ARE.A II. TE.ACHING AND BRIEFING - 2 

Approved Behaviors 

3. Briefs his men when assigning 
jobs to them by carefully telling 
them what to do and how to do 
it. Gives all necessary details. 
Koeps men informed regarding any­
thing that is of concern to them. 

10:· 91 19 

Thoroughly briefs his men prior 
to engaging in tactical operations. 
Gives all necessary informiltiou, 
using maps, diagrams, and pointing 
out tho terrain when necessary to 
make sure the briefing is clear. 
Covers such material ea:: lccation 
and strength uf the enemy and friend­
ly forces, location of the CP, the 
mission, time of departure, how 
to move, route to be takent. what 

Disapproved Behaviors 

/hen assigning men to jobs~ 
issues confusing and c~ntre­
dictory orders. Often tells 
men whet to do , but not how 
to do it. His instructions 
ere usually t~o general to 
be of vf!lue~ Does not give 
complete inf~rm tion. Fails 
to keep his men informed on 
mette=s which the] need to 
know. 

Fails to brief bis men thorougb:­
ly prior to engaging in tac­
tical op3rations, Relies 
on ver el briefing al~ne 9 
not mak!.ns use cf ruaps and 
diagrams to clarify points~ 
Issuea confusing, contradic­
tory, end inadequate orders 

.. end information. Often fails 
to tell his men fields ~f 
fire 9 special signals, rally 
pqint, recrBani2ing plans 0 
time to move out, and where 

to do whon hit by enemy fire, rally 
point, plen for reorganizing, signals,. 
ehoin cf command in case the loader to go. is killed, firing positions, end 

·fields of fire. 

181, 16: 34 

So In both tac+ic1l end non-tactical 
briefi0t3sa uJSigne epecjfic men 
t o specific jobs so as to avoid 
any misunderstanding ao t o wb~ 
is to do whet_. 

lh 9i 2C 

.,. 23 ... 

14: 7 t 21 

In both tactical and n~n­
tactical situations es'.31 gns 
j 0bs to his men in such a 
way tha-t;; they don't knew who 
has what spec:lffo r espons1.­
biH t i es., 

4s. 1 5 



AREA II. TEACHING AND BRIEFING - 3 

Approved Behaviors 

6. In both tactical and non-tactical 
situations checks bis men's under­
standings of material presented to 
them by asking them questions and 
by encouraging them to ask him 
questions. 

Total B. Briefing 

Approved 

3, 13, 16 

Sub~ T 
51 56 107 

Disapproved Behaviors 

Disapproved 

c, Manner of Giving Orders 

1. When giving orders to bis men, tries 
to aite good reasons why the job 
must be done or must be done in a 
certain way. Appeals to men's aense 
of fairness and personal worth as 
a soldier when assigning them t<' 
jobs. Also cites the fact that they 
will live longer and be· more effect­
ive in ccmbat if tb,y do what they 
are told. 

2. Carefully evaluates ideas and 
suggestions <"'ffered by bis men and 
accepts thm. ,.-hen they we good. 
Aske ter volunteers wben assigning 
men to jo be and uaes men who do 
volunteer. 

l2a: la 13 

1 

Fails to give bis men reasons 
why things wst be done. 
When justifying orders be 
gives to his men merely cites 
the fact that he is a NCO 
and that the men are in the 
Army. l 

Is unreceptive to ideas and 
suggestions offered by his 
men. Dismisses such 1desa 
and suggestions without first 
carefully evaluating them. 

131- la 14 

There are three cases (ls2a:J) in which citing the •abain of canmand" 
is approved es a neaon for doing a job. 

- 24 ,-



AREA Il. TEACHING AND BRIEFING - 4 

Approved Behaviors 

3. After evaluating suggestions 
offered by his men, rejects th.em. 
if they are poor? 

4,. When giving orders to men in hie 
squac, transmits these orders 
through his assistant squad 
leader or through teem leaders. 
When correcting, punishing or 
assigning jobs to men in other 
squads, geos through the men's 
squad laadero-

5. Delegates responsibilities to 
suberdinates to secure equipnont, 
train new men, select men f~1r­
dotails, check men's state ~t 
readiness, and supervise their 
aotivi ties. 

60 dben givine .;)rders to his men
0 uses a confident, matter of tact 

manner. Gives the imprAssion 
that he has little doubt that thf 
men will comply with his ordArs~ 

20a Ba 28 

L 

Disapproved Behaviors 

Uncriticall.y accepts ideas and 
suggeati.ons : offered by bis men, 
even when .such suggestions are 
poor. Is easily awayed by his 
meD. 

4i 5• 9 

Ct,rrects, punishes, or· assigns 
1obs to men in othor squads 
without going through their 
squad leader a. 

In order to avoid woirk llimaelf, 
assigns his responsibilities 
to subordinates. 1fas bis sub­
~rdinates • select· 'mo.n tor· 
details,.:...au-perviso cleaning or 
area, supervise preparation of 
displays, and make reports. 
In tactical situations, has his 
subordinates distribute ammuni­
tion, keap.....men -alert ., at night, 
and lead patrols--tbings which 
he himself should doo 

Indicates by bis manner that 
he ie afraid' to give orders tit 
hi~ men. Does things llimself 
rather than tell his men to do them .. 

2i 12: 14 

When giving orders tc bis men, 
hollers, yells, and uses 
profanity. 

There arc nine cases (811:9) in which •·asking• men to do things is approved and three asses (1,213) in which it is disapproved,,. 

- .25 -



AREJ. II. TEACHING AND BRIEFING - 5 

Approved Behaviors 

Be When assigning jobs to bis men, 
motivates them to do a good Job by 
premising pasaos Oi.." time off• am;d 
by offering to help themo Appeals 
to bis men's pride and express.es 
confidence in the ability of his mo~ 
to do a good job. Does not threaten 
his men aa e means ·01' 'motivating 
them. 

9. When assigning men to jobs tells 
them that he will inspect and when 
he wi11 inspect their work. 

4• 2, 6 

10. Sets high standards for bis men 
when assigning them to jobs. 
Empbaei~es the need te aet the job 
done. Encourages competitions 
between end witbin the squads as a 
means of getting goc~ .wGrk done~ 

_lQa. lla. 21 

Total Ca Manner of Giving Orders 

TCYI'AL AREA II ... '!'..ACHING AND BRIEFING 

. Approved 194, 1471 341 

l 

Disapproved Behaviors 

Threatens his meL as e means 
of motivating them to do a 
good jobo Threatens them 
with extra details, physical 
violenoe, restrictions, dem~­
tions, and imprisonment.1 

33, 7, 40 

Sots l~w standards for bis 
men. Enccurages his men to 
get the Job done fast, dis­
regarding the quality of the 
work resulting frcm this 
apeedl. 

2, 01 2 

Disapproved 

Disapproved 1161. 67,183 

Tb.ere are fourteen cases (8i6il4) in which threats of aome kind of 
,lunishment are approved.. Tbeae generally occur when there has been some 
previous poor performance on the part of the person threatened~ 



/~A_:Q:1 1 SUPERVISING A.ND CHECICTNG 

Appraxi.imtvly W of nll behcviors r eportud are con­
cerned with suporvi.sin[; c.nd checking . 3ubjects of superior 
rn.nks report beh".viors in t his ti. r cn. almost twicv as often 
ns do subjects of subordinnto r <'-nks. These behaviors hc.ve 
been grouped into four sub-nreas : 

A.. Supervising mon in non-tactical sit t1,..".tions • 
B. Checking n-en in non-t.Mticr.l situations. 
c. SuJX3rvising and checking mm in tactical 

situat ions. 
D. Quality of voice. 

Subordinato-Supcrior Difforcncc:::_. The bt3hc"\viors report ed 
in this nr ca show u pattern of subordinnt u 1".nd superior differ­
uncos in .:i.ttitudc t ownrds supcrvi.si~ ,.nd chwcking bemviors. 
Suporiors r eport NCO supcrvisinz; .:-.nd checking of their mun 
(A-1,2,3; B-1; C-1,2) n.s 11 good, 11 n..1d NCO f nilurcs to do so, 
.::i.s 11bud. 11 They nppur ontly shmr littlu concom over thu tioo 
r.t uhicl1 thcso c.ctivi.tios take p~c...: (A-4; .13--2). Subordimt0s, 

• on tho other h:nd, ovidencv thdr gr eat est concurn with thu 
timl.! r.t which th-.; supcrvisil'lG .:-.n~ checking a.re dom.: : they . • 
report requiremonts of work doring off-duty hours as 11bad. 11 

Incidcntnlly, this r.cjoction of worldng on their own time docs 
not includu Frid.:i.y ovuning in prcpn.rc.tion for Sn.turdu.y inspection., 
n. prr.cticu which is npp.:-.rl.)ntly not objuctud to by subordimtcs. 
Thu only other bum.vi.or on which more subordinc.tcs report than 
supvriors concerns thv NCOls ability to communicnte to his men 
c~urinc tncti cc.l opurntion.s ( C-3). 

Relative Frogucucy of Approved vs, Di:,approyod Bxhqvior~. . 
Doth superiors and subordinr.tvs gnv<.: slightly more good ext'.mplos 
th.:m poor uX.'.ll!lplos (53% to 47%) of buh.'.J.viors in this tot.:il 
.:-.ro.'.'. . In sub-c.roc. A, non-t<1. ctic..".l supervising, subordimtos 
g::wu twice .:-.s nnny poor ox..".nph:::: r.s good cx.n.mplus, r. r o·rersn.l 
of tho ustul pt.ttcrn cnusud by th-.: obj ...: ction.s L:c.mtioncd c,J,0v ...:1 
to working on thuir own tiIJY..:. 



1JIBA III, SUPERVI.::>ING; &JP CHECKING 

A, N_ol,?':tac;ti ool ., ui;,grx; cii Pi 

Approved Behaviors 

1. ~equires his men to keep their 
living area clean. Supervises 
his men while they prepare tie 
living area for inspections. 

2. 

6: 12: 18 

Requires his men to clean their 
clothing, equipment and weapons. 
S~pervises their preparations 
of their pirsonal eear for in­
spections . 

5: 20: 25 

3, Supervises his men in various 
activities in which they are 
engaged. Watches their perfoi­
m:i.nce on work details, in class, 
on guard mounts, and in vehicle 
m:i.intenance. Closely observes 

5. 

. "eight-balls". Knows t~e 
whereabouts of his men. 

4: 27: 31 

Disapproved Behaviors 

Doesn't reqµire his men to keep the 
living area clean. \/hen 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. \!hen men are cleaning 
their gear or preparing it for in­
spection, fails to supervise t hem. 

2: 18: 20 

Fails to supervise hls men as they 
engage in various activities. Does 
not urge them to good perfo:rmncc. 
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 mm 
time, either before duty hours in 
the morning or after duty hours in 
the evening. 

14: l: 15 

Harrasses his men Hhile they \'lork. 
Jt ands over them and tries to con­
trol their every movements. ~tper­
vises too closely. 

6: l: 7 

- ~rotal A,. Hon;.til..QjJ....:ic~4J.--S~u=.ip==c~rvi~irl.Lg=c~---------------
Approved Sub £ill?. T 

15 59 74 
Disapproved Sub Sup ! 

34 57 91 

1rhere are seven cases (7:0:7) in H,.ich failure to SU'.)ervise is 
u!)proved. These seven cases are distributed among A-1,2,3, B-1, and C-1. 



Arca III. ~upervising and Chacking - 2 

B, Nontactical Checgng 

Approved Behaviors 

1. Checks the appearance of the 
living area in the morning 
and prior to inspections. 
Checks men 1s preparations for 
inspections and for other rew 
activities, such as bivouac or 
field problems. Examines men I s 
clothing, equipment, and wea­
pons for loss, state of repair, 
and cleanliness , particularly 
after returning from field 
problems. Inspects each nan's 
personal appearance in the 
morning before inspections , and 
before letting the man go on 
pass. Checks his men i n class 
and uhen1 they are on Hork 
details. 

33: 36': 69 

Disa~proved Behaviors 

Fails to check the condition of the 
living area or the condition of 
clothing, \1eapons , and equip .1ent . 
Neglects to inspect his men 1s 
personal appearance . 

8: 27 : 35 

Holds inspections of men 1s personal 
cear on men 1s own time--after auty 
hours ir. the evening. 

5: 0: -5 

_Total B. Nontact i cal Checking--------------- · 
Approved Disapproved Sub SuE '.!, 

13 27 40 -----------------------------------
1. 

C. T1.ctical s,1per_yising and Checking 

Knows the wh~r eabouts of his 
men, even though they may be 
dispersed and concealed. 
Keeps his men together and 
yet movin~, oven v,hen going 
through difficult terrain, 
and Gets theJ.1 to the ri.::;ht 
spot at the right time. In­
sures that his men naintain 
cover, concealment and dis­
r,ersion. Insist_s that his men 
constn..ct adeqm.te fox holes 
and weapon install~tions . 
Sees to it that designated 
men ar~1awakc and alert at 
night . 

38: 79:117 
-· 29 -

~ee note 1, ;:ircced~.n[' pa,:;0 . 

Does not keep track of the ,·1here­
""bods of his men, evon i!hen they 
&re not dispersed and concealed. 
Fails to keep his r,1en together and 
movin0 f 0rwJ.rd. ::>oes not get his 
men to the rj_ght S!)ot at the 1·i&ht 
time. Is lax in maintainin6 or 
having his men tiaintain cover, 
concealment and dispersion. Neglects 
to dig or have his rr.en dig ac.1er:u::rl.c 
fox-holes or 1,rrnap on i nstallations . 
Fails to sta~r mrake or t o see that 
designated men are aw~.ke an alert 
at nieht. 

27 : 64: 91 



. ,rea III . Su~ervising and Che cld.ng - 3 

Approved Behaviors Disapproved Behaviors 

2. Keeps in contact with superiors 
so as to facilitate the recei­
ving of instructions and infor­
nation. 

2: 12: 14 

3o When eiving iru;tructions to his 
men, uses hand and a~m signals 
when appropriate . At other 
ti~es shouts loud enough so 
that his men can hear over the 
noise of firing 

3: l: 4 

Is unable to receive necessary in­
structions and information because 
he fails to keep in contact with 
superiors . 

l: 9: 10 

Relies upon arm and hand sicnals to 
conmrunicate to his men at times 
when he should be shouting to them. 
Hhen he uses verbal commands, he 
can not be heard. Takes up a pos­
ition so that his men can not see 
him for instructions. 

8: 5: 13 
----1,otal C, Tactical Supervising and Ehecldng 

Approved Sub Sup ! Disapproved 
43 92 135 

Sub Sup ! 
36 78 114 

DL Quality of Voice 

1. Has a voice which is l oud 
enough to be heard by his men. 

0: 1: 1 

His voice is not loud enoush to be 
hev.rd by the men, even in non­
tacti cal sit uat ions. Has no adeq­
uate control of voice, so that 
corranands often sound like screams . 
A foreign accent impairs the man' s 
ability to understand what is said. 

J: 7: 10 

TGrAL AREA III. SUPERVISirJG A~lD EHECKDIG 
Approved ~ Sup ! 

9'8 188 286 

- 30 -

Disapproved Sub 
86 

~T 
169 255 



~ .. I V, CffiRECTil . .:.':!..P_H.E\ UIDI]~P,-~. PUHI SHING 

Ap~n-oxinnt ely 14% of tho be :--.viors <'-r cone rnod wit h 
corr.:ictinc nnd r c.n·1<'.r ding or punishing . Nen of subordim.t c 
r :.nlrn report bohJ.viors in this nr on r.1or o t hc.n twic e 1".S often 
-'.'.s do ren of superior rr.nks . These beh~'.vior s h'wo been grouped 
into thr ee sub-, runs : 

• Correcting. 
B. Rewnrding or Punishin .::;. 
c. Critiquing . 

5~bq_rdinnte-Superior Differences. Slil,h.tly over hl'.lf 
(J f thu "gooc:.11 r eports :-.bout corruction r.. r u m".dc by roon of 
superior rnnks., :mcl tho l a rge ro jority of tho "br.d 11 r eports 
.-:bout corr ection come from mm of suborclin::.te rnnks. Superiors 
r eport .:is 11goocl.11 the correction of poor perfornr.nco r.nd r oport 
ns 11 b:'.d 11 thv f:tl.lurc to corr ect poor perfornnnc.:: . SubordinD.tes , 
on the other h,:,.nd., displc.y so1.~1-:h.".t diff r ent int 0rests in 
corructing. Like supuri.ors , they r uport ns 11gocx:1 11 tho correction 
of poor per form'.:..nco . UnJike superiors., however., they l ess 
frequently r eport .:i.s "b..".d" the f :i.ilurc to correct ~nd mor e 
fro "Ucntly r port ns "h"d11 the rnminer er situntion in which the 
correction is r.ndc.l Af!lOng the bcmviors reported ns "bnd" by 
subordinnt es nr c : observe stc.nd.:-.rds which tho NCO him.self docs 
not obs erve; being m.~de to correct pcrform:ncu which they f eel 
i s s .:-.tisf.:'..ctory., p.."-rticulr.rly when such perforrrr.nce h: .s been 
cv:-.lu..".ttJd .:i.nd .".pproved by ;,er~mns superior in r ,".nk to tho NCO; 
bcinG chc-wed or punished r-".ther thr.n told wh.:-.t is wrong or 
shown how to do bvttcr,. 

-; 1hilt.: r e~)orts of r owc.rds .'.'. r u outnw-.'.bor cd r.bout four-to- one 
by r w:1orts of punishr:icnt, the row~rding of good perfon,1"'.ncc is 
r eported ns "good II by both suborclim t cs c'.nd superiors :-.nd is 

1 
Reports of en , COi s showia~ rnn how t o correct occur for 

l~ss f,'requcntly th<'..n pur ly vcrbnl correction; showing hm, is 
:-.lso criticized l ess oftc.:n t h".n the lntter. 3howing h~, gcn­
e~.11.y occurs in del r.yed r .'.lthcr thr.n on-th(::-spot correction, 
which t ends to be vcrb.1.l .:i.nd is r:10rc oft ,2:n criticized th[.'.n 
c1.ol.".yod correction. This does not mo.:i.n th.'.'.t the subjects nr o 
critic~l of on-the-spot correction per se0 



novcr roportcd ns "bnd" by either group. 1 Subor~tcs do, 
however, r eport .'.'. S 11 b.:-.d11 tho fc.iluru t o r 1.iw.:,.rd good porfor-
1:1.~.nce. Consistent with this p..".ttom nr u 11go0<~11 r eports by 
subordi.mtes o.bout NCOs who r c:nct to poor pcrforr:\0.ncc by 
tolling tho men who.t is wrong ,".ncl by showing thll!l how to do 
better rc.ther th[,n by punishing than. 

The ['. c\n'd.nistr:-.tion of punishment is r uport0cl ns ''bnd" 
by both subject groups, but p.-:~ rticul.'.'. rly by men of subordimtv 
r :-nlcs .2 Thor0 nr c r el."\tively few r eports of situ.".tions in 
uhich the HCO should h;-.vu punished, but f ,".i.lcd t o do so; rooN 
oft1..m punishment is r eportedly i'.cb-.d.nist ..:rud whcro it wns in­
~!)propric.t 0. Th1..: m.". jor r or.sons for objocting to punishm.:nt 
.:'.re listvd under sub-r.r 1..,.".'. B, bc.hc.viors 6 t hr ough 13. 

R~l_o.tivc FrugHU~CX of_Approvod vs, Disapproved Ro)J,."\"O,ors . 

I n sub-.:i.r cn , correcting, subor din:-.t l:s r oported .:i.n cqu.."\ l 
nu1.hor of 3ood r.nd poor c:x..".rnpks whor t.;D.S 71% of thu examples 
.Jiven by superiors wt- rv good ,--.nd 29% poor. How0v1..:r , f or s ub-
.re.-·. B, both subordin,--.t .;s ,.nd supt:riors G".VC;; twic E; o.s r.i."ny 

poor ox.'.'.r.1ples of r owc'.rding or punishing ~s good t::x.'.lmplos . 
8ub-nr oi'. C, critiquing, was s eldom reported by uither rr.nk 
t;roup. 

1 
Rupcrts of verb.:-.1 r ew:'. r '.s (pr :1.i s0) occur .:-. bout ['.S oft 0n 

.:-.s reports of t r.1 ' i bl e r cwnr cls (p:-.ssus , cxcusin;; f r oi., cluty , 
e·~c.). Bot h typus ,f rm1:.r c..s ~. r e r epart ee~ .:-.s "good" by both 
suborc.in..".. t os '.nc:1 superiors . 

2 
Luports of vcrb;-.1 punish1-cnt ( chewinf , otc . ) occur l uss 

o:i."ten t h.".n do r c::)Orts of t ~.n:•:iblu pun.i.sh1,1mt (extra duty, re­
striction, physic.:-.1 1-1ork-out) . T.:-.n.:.,iblt: punishr1ent is r port eel 
.:.s "be.cl" by ::-. two-to-onu r :-.tio, v0rb: .1 pun.i.shricnt by ..,_ rri.nc-t -
0!1c r ;-.tio . 

1 



J\h'.LA IV. CORRI:C'l'ING Al~D RL .. I\RDI JG Oft PUNISHING 

h_. Correcting 

,\p:proved oehaviors 

1. When his men rnke mistakes, 
takes i mmediate action to 
correct them by telling them 
how to do better, shO\'r.ing 
them how to do better, and 
then r equiring t hem to 
correct thei r performance . 
Is particularly careful to 
ohow men how to correct 
their mist akes in tactical 
traininb by physically 
placing t he men in correct 
positions, showing them 
sketches of the various for­
mations , or at least by tel­
ling the men whor e he should 
be and what he should be doing. 
Verbally corrects men 's cover 
concealment, and dispersion in 
t actical situations . Corrects 
men I s mistakes in the construc­
tion of foxhole s and weapon 
emplacements . ilakes on the spot 
correc ions of men who goof-off 
on details, act r o~dy or dis­
orderly, don't pay attention or 
show a lack of military courtesy. 
Requires men to correct poor 
personal appearance, losses of 
clothing and equipnent, and 
poor app~aranco or c0ndition of 
P,e::i.r and living arcaQ Shows men 
how to cor r ect poor ri fl e f:.. ri 1g 
positions by .:,etting C: otm '.lr,c1 
act i:ig as their couc~. 'l'ak~s 
op;:,ox-t ,m~ .. ty to t e:ich ot-'.1ers 
while he corrects rien w;10 itt> k~ 
dstake3., 

41: 50: 91 

•• 3.3 -

Disapproved Behaviors 

Takes no correcting action uhen he 
sees his men JI1.ake mi.stakes . Ignores 
the fact t hat son:e of his men are 
not doing thei:i.~ share of the 1·w rk, 
or are acting in a disorderly 
rr.annere Overlooks poor personal 
appearance or a lack of milit ary 
courtesy and discipline on the part 
of his men. Does not correct poor 
perfornence in tactical sit11ations, 
such as failures to maintain cover, 
conce~lment, dispersion, a proper 
rate of forward movement, or sec­
urity at night. Takes no action to 
en:orce safety r egulations on the 
range. 

e: 19: 27 

C!1ews tr..Jn or+, when he sees them 
rmke mi ... t a~cs , rath., r than shm;inr 
hm: t o ccr 1·cct thcmo 

5: 1: 6 

Regtti.res correcti on when ther h-:1s 
been no poor perforTan~e. Rcyuires 
correction o.f mist a~es that i1c­
hirnsdf make::; o Co. r cctc 1) l's ens in 
t :1c presc.nr, E. of others o 

2() : 3: 23 



Arca IV. Correcting and Rewarding or Punishing - 2 
Approved Behaviors 

5. Takes time in the evenings to 
work with men ",ho have per­
formed poorly becaune of some 
physical, psychological or 
, ituational condition-men who 
a:-e physically uncoordir.atea, 
he.ve a physical handicap, are 
slow learners , or have missed 
portions of their basic trai­
ning due to conditions 'IJeyond 
their control . Work.., wi 11 
auch pe rsons on such matt ers 
as the displa:1i ?1G of clothing 
and equipment , u:;e of ,-1eapons , 
dismounted drill , and any 
other deficienci es they nay 
have. Also takes time in the 
evenings to work with men ,1ho 
have poor habits of per&onal 
cleanliness , lack military 
cour-c,esy and discipline, er 
have a record of being drunk 
or disorderly. Tries to 
motivate such men tc do better. 

15: 15: 30 

Disapproved Behavi~ 

Chews his men at the same time t hat 
he corrects them. 1oreover, the men 
may not have performed poorly in the 
first plac.J or it may not havE; been 
the NCOs responsibility t o make the 
correctionli . 

20: 3: 23 

--------------------- · Total A. Corre~_t_i_.ng _______________ _ 

Approved Sub Sup T 
5b 65 ill 

Dbapproved Sub 
53 ~ ! 

26 79 

£!...._Jtcwardiru., or Punishin_g 

1. Rewards good per fornence on 
the part of his iren by 
praisi ne them, getting t hem 
passes or time off, excusing 
then from det ail s , and reoo­
JT11:1Emding them for promotions. 

27: 10: 37 

- 34 -

Fails to praise his men when they do 
good tiork. 

3: 0: 3 



Area IV. Correcting and Rewarding or Punishing - J 

Approved Behaviors 

2. Does not chew or punish his men 
when they doo poorly, but rather 
t ells them to, or shows the~ how 
to correct their poor perform3.nce 
in squad t actics, ri fle firing, 
and appearance of displays and 
equipment. 

20: 8: 28 

J. Asks r eason for poor perforrrar1ce 
on field t ~cti cs, personal 
appearance, equipment, absence 
from detail. Gets complete 
story from both sides then 
corrects rather 1han punishes 
if appropriateo 

4: 2: 6 

4o Punishes poor performance on 
the part of his men by pulling 
their passes , giving them extra 
dot~ils, or giving them extra 
trainine. (Host often such poor 
porform:i.nco takes the forn of 
poor personal appearan~e, goof­
ing off on work details , dirty 
:reapons , and rrci.ssing 2r being 
late for formations.) 

27: 5: 32 

1 

Disapproved Behaviors 

Doesnrt ask reason for poor 
perfoI"'!lance t o find out if man 
was at fault . Punishes i·ti t hout 
finding out who is to blame. 

5: 1: 6 

Fails to punish his men ·rhen 
they doo poor work. He .,. itdes 
to tell superiors, pull ~~ssos , 
or gi ve extra details to 1 len 
who di rectly r efuse to obe;r him, 
talk back to hiin, sho;•1 disres­
pect, or leave work details 
without permi"sion. 

6: 7: 13 

There is one case (1:0:1) in which not accepting ... good excuse for 
poor per.fonnance is approved. In tr.is instance, the NCO cheued a ·man 
for foiling to maintain his area even though the man told hi;,n that 
someone els had left trash aft er he had cle.::.ned t he .:i. re.1. 

2i. :hile these approved punishing t echniques have b~en evaluated as 
:,ood techniques l:?Y nome subjects, a nearly equal number of subjects 
(27:6:33) would not agree, and evaluated these same pun.ishing techniques 
a::: poor. Since these punishing techniques were not as cor.-.plet ely 
rejer.ted by t:1e subje cts as were those :µstcd in B-5, they r.ny be con- . 
sid0red ~ere acceptable methods of punishing poor performance than 
are tr.e punishing techniques listed in B-5. 
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Area IV. Carree.ting and Rewarding or Punishing - 4 

6. 

10. 

Approved Behaviors 

- 36 -

* 

Disapproved Behaviors 

Punishes poor performance on the 
part of his men by physically 
striking them, giving them push-ups 
or some kind of physical work-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 e1rors of one 
or a few individuals. 

136; 38:174 • 

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

(45: 05: 50)* 

Provokes the men to poor perfor­
mance, and then punishes the ~an 
for the poor performance. 

(20: 01: 21)* 

Punishes the men more severely tha.n 
is warranted by the seriousness of 
the offense. 

(57: 18: 75)* 

Makes the same mistakes for which 
he punishes his men. 

( 9: o6: 15)-il-

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

(20: 02: 22) -il-

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

lwhl.1e these punishing techniques can be found in critical incidents 
evaluated as 11good11 by the subjects (19,:17:36), the overwhelming rra jor­
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 IV. Correcting and Rewarding or Punishing - 5 

Aporoved Behaviors 

11. 

12. 

130 

Total B, Rewardi ng or Punishing 

Approved Sub Sup I 
78 25 103 

c. Critioues 

1. Crit iques his men ~ft.er they 
have completed some t actical 
problem, discussing both good 
and poor points cf the comp-
leted performs.nee. 

2: 1: 3 

Disapproved Behaviors 

Punishes men i n the presence of 
others. 

( 1: 1: 2)* 

Punishes men as a means of i mpress-
ing superiors. 

( 6: 0: 6)* 

Punishes men by reporting them to 
superiors instead of handling such 
problem personnel himself. 

( 0: 7: 7)* 

Disapproved Sub 
~ 

T 
150 196 

TOTAL AH.1A IV. CORRlCTING AiJD p~ -1. :illDI TG OR PUNISHING 

Approved Sub Sup T Disapproved Sub Sup T 
~ 108 264 230 78 308 

.- 37 -



j,I'Ej , V ~ MAiNR _o_F DEAUNG _11ITH SUBOnDINATES 

Approxirmtcly 6% of thu b .:; h..".viors r ..:portl!d .1r e concerned 
1!i t h the r.r.nner i n which t h'"' NCO d...: :-.ls with his subordinctes . 1 
:ion of subordin'.'.t -3 r ".nks r c.:port buht.vi ors in this nr cc. bout 
thruu tinos ".s oft vn .'.'. s clo rJ1.:n of sup.:i rior r:mks . Those bc:­
lmviors h".V..; bu0n i; r oup..:d into four sub-.'.'. ru:'.s: 

A_,; Sh..". rine cor.ir.1on sk.ml:-.r cl.s. 
B. F:-.irnuss . 
c. Friundlinoas . 
D. Adr.rl.tting errors. 

Subordimt L.-Superi.or. Di~~• This nr en rofl-.Jcts 
botweon-rcnk di.ffc. roncos on st:vur:-.1 .... sp" cts of th<.: m.: nnor in 
which tho NCO clo.:.ls with his subordin:-.t oJs . In sub- r.r cn A, 
subordin".t ,Js r eport ".S "good" t hu pr .ctic1.:. of th...: NCO working 
:-.longsidu of hi s mun on work d<.:t , ils wl-k: thcr th1J unit i s short­
h:-.nded or not (cornbinud fre:quuncius . ..._ r e 22 :01:23) . On tho 
othur h.:.nd, s upuri. ors, with th <:!Xc cption of on0 approval 
,1hc,1 the unit is short h--.~. od ".llrl two 11 b.'.'.l~ 11 r uports when the 
unit is not short- h:-.ndo<l , do not r.. c.mtion thu pmctice !\t all. 
In sub-,'.'.r u". B, :~g".in subordin".tes contributu thu bulk of the 
r eports; mos t of th1.: t>t, r form.".nc u ci t ud is "b:--.d" nnd r efers 
to NCOs who pl.'.'.y f ".vorit cs or h".vu sc.'.'.pogo:-.ts , nlthough thuru 
is so1:1~ conflict of opinion Nhorv pr e:vious poor !)1.; rforn:.nc o..: 
is conc tlrn.ode In s ub-:\r o:-. C, supurlors . outnurnb 1.. r subor clim t e;:s 
in bch:--.vior r oports; her" :>.G:-in th,:, r <.;po rts :~r o pri.rrr.rily "b:-.d" 
.... nc~ rufloct oppositi ,n t o 1.;xcuss fri cmdlincss butw1.;'-'n the NCO 
:--ml his men. \-!h".t constitut'-'s being "too friendly" is, of 
coursu, :,. difficult question t c ,"..nm-1or "nd will bu tr(.;:-.t ucl 
at rorc longi;h, with world.ng ".longsid" of m1.;n '.'l'l<l h:-.ndling 
poo:.· pur forr:..; rs, in thu dis cussio. s uction of this ruport. It 
should bv not ed hero, how uvur, th:'.t Jl".rtici :r:>-"·tion in forn., lly­
org".nizod c,ff-c:uty rucru, .. tion".1 .".cti vi tivs i s r Qport oJ <l ".s 
11 ;;0 0 ' 11 by both rr.nk gr oups. 

Rolative fre~uency o! itpproved vs, Dlsq.pprovpd B~. In this .". r e :', :-.nd its sub-, .... r..,.".s both sup"riors ".nu subord­
i n".t us g."..vc ".bout f c,ur tii;¥:;s ".s ;,r .ny poor ~rnpl~s :-.s good • 

l 
Ov~r 13% of '1.11 bch..".viors r 1.:portod woulc1. bv in this are,1. 

if th1.:. f ollowing boh:-. viors, ckssifiod unc.0r other nr c.ns , 
\!0r i..: i ncludecl : giving me n r ...: <1. sons why they shoul do :i. j ob, 
,"..sking for ".nd using voluntv"rs, c.cc0pting sugg"'stionz from 
subordin~t es , m'.1.nnur of giving or durs, e:l..:G:::.ting r<::sponsibil­
itivs t o subordin..1.t1.;s, :md using positiv0 or n0g,'.:i tivc premo­
tir-.tors, .:i.ll c1:'.ssifit:d uncll.:r Tec".ching .:.nd Briefing; ,.md con­
sulting subordimtos on 1. :.tturs r el uv."..nt t o th c;n, cl~ssificcl 
und\.lr Plnnnine ~ncl Foresight. rfon of subordin"..tc r -:nks ruport 
boh.:.viors in this -:nl:1.r gucl ,'.ro:' . . ".bout twice ,'.'.s often c.s do 
mon of supE:rior r .:-.nks. 

- .'38 ~ 



AREA V"' MANNER OF DE~V..ING WITH SUBORDINATES 

A,, Sharing Common Standards 

l. ~lorks with men on work details when 
tho unit is short-banded. In such 
situations does the samo kind of work 
as his mon c.lea~ing the living ruroa 
or aett inG up installations in tho 
field whon on tactical. problems.1 

2. Accopts t ho same stencards for him.­
eolf as are OXP')e~tod of hia men. 
Whan bis men aro rostl'ic.tod, stays 
with them even though ho could go on 
paaso When hi men are engaged in 
l?T, takoa the training alongside bis 
mo~ oven whon h~ ie not roquirod to 
do so" 

(See Arce VI, Concern with Woltare cf 
Men for more information regardill8 
this problem). 

1 

Critioizcra his men for mia­
tokos that he makes himself. 
Is oritical of their personal 
appearance whon his own ap~ear­
anae is poor. Criticizes his 
m.en for goofing off on, or 
leaving work cretails when 
~e himsolf leaves and does 
mot supervise those detailso 
Criticizes them when they 
are drunk, miss f o ... mation, 
or are careless with weapons , 
e.ven though. ho makes thcso 
same mistakeso Requires bis 
men to maintain cove.r acd 
oonooalment in tactical situa­
tions at the seine time that 
be violates these basic tac­
tical. principles~ Jokes and 
kids with his men but refuses 
to alluw them to reply in 
kind.2 

24: 7c 31 

In situations when tho unit is not s~ort-handod the following pattern is evident I sovontoen o£asea (17r0rl7) in which working· alcnga d,:> men is approved: four oases (4t0:4) in which failure to work alongside men is dieapprovedi one case (Othl) in whieu not working elo!lgsid:e men is approved end two cases (ltl:2) in which working alongside men is 11 sapproved. 
2 

Some of those behaviors have been cited A-3, B-9 of Area IV
0 

Corr•ating and Rewerdiµg or Punishing. 



AREA V • MANNER OF DEALING WITH SUBORDINATES - 2 

Total A. Sharing Common Standardo 

SU.b SUE ! 
Approved Disapproved 24 7 31 

Bo Fa1.rneae 

Approved Behaviors Disapproved Behaviors 

lo Ia faili: in dealing with bis men. 
Picks on no one and favors no one 
when it comes to giving passes, 
oorrecting, punishing, or being 
friendly with the men in the squad. 
'(.Work detailJJ oansid~red separately 
below). 

7,. 2: 9 

2, (Rotation of details with no 
previous poor performance involved. 
Approval of rotation of details in 
this situation was included under 
Area I. Planning and Foresight). 

( 13: 4i 17) 

Total B. Fairness 

Approved 

l 

Showa partiality when dealing 
with tho men in bis squad. 
Has favorites whc:m he does 
l!K•t Mrrect or punish as he 
should. Haa men be picks . 
on for no apparent reason, 
and otbera whom he picks on 
becaube at some time in the 
past they fouled upg Insults 
and har·assea those men, 
oorreeta and punishes them 
f~r tbinfs he lets others get 
by with. 

Doesn't rotate details, not 
because of previcus poor per­
formance, but because he hes 
favorites whcm ho doesn't 
assign or men he picks on for 
no apparent reason or beoeuso 
of pre.iudiee. Assigns these 
men to more than thciF share 
of oetails, particularly the 
dirty ones. 2 

Disapproved 

281 5,33 

&lb Sup T 
58, 9s 67 

Scme of these behaviors have been cited in B-10, Area IV Correcting end Rowarding and Funishment section. 
2 
There are seven cases (7i.0t7) in which non-rotation of details for 

men who have perfonned poorly in the past is approved and eloven cases (ll:Osll) in which it is disapproved. 



AREA Vo- MANNER OF DEALING wITH SUBORDINATES - 3 

l. 
Appro~ed Behavior8 
Mair.tains a professionalo yet friendly 
relationship with his men. Deals with 
thi:mi on a man-tr.-mon basis, and does 
not use his rank as a means of main­
ta~.ning his position; Participates 
in their organized athletics, ar.d in 
~ther fcrmally organized off-duty 
activities , such as unit parties. 
Does not engege in Ridding or horAe­
play with them however" Aasociatus 
wi t h other N60a 0 rather than with his 
meni, in infQrmal after-duty hour 
activities, such as going on pass, 
drinking beer, pleying cards. 

Eh 7 &: 15 

Disapproved Behaviors 
Ia too friendly with his 
men. Discusses his pereona1 
problems and the problems 
of the NCO and of fleer gr·cup 
wi t h themo Kids around with 
and el1€agea in horseplay 
with his meno Goes on peas 
with them after duty hours, 
airinking beerG playing cards, 
double dating. E~ddies around 
with the men undell' him. 1 

Ba 29, 37 

D. .Admission of E.rr~r 

1, Admits to his men when he makes 
mistakes which aause them difficulty 
or troubleo 

3:: Ot 3 

Makes mi ,stalroa in dealing 
with b.is men and then refuses 
to admit that he is at fault 
or that he doesn't know what 
he is doing,.2 

101: 2, 12 

TOTAL AREA V,. M.AN.NER ~F DEALING liITH SUBORDINATES 

~ ~J?. ! 
Approved 581: l).t 69 

SUb ~ -1.E, ! 
Disapproved 218: 48t 166 

l 
There are three oases (3:0,3) in whfo~ kidding arouni is apprm-ed 

and six cases (6a:0a:6) in which.spending of'f-duty time on pass with 
subordinates is approved~ In one case (la0tl) not being friendly enough 
is disapproved--SL did not wish to participate in company party. All 
these reports are made by men of subordinate ranks. 

2 
See Area VII Deportmento for more information regarding this 

problem. There is one case ( la:Oa.l) in which ad.mi ttipg_ lack of knowledge 
to his men is disapproved. 



_1\f;;_i~ .VJ..~ CQ'JCEIDI \HTH .,EI.FARE OF MEN 

Approxinntely 12% of .11 buh:·.vior s reportc : r ufloct 
,ICO concvm with th..; wulf:-.r c.: of his men. Subjects of sub­
or d.in'.'. t l; rnks r o9ort buhn.vior s in this '.'. r i;:'. r.1or 1;; thD.n twice 
n.s o.i't un <'-S do subj...:cts oi superior r t.nks . Those bchr.viors 
h:-.vo bocn grouped into two sub-r..rcr.s: 

A. Intur .ction ,:i th sup~riors conc erning m..m Is 
wclf:i.r c. 

B. Inte~ .ction with r.,en concerning thoir welfare. 

Suborclin:-.t-:r-§_\fil(.,_rj._q_r__J)ifferern. Subordin:-.t us I r eports 
i n sub-:s.r c." .. \. cl...: ~.ri:· indic~.t ;.; tlr. t thuy c..Xt10ct t h0ir NCO to 
..-.ct :· s th0i r sp0kc..sr.i:.n in c'.~•·.linr,s ,1i t h supvrior NCOs or 
offi c-.: r s • On the whol -- , SU?Jriors I r u1xJrts :-.lso inc:ic·'.t u tlr'.t 
thoy 0xp1.:ct t h1.: i CO t c fulfill this r ol--, but th -..y r c..port such 
bvh -.vi. ors f t. r L.::ns oftun th..-.n :' . ..: m.2borc'd.n.~.tus. l.lthcu.:;h the 
bul!( 'Jf th -- b...: h~.viors i n sub-c.r\., :-. B, i nt ..:: r "'.ction with nen 
concur ni n~- th..iir ,: _lf~r1..., : .r.-..: r:10r u oftun r uportud by subordin­
~.t0s th".n by :.,up...: riors, both r.nk groups tcmd t o givt:: sirid.lnr 
rvports of 11 ~.::,c,I.!" :.i1<~ 11b--. 1l 11 ·.;co ,.>erfon;1".nc 0 on such m:'.tturs 
ns "'.nswuring 11m ' s yucstions (S.-1) 1. physic".11.y h ... lpi~ m1:1n in 
r".ifficult situ".tions (D-21 19)1 t•.nd shoong ccncum f or n1<.m 1s 
)l.ysia~l w1-.1ll buinc:, ~.nd comfort (B-6) • 

.. ntc:1bt,;r r:,f buhnviors in this sub-r.rt.::c. nr e r eport tJd ns 
oft en, e,r ~.10 r0 ci'tun, by supvriors: s0dng th".t men ". r o 
vc;ui,po(l (B-3); i mproviJ'l.G t hv living :-.ru:-. (B-5); h".nc.ling of 
c:runks in town (B-7); buing on the .".l~rt f or r.:..:n who h..".Ve 
;,roblens (B-1O); working with mun who .'.'.r1; problon c:-.s cs or 
uight-b.".11s (B-11); l orJid.11,:; ·-. ftor men Is wulft'.r~ bef or0 his 
~m (B-2O). Buhc.viors r -::!)Ortl:d :urnost exclusively by subor­
din.".tl.7S pro:-.b.~.bly rufloct ~. c\.:cr -.:0 of intim--.cy 1.".cking on the 
~:i--.rt of supc:ricrs. Thvso inclw!u 10".ni.ng m1.mt..--y or cquipmunt 
(B-4); ". CC (.:;SSibility to r.:un who Ir.vu ;x, r son".l pr obl1;;Ir.S (:&-:8); 
nooclless h..1.r.".ssin . of 1nLJn (B-12) ( ~.nc: trying to i r,1pross 
superiors at ~n•s axp.;nso (B-21J. 

As r.1ontiorn.~ (l in prt-vious s-..ctions on both checking nnd 
ccrructing, suborclin".t us ,~.n1.: sup.:::riors ::iff..:r in 1::V'.lu:·ting 
the pr,:.ctic-- 0f :i.n i~CO ruquiring non t o puri'ori:i. souv ,'\ctivity 
L:uring r.ff-c:uty hours. Subordin--.tL:s r opcrt b::;ing r~quirud to 
cl,:,"'.11 thuir oquipt'lent or living ".r 6:-. on thoir O\'m tiru .1.s 
"b.".<l" (16:1:17). ..hiL) superiors •"-I (l sor.w sub0rc1.in".tes 
r .. port corNction of poor p0 r fc:rr:r ' ncu <luring c-ff-duty hours 



:--.s 11 gooc'." (6:13:19), th.., pr <'- cti cv is cl.t oe: ".s 11b:'.<~11 vh0n 
subordin".t e;s bcli1.; v0 t h<'- t t h .. r -.; h".s ·-.ctu·.U y bt.:en no poor 
pcr f orrr.nc~ to correct (10:0:10). As not ed o~rlier, sub­
ordinr.t os do report f:wor ,'.".bly on NCOs who work with inc1iviJu.'.'.l 
problcra personnel in the evenings,, 

Rolnti ve FrCQ~Cncy of Approved ys I .~~mod Bchn.yiQ,t. 
I n sub-.'.'. r e;,, 1,1 good exc.mplcs outnur:ibored poor by ~ r :-..tio of 
nu:-.. rly three-to-one fer subordin".t cs ,"..nd ovur t .- to-one for 
supuriorso In sub-'.". r ~~ B, suburdin:'.t0s g~vo nl.most ~ nnny 
poor cnses ns good, while 60% of the ~,nplus e~ven by 
superiors wer e gooll. 



AHEA VI. COi!CERN ', :ITH LELF,<lIB OF HEN 

!L__Interaction with Superiors Con~erning 
Men's Welfare 

Approved Behaviors 

1, Protects his men from unfair 
actions by superiors or other 
NCOs . When his men are levied 
for mor e t han t heir share of 
det&il s , prot ests, and tries 
t o get the det ail lo-1d more 
equit ably dist ributed among 
the squads . Goes to his sup­
eriors, on his men1s behalf 
when superiors ar e punishing 
his men unjust l y (they have 
done no \~rong ) or ex essivel.y 
(the seriousness of the offense 
does not warrant the arount of 
punishment administered.) When 
prorr.otion or pass policies are 
unjust to his men, goes to 
superiors to advance his men's 
interests. Defends his men 
from harra 0 sing on the Pfrl of 
other NCOs or ol der men, 

40: 15: 55 

Tri es to get benefits for his 
men from superiors . Goes to 
superiors to get passes for men 
Nho need them. Complains to 
superiors about inadequate 
laundry service, and about in­
adequate food and water when 
in the field. Helps his men get 
automobiles registered, pay 
records straightened out, ex­
cused from duty hecause of 
poor physical condition, and 
transfer~ed to different units. 
Arranges Army transportation 
when needed. 

21: 7: 28 

Di sapproved Behaviors 

Fails t o t ake action to defend his 
men from unfair actions on the pa.rt 
of superiors or other NCOs. Takes 
no action when his men are l evied 
for more t han their share of 
det ails. \ihen his men are being 
punished, makes no effort to defend 
them, even when t he punishment is 
unjust or excessi ve. Allows other 
NCOs to l evy his men for det ails o~ 
t o harrass his men and does nothing 
about i t . 

14: 0: 14 

Refus es to go himself and denies 
his men permission to go and see 
superiors about such personal 
problems as t i me-off, or transfers 
to other units or other jobs. 

8: 2: 10 

Tot,al A. Interaction with Superiors Concerning Hen I s 1-Jelfare 
Approved Sub SuE T Disapproved ~ §.'!E T 61 22 83 22 2 24 

1 
Thera are three cases (0:3:3) in which an NC O protecting his men from actions on the part of officers or Qther NCOs was criticized. In these three cases the superiors felt t t1e ~~CO "ras too uegressive in his defense, hud insufficient inforT11c.tion, or ident::..fier.. himself too clos ely with his men. 

·- 44 -



Area VI. Concern with 1·Jelfare of Men - 2 

B, Interaction with i•ien Concerning 
Tlwir Welfare 

Approved Behaviors 

1. When men ask him questions re­
garding military ms.tters1 
answers these questions. Tells 
them, or shows them how to do 
manual of arms, use weapons 1 
secure missing items of equip­
ment, ms.ke proper displays for 
inspections. Is always willing 
to answer his men ts quest.ions . 

16: 5: 21 

2. Physically helps his men get 
their personal work done when 
there is some reason why the 
man can not get it done hirrr 
self. Helps men shine their 
shoes and polish their brass 
so that they can become "best 
soldier of the week, 11 or 
11 colonel 1s orderly." Marks, 
or helps men mark, their 
clothing and equipment prop­
erly. When men are away on 
duty, helps get their gear in 
shape and properly rlisplayed 
for inspection. When laundry 
service is poor, uses his car 
to take their dirty clothing 
tt> the laundry or to his Olm 

home to get it washed. When 
men are not permitted to go to 
the PX, goes to the PX fol them 
and buyr, things for them. 

17: 5: 22 

1 

Disapprov9d Behaviors 

Doesn ' t answer his men 1s questions 
regarding the securing or display­
ing of clothing and equipment . 

J: 0: 3 

There is one case (0:1:1) in which providing such help i s criticized. 
The superior felt the NCO was doing his rnen 1s work for them. The five 
superiors who cited approved behaviors related incidents regarding 
laundry (J), marking clothing and equipment (1), and preparing displays 
(1). 



Area VI, Concern with Lelfar e of Men - 3 

Anproved Behaviors 

3. Hakes more than routine efforts 
t o see that his men are properly 
equipped. Scrounges clothing 
and equipinent for his men when 
they are short. Thoroughly looks 
for clothing and equipment which 
has been stolen. uriefs his men 
on how to inGure that their gear 
will not be taken. Holds money 
for men who are afraid they will 
lose or spend it. Returns to 
supply room t he gear of men who 
are in the hospital, 

6: 5: 11 

4, Loans money and equipment to his 
men when they are in need. At 
times will give them noney to 
help them out. 

16: 2: 18 

5, Takes steps to improve the con­
dition of his men 1s living area. 
Scrounges furniture and m:i.terial 
uith which to improve the living 
ar ea so as to makEl it more com­
fortable, utilitarian and attrac­
tive for his men, Helps in the 
actual construction when it is 
necessary. 

1: 4: 5 

Disapproved Behaviors 

Will not contribute to a fund to 
help a nan who is in financial 
difficulty. 

1: 0: 1 



i.rea VI. Concern with Welfare of Men - 4 

Aoproved Behaviors Disapproved Behaviors 

6. Shows co .. . ern for the physical 
comfort and well being of his 
men. Cautions them regarding 
practices which will endanger 
t heir health, such as not 
changing socks, drinking impure 
or too much water; or not keep­
ing eating ut·ensi!s clean. Checks 
on the physical condition of his 
men and sees that men who need 
medical attention get it. Oz­
ganizes work details and classes 
so as not to expose his1rnen to 
unnecessary discomfort. 

6: 4: 10 

7. When he sees his men drunk in 
town takes steps to sober them 
up and brings them back to 
camp so that they will not be 
picked up by civilian police, 
i·lPs I or be AWOL from the next 
day 1s duty. 6: 4: 10 

1 

Indicates a lack of concern with 
his men ' s physical condition and 
comfort. Neglects to check his 
men 's physical condition or to 
caution them regarding the consum­
ption of water when in the field. 
Takes no action when his men are 
sick. lakes it difficult for men 
who are sick to go on sick call. 
Goes out of his way to make things 
difficult for men who are in poor 
physical condition or who are 
sick. Gives such men difficult 
details when he could give them 
ones commensurate with their 
ability. Requires a level of 
performance from these men equal 
to that expected of men in sood 
physical condition. In tactical 
situations ignores the problems 
of men who are carrying heavy 
weapons and equipment. 

11: 5: l ~ 

In an effort to help Jr.en who are 
drunk in town, secures a hotel 
room and puts the men in it, 
instead of bringing the men back 
to camp. These men, consequently, 
miss next day1s form1tions and are 
considered AWOL. 

0: 2: 2 

There are two cases (0:2:2) in which giving men rest breaks during 
t actical problems is criticized. The superiors felt t he NCO was not 
obeying orders but ,-1as ra'i:.her showing ovez-concern for his own and his 
men I s welfare. 
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Area VI . Concern with Welfare of Men - 5 

Approved Behaviors Di sapproved Behavi.ors 

~o Is accessibl e t o his men when 
they have pe!'sonal problems , 
listens sympathetically and 
understandingly to hi~ . en' s 
pe!'sonal problems , Men feel 
free to confide in him. Re­
sponds promptly t o t heir 
request s for infornation and 
assistance, 

10: 1: 11 

10, Does not wait for men' s re­
quests for help but is alert 
and sensitive to their prob­
lems. Finds out about t hem, 
and then takes action to help 
them. Does such things as 
bring cigarettes to men who 
are in the hospital, se0 that 
men get their nnil, stops 
older men from taking advant ­
age of new men, cheers roon up 
when they are f eeling low, or­
ganizes financial aid to men 
who are in need. 

6: 6: 12 

ll. Takes special pains with men 
who 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 aoo advise 
them on how to shape-up, 

2: 6: 8 
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I gnores mon1s request s for help 
when he could gi ve it to them, Re­
fuses t o fix gear f or rran who i s 
going on a detail, and to get equip­
ment for a man ,-rho doesn ' t know ho,t 
or where to get it , Ignores t he 
problems of men who are i n f inancial 
need. Di sr egards his men 1s com­
pl ai nts about t he rranner in which 
he assigns and relieves men f rom 
work det ails and guard duty, 

8: 2 : 10 

When assi gning men t o jobs , di s­
r egards who i s and \·1ho is not 
caur,ht. up wit h t heir work, When 
men ask for a lit t le more t ime to 
finish what t hey are doing , i gnores 
this r equest and requires na.n to go 
i rmnediately. 

7: 0: 7 



.. rea VI. Concern with \!elfare of Hen - 6 

Approved Behaviors Disapproved Behaviors 

12. Does not make "busy work" or 
harass his men during off­
duty hours. 

3: 1: 4 

13. 

14. 

l 

RequirAe men to 11get busy" when 
there is nothing to do . Takes choice 
magazines and chairs away from men 
who have them first ; requires men to 
do push-ups, stand at attention, or 
engage in physical work-outs for no 
cpparent reason. Deliberately soils 
men's equipment or dirties living 
area, and then requires men to clean 
it. 

22: 3: 25 

Before or after norrral duty hours, or 
on men's own time during the day, 
requires men to clean their weapons, 
equipment and living area , activities 
which could and should1be done dur­
ing normal duty hours . 

16: 1: 17 

Financially exploits his men by 
loaning them money at high rates of 
inter est, selling them services , and 
by requiring them to buy unnecessary 
items or items which should be 
issued to them. 

4: 0: 4 

Takes advantage of his position to 
rrake his men do his work for him, 
things that he should do hirmelf. 
Requires his men to blow-up his air 
mattress, clean his ro0m, align 
equipment., and get men for details. 

J: 1: 4 

Administers degrading punishment to 
his men. 

2: 1: 3 

There is a difference of opinion between subordinates and superiors in regard to requi_riM men to correct things during off duty hours. Sup­eriors approve the practice (6:13:19) while subordinates disapprove 
(10:0:10). Subordinates• objections rest on the fact that they are often required to correct their mi.stakes until the early hours of the morning, thus not only being denied free time for personal 111atters, but also time to secure adequat.e sleep. Correcting, which takes the fonn of 11showing"meu how to do better, when done in the evenings, is less ob jected to by sub­ordinates then is being required to re-clean the living area in the evening. 
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Area VI. Concern with . elfare of lfon - 7 

Approved Behaviors Disapproved Behaviors 

18. 

Under conditions of physical 
or psychological harship, 
shoHs concern for his men's 
welfare. Helps carr-1 heavy 
weapons and equipment for them 
during field problems . Gives 
m~n rest breaks and puts men 
on jeep when they are exhaust ed. 
La.ughs and jokes with men or 
hr.s men sing soncs to keep up 
morale on difficult field 
problems. Calms and reassures 
men who are under stress \·Jhen 
firing for record or preparing 
to n:ake a parachute jwnp. 

19: 11: 30 
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Breaks promises that he makes to his 
men. Requires men to displ ay or 
clean equipment or the living are.:i. , 
then doesn 't show up to inspect when 
he said he would. Prorrises men that 
they wil l not be on details , then 
puts them on detail. 

6: 0: 6 

Doesn't cooperate with his men. Aft er 
group decision has been made to help 
one man who is in financial need, 
refuses to contribute. Disregards 
rules about putting coke bottles away, 
keeping out of the latrine before in­
spections in the morning, cleaning 
his section of the living area, thus 
making more work for his men. I s 
careless in handling of men I s c!is­
plays prior to inspections. Makes 
unnecessary noise at night, thus pre­
venting his men from getting needed 
sleep. 

6: 2: 8 

Disregards his men ' s welfare under 
conditions of physical or psycholog­
ical hardship. Criticizes or i3nores 
his men when he should be encot~raging, 
calming or reassuring them, as when 
rran is firing 1-1 for record, or when 
squad is tryinG for speed in setting 
up a mortar. \.1hen men are tired or 
cold oesn 1t try to pep them up. 

2: 5: 7 



Area VI. Concern wi th 1/elfare of Hen - 8 

Approved BehavioD1, l)isapPrc, eEl Behaviors 

20. Looks after his men Is welfare 
before he looks aft r his own. 
Checks ~nd sees t hat his men 
are equipped before he starts 
on his own chores. Gives up 
his own clothing., equipment., 
rations., or sleep time in order 
that his men will be more com-
f ortable. Gives up free time 
in .order to supervise his men 
on pass. 

3: 5: 8 

21. Does not try to impress his 
superiors at his men's expense. 

1: 0: 1 

Looks after his own welfare before 
looking after the welfare of his 
men. Is the first man to the chow 
truck, disregarding his men's needs 
to eat also. Fails to divide 
rations among his men., but takes 
the best rations for himself. Looks 
after his own physical comfort by 
staying near the fire or in the 
tent or sleeping bag., ignoring the 
comfort needs of his men. May even 
prevent his men from sharing the 
same physical comforts that he 
takes for himself. 

3: 15: 18 

Does things to impress superiors at 
the expense of his men. Becoxoos a 
strict disciplinarian when his sup­
eriors are present., parking orders 
and urging his men to get busy. 
Requires men to correct things · 
which he nonnally overiooks and 
is overly s e, ere in how much cor­
rection he requires. Punishes men 
for things that are of no conseq­
uence or things that he normally 
overlooks when a superior ·s 
present: VolW1teers s 1nen for 
extra details in order to impress 
superiors. 

14: 2: 16 

__ Total B, Interaction with Men Q2ncerning Their Welfare 

Approved Sub Sup T 
ill 59 i?l 

Disapproved Sub Sub T 
108 39 147 --------------------------------

TGrAL AREA VI. CONCERN ~JITH \JELFARE OF MEN --
Approved ~ Sup T 

179 94 273 
Disapproved 
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Sub 
u5 

Sup T 
47 187 



l~iEi-. VII. ATI'ITUDI: TCWARD JOB 

Tho NC01s .:-.ttitude t cw .... rd his j ob is r uf10ct ,;c\ in 
c.pproxim t e;ly 17% uf ".ll bd12viors r upcrtud. Mun r.f 
sup-::rior r .:-.nks r uport bch:--.vior s i n this .'.'.rO['. :.bout fi v0 
t il.l\.:s noru ~ft,,m th.:-.n do mun of suborclin:i.t .::: r :-.nks . These 
boht'.vior s h-i.v-.: bu,.m £:roupe,d into thrui.! sub-nre.'.'.s: 

A. Mo~iynt~on~1 B. Im.t1..".tive. 
c. Rdt.tions witl1 superiors 1:.nd !)'.JJrs. 

Subor~te-Supcrio:.r Differences. Thcru a.r e few eub­
ordin'1.tc-superic r cliff.:::runcus in ev".lu.'.'.tions cf bch~viors 
concornud with .".tti tudu t cw.1.r0.s j ob. Th'- :.rt.;r. , howCJvor., is 
clo:'.rly e, f mor u conc <;rn t c supc.:rior s th:-.n t c suborclimtus . 
~CT:!v int0rusting p".t t0rns rr.~.y bv not1xl . Both groups report 
,"'.s 11 r;ocd 11 tho ?~ CO volw1t 0cri;1g his ciWn s0rvicos to help his 
superiors 0r th (.; unit (A"·l)., but subordin"'.t us r t::port ,".S 11bncl 11 

NCO voll.:ntuuri.ng thui r nm fc r this purposL: . In sub-r1. r c.'.'. 
B, suborclin".t (;is r eport f :-.r f owl.Jr incidunts conccrnCJcl with NCO 
us 0 of initi2tivu thc.n do supori.ors., ".nd, in further cent re.st 
t o thu btter group whos..:i reports r'. N pruC:omin.:.ntly "good., 11 

thoy o.re a.s likely t o cit~ it <'.S "be.cl" :1s thoy .:-.r o "gooclo 112 
Thuir r uporting 0f it c. s 11b."'d11 is most oft (.;11 evoked 1-1hcn the 
'. !C0 1s initin.tivo t .".kcs the form of r1:iquiring his men to 
perfom some c'..cti vity ( e ,g. clct.n the b:'.rr.:--.cks) cithur on 
their own tin~ or Hi thout an .'.'.uthuri.z.'.'.ti on by rt suporior. 

Foll~~ing crdor s (n.pprovo j frcquoncics f or A-3 ". r e 
6:45:51) c.nd showing initic.tivu (tot '.'.l sub-,".ro·'. B <'.l.pprovcd 
frequencies ".ru 18:100:llS) c.r e both r ,Jportud :~s "eood 11 by 
s uporiors. Howcvur , f ".ilure t o obey or ders is rc,0rt ud ~s 
11b.'.'.d 11 f r..r morel oft l..ln th:'.n is f :,.ilurc t 0 show initidivo 

1 
When the, subj ect r upcrt ..;c1 th".t the NCO displc'..yed init­

it.tivc in perfo rning sonc :-.ct., both "shewing init:i.t. tivc" n.nd 
tho .'.'.Ct itself Wvr c score:l. Tho initi.:.tivc •".Spoct of tho act 
is r uport 1:id in this s oction of tho ruport; the :-. ct itself is 
r uportud els ewhcrrJ i n th..:i Nport. A similnr proccclur0 W,"'.S 
followed in scoring .:~cts clcnu on the NC01s otim tir.10 . 

2 
This is, in p:'l.rt., ..... n .".rtif:-.ct of the scorinr, p1·ocodurc. 

NCO o.cti ons with r o fcr L:ncv t u tho men ts w ul f.".N , c ..._ t 0eo ri. zod 
tmclcr Ar~ VI, c. r ~, strictly spenking., incidents in which 
initio.tivo is being shown& 
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(16181:97 fr ,-3 .'.'.S opposud t c 2:16:18 for sub-.'.'. r1.::-. B). 

Thu problems f e;.cing the NCO in reconciling the requirement 

for strict obec.lience t o crders with the desiro to shCM 

initi~.tive :-. r e discussed mor e thoroughly in tho concluding 

s oction of this report. It should be noted in this connect­

ion, how~ver, th".t in tho four c.'.'.scs where th~ \13 0 of 

initin.tive wa.s reported a.s 11bn.d11 by superiors, tho NCO wr.s 

c1i r cctly viol.".ting ~ specific order wi. thout either notifying 

his superior of the chrmge or requesting permission to mke 

the ch..".Ilg~. 

;'. diff0renc of opinion botwoen suborclinc.t es ~.nd superiors 

· ccurs in thoir ev~lm.tion of NCO correction or punishment of 

r.1cn \-J h :-.. r e not his dir ect r esponsibility. Superiors tend 

t o r c..pcrt this buh.".vior c.s 11go( d11 (2:11:13) r.nd subordin:-.tes 

n.s "b.".c' " (4:2:6). Th1J criticism .fror1 both rr.nk grou~ st~ 

Jr.rti,.lly from th\; f ".ct t hd tha NCO corrects or punishes 

tho nnn di.root~ inatood of worid.ng through the r.nn ~ s NCO •. 

ReL;tiyc Fr guoncy ot Approved vs, Diso.ppr9ye_q _BEfhp.yiors. 

In sub-.1.r ·a. , cl.is,".ppr ovcc bdi.~.vi ro slightly outnUJ!'hcr 

nppr ~vu in supcri. r reports; the r <.:vcrso is true of suboz­

c1in,"..t t1s . In sub---. r .'.\ R, bc.,t h r ,:,.nk ~rcups gr.ve nt least six 

ti; s r.s r ".ny 3c., ex.:-.mplus .--.s poor O.X..".r:iples. In sub-nron 

c, uun of superior r :-.nks cited slightly r. ore poor exc.mples 

t h."'.n good, nnd subordinntes g:.we ,.bout "'.n oqu.,.l nunirnr of 

.~ch. 
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AREA vII. ATTITUDE TOiARD JOB 

A. Motivation 

Approved B2hayion 

l. Volunteers his services to help 
superiors or the unit in the 
accomplishment of some mission. 
Off era to, and does, go through 
an infiltration course as an 
example to recruits, scores and 
verifies scores on the rifie 
range, conducts classes or mon­
itor field problems, grades test 
papers, cleans and repairs unit 
equipment weapons, and vehicles, 
makes improvements in the 
appearance of the living area, 
ch~cks on security at night, and 
organizes unit parties. 

4: 15: 19 

2. Puts in a great deal of extra 
time. Works beyond normal duty 
hours to get his men and the 
living area ready for inspect­
ion. Takes time in the evenings 
to teach his men new knowledge 
and sld.lls and to help men who 
have had difficulty with mil­
itary materials presented dur­
ing the day. Spends off-duty 
tir~ preparing himself and 
doing things for the benefit of 
the unit as a whole. 

19: 25: 44 

J. <:beys orders. Does what he i s 
told to do by superiors. Per­
severes in carrying out orders, 
overcoming obstacles which may 
lie in his path:.. 

6: 45: 51 

1 

Disapproved Behilviors 

Reports for duty no earlier than 
he must and stays around no later 
than is absolutely necessary. Is 
not around in the evenings to work 
with his men. 

2: 6: 8 

I s unreliable. When orders are 
given, fails to carry them out or 
carries them out in a half-hearted 
way. Is particularly lax when it 
comes to obeying orders about 
maintaining security and alert when 
engaged in tactical problems. 

16: 81: 97 

There is one case (1:0:1) in which an NCO volunteering his men is approved and six cases (6:0:6) in which volunteering his men is disapproved. Volunteering his men is viewed as a device to impress superiors. 



Area VII. Attitude Toward Job- 2 

Approved Behaviors 

4. Works hard at whatever he does 
during duty hours. Puts out. 
In tactical situations pl.a!rs 
the :,;amo all the way. Tries to 
do a good job., 

6: 43: 49 

5. Spends own money for the ben­
efit of the unit. Out of ow 
pocket buys paint and other 
sne.11. items to improve the 
appearance of the living area. 

2: 4: 6 

Disapproved Behaviors 

Is lazy. Does no toore work than he 
absolutely has to during nornal duty 
hours. Tries to get out of work. 
Is the last one up and out of bed 
in the morning. Is inclined to goof 
off. Does not take tactical prob­
lems seriously. 

11: 58: 69 

_T~o~t=::::a~l~Aa.e.;.l~1or.:t.ci.:.va=.t.::.i~o"'n::..-______________________ _ 

Approved Sub 
37 

Sup T 
132 lb9 

Disapproved Sup T 
145 174 

------------------------------
B1 Initiative 

1. Assumes the responsibilities 
of his superiors when his sup­
eriors are incapacitat~d for 
some reason. In tactical situ­
ations takes charge of opera­
tions when hie superior is 
called away or injured. In 
non-tactical situations, when 
his superior is absent, assumes 
responsibilities for brl:efing, 
checking men and equipment., 
supervidng work details and 
guard mounts, a11 sending men 
to the hospital. 

2: 27: 29 

When his superiors are absent., fails 
to ass\.lJIS responsibilities for con­
trolling his men's ~ehavio~. Also 
sets low standards of perfornance 
for his men when superi.ors are not 
around. 

1: 1: 2 

1-rhere are thr cases (3:0:3) in ,-,hich an NCO assuming responsibil­
ities when his superiors are absent is disapproved. In these cases, ~ub­
ordinates feel the NCO was being overly agressi ve in assuming responsib­
ili ties. In two of the cases, the NCO used the opportunity to require his 
men t o clean their eq_uipn.:.1,t 1and living area although there had been no 
instructions from superiors to do so • 
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Area VII. Attitude Toward Job - ,'!I 

App~oved Behaviors 

2. Steps in and breaks up fights 
between mBn. Usua1ty the men 
fighting are drunk. 

8: J: 11 

J. Shows initiative. Without 
specifically being told to do 
so, teaches his men, requires 
his men to clean weapons, 
equipment, or living area, 
holde inspections of weapons 
and e~ipment, scrounges neces­
sary items of clothing and 
equipment, and in tactical 
situations, deplop men, equip­
ment and weapons. 

5: 52: 57 

4. Is an idea nan. Cornes up with 
and carries out novel ideas 
regarding display of clothing 
and eq,uipment, appearance of 
living and conpny area, org­
anization of the supply room 
and operations room, and tact­
ical operations. 

3: 18: 21 

Total B, Initiative 
Approved ~ ~ T _m_ 100 iis 
1 

Disapproved Behaviors 

When he sees men fighting, does 
nothing to stop the fight. 

l: 1: 2 

Fails to show initiative in situ­
ations where he should do so. Un­
less specifically told to do so, 
does not adequately organize work 
details, distribute eq~pment, 
check on the whereabouts of his . 
man, require the cleaning of the 
living area, handle personnel 
problems, or deploy men, equip­
ment, and weapons in tactical 
situations. 

Disapproved 

0: 14: 14 

Sub 
T §_ T 

..Jk is 

There are 21 cases involving NCO taking, or failing to take, e1orrect­
il'll,; or punishing actions with reference to men who are not his own. These 
generally involve infractions of rules of courtesy, discipline, and per­
sonal pppearance. Superiors generally approve the practice while subord­
inates are divided in their attitude. Criticism of the practice rests on 
three countEI: (1) there is no poor performance; (2) there is poor perform­
ance but it is not the responsibility of the NCO to correct another NCO•s 
men; (3) the NCO should correct another NCO•s men by going through the NC01 

rather than correcting the nan directly. 
2 
There are ten cases (6:4:10) in which assuming initiative is critic­

ized. Superiors I objections are based on the fact that the NCO took the 
action without infonnl.ng thel!le Subordinates' objections are based on the 
fact that the NC01e actions, usually .requiring something on the part of 
subordinates, were done without specific authorization by a superior. 



Area VII. Attitude Toward Job - l 

c, Relations with superiors and Peen 

Approved Behaviors 

1. Corrects superiors or makes 
suggestions to superiors. Is 
not afraid to correct his super­
iors when they uake mistakes, 
particularly when engaged in 
tactical cperations. Makes 
suggestions to superiors re­
garding improve:aents in the 
marld.ng and displaying of 
clothing and equipment, organ­
ization and beautification of 
11 ving and company area, and 
plans of optration in tactical 
situations. 

3: 20: 2.3 

2. Keeps his superiors thoroughly 
informed regarding natters of 
concern to them. Intonns them 
regarding the men 1s personal 
characteristics, civilian back­
ground and level of military 
lmCMledge and skillB. Gives 
superiors lists of men go'ing on 
leave, manifests prior to air 
operations, and detailed acc­
ounting of the state of 1Jl8n's 
e ,uipment, along with steps he 
has taken to correct deficien­
cies. Re~orts to superiors 
upon the completion of work 
details. Prepares complete and 
detailed reports of what he saw 
on patrol actions. Keeps sup­
eriors informed as to his armnu­
nition needs, his deployment of 
his men, his fire plan, and his 
state of readiness in tactical 
operations. 

l.: 25: 26 

Disapproved Behaviors 

Fails to suggest modifications in 
tactical operations when he should 
do so. Deviates ?rom specific pl.an 
without first indicating to sup­
eriors that he would like to do so. 

l: l: 2 

Fails to tell superiors when his 
men go to the hospital or are 
absent from duty for some other 
reas~n. Neglects tc indicate to 
superiors when he is not rre.pared 
to carry out tasks assigned him. 
Absents himelf from duty without 
informing anyone. Does not in­
form superiors when his resources 
are inadequate to carry out a 
task, or report back upon the 
completion of the task. Changes 
his subordinates around without 
informing superiors. In tactical 
situations fails to report his 
state of readiness in regard to 
personnel, aJIIJlllli.tion, or weapons. 
Makes incoq:,lete, inaccurate, un­
intelligible, and at times falsi­
fied, reports when returning from 
pa+,rol actions. 

4: 16: 20 

l.rhere is one case (0:1:l) in which correcting a supt.rior is critic­
ized. In this instance the NCO corrected another NCO who was conducting 
a class, citing his training in NCO scr.ool as a basis for disagreement 
\/ith the material being taught. The correction was rrade in the preser.ce 
of the cl.ass. 
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Area VII. Attitude Toward Job - 5 

Approved Behaviors 

3, Uses chain of command in his 
dealings with his superiors to 
get benefits for his men. 

3: 1: 4 

4, Cooperateo with fellow NCOs to 
get work done. Gets together 
with them to decide how details 
will be rotated within the 
platoon. Volunteers his men to 
help other squads on work 
details, Secures information 
for and shares equipment with 
other squads. Narks equipment 
for other squads, 

5: 1: 6 

5, Supports his assistants when 
men refuse to obey legitimte 
orders of the assiste.nt. 

1: 1: 2 

6, Enthusiastically supports orders 
and policies of his superiors. 
Doesn't complain or apologize 
for his superiors I orders., but 
passes them along as if they • 
wore his own. orders. 

1: 7: 8 

Disapproved Behaviors 

Bypasses his immediate superiors a~d 
goes to next higher echelon in try­
ing to punish a nnn or in trying to 
get a transfer for himself, 

0: 3: 3 

Doesn't cooperate with other iJCOs, 
Refuses ~equest of another tank crew 
NCO to let his men help them repair 
their tank, Criticizes other NCOs 
in the presence of the l'!W3n. 

l: l: 2 

ls criti cal of superiors • orders and 
unit policies. Complains and gripes 
about superiors I orders and policies 
to the superiors., to other NCOs ., i n 
the presence of the men., and to t he 
men t hemselves. Doeon 1t identify 
himself with superiors I orders but 
rnther r efers the responsibility for 
orders to superiors • .1. 

6: 45: 51 

Total C, Relations with Superiors and neers 
Approved Sub Sue T 

I4 55 t9 

TO£AL J\IGA VII. ATTITUDE TCWARD JOO 

Disapproved 

Approved Sub 
74 
~ T Disapproved 
298 372 

l 

Sub Sup T 
12- b6' 78 

Sub 
b3 

Sup T 
235 298 

There are two ca ~t~: (2:0:2) in which referring responsibility i'or 
orders to superiors w~s approved. In these c~ses the NCO did it appar­
ently as a means of identifyinr 'tlrmelf with the men in order to get t hem 
to 1-1ork more readily, 
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Approxi.m?.tely 8% of ,".ll boh:.~viors reported :.ro concerned 
uith deportment. ·1en of superior rcnks r eport behaviors in 
this area a.bout twice ns often as do r,ien of subordinai:.e ro.nks. 
These behaviors h.'1.Vc been grouped into three sub-.'.l.re.:-.s: 

": 

A. Absence fron duty.1 

B. Personnl cppeart.nco a.nd bearing. 
C. Noralityo 

~~~ate-S~ra.92~: Di,ffe-rences. Superiors report dis­
npp!'ovnl of NCO absence from dutJ .:~bout t\·dce as oft.on n s do 
subordirates. Working on personal gear instood of world.ng with 
or supervising roon (11 _13ubcategory of i\.-2) is the only behavior 
in this sub-area th".t is r.10ro often reported by subordinates 
than by superiors. ill.though superiors clearly outnumber sub­
ordinates in reports about personal appearance ~nd bearinc; in 
sub-area B, both .:_:roups ~gr ee on "good" .:1.nd 11bad11 citations. 

In sub-area c, subordinates nnd superiors report approx­
irately eqtw.l nunbers of 11bad11 .:i.cts. It should be noted that 
the frequencies reported in C-2 for profanity grossly undci­
esti1,1,.".tc the totnl .frogucmcy ::ict only with which it occurs, 
but nlso the frequency with which it is reported as 11b~d., 11 

because profanity in connection with gi vino- orders wa.s scored 
under Area II (5:4:9) n.nd .profc.nity in connection with punidrl.ng 
w.:-.s scored undtl r ANa IV (19:9:28). Considering prof.:!nity 
wher ever it occurs1 subordinates report it n.s "bc.d" more of-.cn 
t h.1.n do superiors ~30:20: 50) who !!'ny be less awn.re of its 
occurrence. 

Relntiyo Fregu~ gf Approved vs, Disnpproycd Behqyj...Qm. 
Poor exnr.1ples outnur:.ber good in o.11 thrco sub-o.rc<1.s of 
Doport11ent • 

1 
This sub-n.roD- consists entirely of clis~pprovod beh:wiors 0 

This, llko initir.tivc in ! r C;Jn. VII, is1 in P.."-rt, o.n .~rtifact of 
the scorin.:; procedure in thc.t whan the subject rcportuc, for 
ex.1.mplo, NCO porforr.nncc of n. super:dsory net, "supervision" 
wcs scored but the fr.ct thD.t tho NCO WqS present w:1.s not. ~ 
tho other h1nd, if th~ subject reported th~t the NCO wont off 
to the PX and consequently fnilecl to supervis e, both 11c.bs"nt 
tror,1 duty" r.nd 11 fclled to suporviso" ,-mrc scored. 

-" -



AREA VIII. DEPOO~ 

A. Absent From Dutz 

Approved Behav"i.ors 

1. 

Total A, Absent From Duty 

Disapproved Behaviors 

VJ.sees or is late for reveille, bed­
cneok, and other duty formo.tions. 

4: ]J: 17 

Absents hiI!Eelf from duty dur:l.ng nor­
mal duty hours. Goes to sleep when 
he should be supervising tactical 
security. Takes off during duty 
hours and cannot be found. Goes to 
PX, beer hall, home, or to sleep in 
the barracks, or· works on own gear 
when he should be performing his 
duties. 

3;: 58: 91 

Goos AWOL. Deserts m:f.lita_ry duty~ 

1: 8: 9 

Disapproved Sub :: T 
- -----------·---------K---_TL ..... (t-1 _..,l=l;.1,,7_ 

B, Personal,Appt4rRn~o and Bearing 

1, Pr~sents a good personal 
appearance. Always has a 
correct haircut and is clean 
shaven. His uniform is clean 
and pressed. His brass and 
shoes are shined. He has a. 
good military bearing. 

7: 17: 24 

Presents a poor personal appearcnce. 
Usually needs a. hnircut and a sh:1ve. 
His uniform is dirty and needs 
pressing. His brass anLl. shoes need 
shining. He has a poor military 
bearing. 

9: 31: 40 



Ar«l. VIII. Dcport.roont - 2 

Approved Behnviors 

2. Confonns to rules of r.d.lit:-.ry 
courtesy in tler.ling with his 
superiors md his r.icna 

01 2: 2 

Dis~pproved Beh~viors 

Beh:'.vcs in .'.l WC".Y unbecoming c'.'.Il 

MCO. Eng:i.ges in horseplr.y uith 
othor NCOs, .-:-.rrl with the men.l 
Argues in front of the men, 
Shoiis n kck of militnry courtesy. 

l: 9: 10 

____ :r:;;,,;;o..,.t..,a_l __ B,..,..._..,P...,.or..,s._.o .. n;._" .i ... A .... o ... p_e;...,1r .. [1_..n._c_c_r__,.n<l-.. .... Bc,.;_,n,.· .... ng ________ ---

Approved Sub SUE T 
_____ . L 12 2i 

Disnpprovod Sub 
10 

Sup 
AO 

T 
50 

C • .iqr :-.lity 

1. Doesn't mnke excuses or bkmo 
others for his <Mn mistc.k~s.2 

0: 2: 2 

2. Does not use profonity or 
obscenity in dealing with 
people. 

6: 2: 8 

l 

tfakos excus us ..,,nc'. trlcs to bl,~.no 
others for his own mist".kes. Li.cs 
to protect himself. Submits 
f.'.'.lsified roporls in tnctic":'.l 
i:1i tu.'.'.tions to cover his own 
fnilures. 

J: 15: 18 

Continu.'\ll,Y uses prof.'.'.nity ~.ncl 
obscenity. (This does not in­
clude profrudty .:me.: obsconity 
used when correcting, punishi~, 
or gi vi.ng 01"4ers • Aro.'.'.s II ~d 
IV.) 

6: 7: 13 

l3orrowe ·money nnd equipment from 
his L1011 ".nc then ro!'usos to give 
it bnck, 

ce 8: ·14 

Thero :1rc two c.'.'.scs (2:0:2) in which ting.".ging in horsopL~y 
is ::-.pproved. 

2 
In Aron VI ll".llnor f Dc:,.,llnc; with Subcrdin..,.tos, subordint.tcs 

r eport ".s "b.:-.tl" NCOs I r o1'usinG t o :i. clr.rl.t t o thcI:l whon they don It 
know so!lk.:thing or donlt kn " uh.".t they ,".re doing (l0:2:12)c 

.. 



Ar<m VIII. Deportr,.ent - 3 

ApproTOd Bclr.yiors 

s. 

6. D01:sn•t get into trouble 
during otf-duty hours. 

0: 1: l 

Tottl c, Moran t:r 
Approved SUb Sup T 

T 5 ii 

TC/rAL AREA VllI. DEPORn-tilT 

Approyed Sub Sup T 
73 24 39 

.. 

P)jsnpproved Beh;wiors 

Gets into .fights with his nen .-.nd 
other iron. 

3: 1: 4 

Is frequently c~ both on .-.nd off 
dut.y. Is unable to cnrry out his 
duties because of buing intoxi~tcd;. 
Gets drunk in tam, n cts disorderly, 
coxoos- bnck to c~mp, m".kes a fool 
out of himself• H..'\rasses the men 
while under the influence of liquor. 

27: 31: 58 

Viol.c.tcs cornroonly n ccopted ci vilir.n 
nnd militnry st.'.lnd.."'.rcl.s of corx.luct. 
Breaks trnffic 1:-..ws .~ is ind ebt to 
loco.I. bUBinossr,1en, cnuses ~istux­
bnnccs in town, s t ec.ls ~rrl pn.wns 
govemxoont prope1ty. Is ~thful 
to his wife, ch~ ts when on the ri.fie 
ronge ~nd cor.1pc~ss problem,. 

Disnpproved 

Disnpproved 

10: 9: 19 

-----
Sub Sup T 
55 71 m-

Sub 
ioj 

Sup T 
190 293 
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~\ IX, TECHNICAL JOO KN01 lEOOE AND ABIIITY 

Apprcximtcly 9% of nll boh.'.'.'.viors reported aru concomvd 
with technical job knowledge l'.ncl .:-.bility.l Men of superi.or 
r:-.nks report beht.viors in this .:-.rcr. n<X'.rly twice .'.l.S often :". s 
do rum of suborclin"'.te ronks. Thoso bch.'.'.viol'R hr.ve been grouped 
into two sub-c.recs: 

A. Knowledgv Mtl skilli in tha figld 
B. Knowledge r.nd skills in g:.-.rrison 

Su r<li to-S or Differences. Although 11goocl II bohnviors 
in tnctic.'.'.l situ. .... tions A-1 a.re repm-t;ed r.ae oft.en by superiors 
th..".n suboroinntes1 reports den.ling with terrdn nr.vigction nre 
J!lOre oft.en reported by subordi.n.:\tes, perhaps bec~use the con­
sequences of good or poor r:np reading are more acutely felt by 
them. Considerine its impcrt.~ncu, thoro ~rl:l relctively fow 
reports (eight, including both fJOOd n.nd poor exnmples) about, 
tho physicn.l ccrrlition. ot NCOs {A-5). 

Thu sni.ll size of tho subordimto fn1quency in the Knowledge 
Ml:'.. Skill nr<¥\ m.."'.y reflect ei.ther n 1-::i.ck of ccncem with this o.ro.'.'.'. 
-Jr the J.".ck of ~ ndequ..'\te strnGt'.rd t'.g:'inet l-tlich to judgo NCO 
competenco, Rel~tively sp~, subordin~te frequencies are 
~~ re,".tor in tr.ctiool th--.n in non-t.ncticc.l situ..".tions which ~ 
indicntc grooter concern with tn.ctic~l problenB .1.m/or r. bett&r 
bn.sis of n.ssessing I~CO skill. 

&µ.1.tiye .1J: e f e , 
or the bch:,.v1'ors r e!)Crted in this nre.i., .'.3 were "good" prin".ri.ly 
bocc.use suporiors cited more .:i.pproved thnn disnpproved beh:-.viors 
by r..tios of two-to-ono nncl thro~-to-one in sub-~reas A nnd B1 
r cspoctiv-Jly, Subord:tn:-.tos g ,".VIJ slightly rooru peer ex..."Jl1)los th.".n 
guocl ontls in sub-nro~ • A :md h."'.lf a.gnin o.s miv good exnmpl.es as 
poor in eub-aroo B. 

l 
Technicnl job knowledge .:i.ncl ability is uaed here in a 

?ll'.rrow sense f er r.ruch of the r,r.teri.r.l presentt:d in previous 
sections of this ruport c~n •".lso be viewed :-.e indicating job 
lmowledge ~.nd r.bility. For oXl'.mple, tac~ic,"1. l p1..".nning, cliscussod 
in Aron. I, tncticr.l bri.1::.ting, discussed in Aron II, .:-. nc'. tncticnl 
supervision and ch1;:cld.ng, c!iscussed in Aroc. III, could ill be 
subSUI!!ed unc.er Knowledge c.nd Sld.lls in the Field. 

.. -· 
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AREA IX. TECHNICAL JOB KNCWIEOOE AND ABIUTY 

A, Knowledge and Skills in the Field 

AEeroved Behaviors 

1. Demonstrates knowledge and 
skills in tactical situations. 
Correctly positions men, 
equipment, and weapons when on 
the move and in defensive op­
erations against the enell\Y so 
as to maximize their effective­
ness against the eneil\'f and 
minimize their exposure to 
.eneil\'f action. Makes the best 
possible use of his resources 
end the terrain in actions 
against the enmey. 

24: 43: 67 

2. When in the field, demonstrates 
sld.11 in terrain navigation. Is 
able to read a mp and con;>ass 
,-iell and to use them llhen mov­
ing through difficult and un­
familiar terr·ain. Does not get 
lost. 

15: 12: 27 

3. 

4. Acts calmly, coolly, and 
effectively in emerger.cy sit­
uations. Takes proper reme­
dial action when fires break 
out, when men are injured or 
lose their heads and become 
dangerous, and when there is 
danger because of defective 
parachutes during a jump. 

7: 16~ 23 

Disapproved Behaviors 

Improperly deploys his men, weapons, 
and equipment, thus decreasing their 
effecti Yeness against the en m:r and 
increasing the likelihood of their 
being exposed to enerey action. Does 
not know how to utilize his mortars 
or recoilless rifles to their best 
advantage. Makes improper reactions 
when first coming under enemy fire. 

19: 19: 38 

Is incapable of finding his way 
through difficult or unfamiliar 
terrain. Cannot read a nap or 
co1yq,ass or use either as aids i n 
terrain navigation. Loses his way 
when engaged in field problews re­
quiring the use of ma.pa and compass . 

22: 10: 32 

Is unable to maintain and opernte 
cormnunication equipment in t he 
field. 

0: 2: 2 

Is easily excited in emergency 
situations. In t actical situat ions 
gets flustered and does the i,rong 
t hing--gives wron~ co111IJ1ands or flees 
from the situation. By his own 
actions ., creat es emergencies wher e 
:hey did not exist. 

9: 5: 14 



Area IX. Technical Job Knowledge and Ability - 2 

f£Qroved Behaviors 

5. Is in good physical condition. 
Is able to equal or excel any 
ni!n in his outfit in his abil­
ity to keep going over a long 
period of time. 

1: 1: 2 

Disapproved Behaviors 

Is in poor physical condition. Is 
unable to keep up with his men on 
field problems. Is one o.f the first 
to fall-out in strenuous field 
problems. 

0: 6·.•· . . 6 

_j'otal A, Knowledge and Skills in the Field 

Approved Sub Sup 1r 
47 72 119 

Disapproved Sub Sup T 
50 4a 92 

B, Knowledge and Skills in Garrison 

1. Is a good teacher. Has a con­
fident manner in class. Speake 
loudly, fluently, and clearly. 
Organizes his rraterial well and 
keeps his classes interesting. 
Hakes wide use of training aids 
and demonstrations. Emphasizes 
practical work. 

10: 39: 49 

l\llows military subjects. His 
actions in class and in other 
garrison activities indicate 
that he is well informed about 
military matters. Knows a great 
deal about tactics, nap reading, 
weapons, vehicles and dismounted 
drill. 

9: 43: 52 

Is \.mable to teach a class. Hesi­
t ates and stumbles along when 
teaching. Doesn't speak loudly 
enough and doesn't speak clearly. 
Often uses words men don't uncle~ 
stand. His organization of material 
is poor and there is ~xcessive 
repetition. 

4: 6: 10 

Demonstrates a lack of knowledge 
about military subjects in class room 
and other garrison situations. Gives 
wrong commands, or right commands at 
wrong time in dismounted drill. Is 
uninformed about tactics, and 
weapons. Shows a lack of knowledge 
about radio communication, first 
aid, and physical training. 

9: 19: 28 

Total B, Knowledge and Skills in Garrison 

Approved ~ Sup ! Disapproved 
19 82 101 

'rGrAL AREA XI. TECHNI CAL JOO ICNC\TLEIDE AND ABIUTY 

Approved Sub 
u;-

Sup T 
154 220 

Disapproved 

2.l::£ Sup 
13 25 

T 
38 

Sub 
6f ~E7 ·r 

130 



DISCIBSIClJ 

At various points in the presentt1.tion of "good" .'.lnd 
11bacl 11 bc.~:.vior reports on junior noncounissioned officers, 
it h.1s been noted thnt diffcr~nccs of opinion existed, either 
hotwc.:m r nnk group:i or within o. p2.rticulnr r o.nk group, on who.t 
constitutes npproved p0rfon.'lilncc. It is the purpose of this 
nection to cxnci.ne more closely tho conflicts in role expec­
tations whi ch th~ junior NCO my cncmmtor with regnrd to 
such m.1.tter s ns initiative, friendliness with subordimtcs, 
working alongside of sqund ned :,crs., r,.othods of pwtl.shL~ nt nncl 
of h'.::.r.cling poor perforr.,,.-incc. Since these proble1'!l3 1 for tho 
most pa rt, cut across the behavior C.'.\tcgorizdions utilized 
wit,hin the study, they will be discussed by topic rather thnn 
in t erns of nr~~s or sub-areas. 

Initiative 

Initiative posos ~ double-barreled problem to the junior 
NCO. He not only f aces the diler:irn of whe:n to comply strictly 
with orders ,:md whun t.o use initiative., on which ho will be 
judged by his superiors, but he further runs th~ risk of an­
tagonizing his nen if hi s use of initi.:itivc is perceived n.s "­
rncnns of ioprcssing r. sl1pcrior tl.t their expense. 1 s we h.--.vc 
seen., subordi1'\'.;.tes describe: f r.vornbly those NCO a cts which 
ben0f'it thco (e. g., intornction lli.th superiors concerning their 
wclfnr o, gj. vine; the . o.ssistru'lcc on persoml. problcl:lSl or helping 
thorn to improve pc rfon,1c.nco),but renct unfavorably when his 
initiative t rk s the forr.1 of requiring work on their ~rt, 
pnrt.icul...1.rly uuring off-duty hours. Tho ?X'.ttcr of work during 
off-duty houro ,-d.11 bo trcntcd subsequently W1dcr ruthods of 
punishncnt d handling poor pcrforr.1ors. With rospoct to the 
npp.1.rent conflict in suborc.lin.-: tcs' ,:1.tti tudcs toward NCO us c of 
irdtintivc, it roy bu clt.rifi0d by pointinc; out thlt their 
objcctiona soo1:1., to be not to initu.tive per se., but r-.ther to 
its c.ggrcssivu., .:-.nd porh."'.ps even hypocritical., clispll'.y., 

1 
I 

An ~dditionr.l c.li.rlonsion is nddcd to tho proble1i1 by the 
fnct thlt .:i fC\1 suporlors cite ~s 11ood1' sonc of the vury 
practices ronocting concern with subordin:.tes t welf.:i.re 0f 
which squt1.d ncMbors express ~pprovc:.l. In those i.nst .::mccs, 
ha-rover, criticisn is of "ovoz-conccm, 11 11 cloine r.xm!s work for 
ther.1, 11 QJ1 overly nggrcssivc or r.:Ii.sinfon.icd ~ttempt to clcfun( 
a subordimt c., or "t.oo clos c c.n identificc..tion ,-r.i. th the ncn." 
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• Fron the viewpoint of the NCO•s superiors, it ,-ould 
seem t h:.t ,!il g_uestionn.blc ~ the junior NCO ,muld be 
wiser to follow orders th::m to use initi:i.tive., ·evQr·theless, 
h shot:.ld not int"erpret order s rigidly as c. r.tcano of cvn.d4..ng 
work or r esponsibility. The use of initic.tivc i s r eported 
~s 11gocxl II when it is consistent with the spirit of an order 
or .:i policy, ;,.nd tt•.kcs tho form of i r.iplen,.mting trot order 
or pnlicy. Thus, it ,,ould seem that initi.£'.tivc is norc 
likely t o be exercis ed when orders or policies <1r e stated in 
goner al t erns o.nd their purpose rrnde clear to the NCOa Under 
such circur:istmices, the NCO c..".Il cv~lunt u the specific situ­
ation in the light of orders or policies mid then us o his 
initiative in i nplenentati~n. 

Friendliness wi~h Subordi~f>. 

The question of hou fri endly o.ny pe rson in n. 3'4perior 
position should bo toward his subordino.t es i s c. persistent one 
in ir~1.n~gcnont circles ~ncl it is not surprising t hr.t tho junior 
NCO should be pL:\guod by conflicting opinions in this rage.rd. 
Superiors er-press opposition to the practice of c.n NCO bei ng 
too .friendly with his men, but, ."'.S has boon pointed out, it is 
difficult to know whc.t conotitutus bei nz 11too friendly." Often 
what is 11too fri endly11 in tho eyes of superiors rny be "frienc!ly 
enough II to subord.m.:i.tcs O Even though eight suborctinr.t cs dis­
approved of NCOs I being too fri endly with their 1;1cn, t here 
wer e thr1.,;c cases in which kidding a round wc..s o.pprovcd, six 
cas es in which spending off-duty time on pass with subordimtcs 
w ::; npproved :i.nd one cc.so in which not being fri endly e now;h 
w.:i.s dis c..pprovcc.l by subordinc.tcs. However, both r ank groups 
expressed .:i.pprovnl of llCOs who rrni.ntc.in o. profcssion.1.l yet 
friendly r efationshi.p with thci 1· non and who pn.rticip:1 t c in 
orr;c:?.nized o_ff-dut:r r ccrcdion wit h then,. It would, ther efore .• 
scer.1 tlnt NCOs Nho confine thJir off··dut"- y soci e. l r. ssocic.tions 
with_,'thcir r.1cn to sucl" for.-x,.11.y orgc.nizcd c'.'.ctivi ties ns ath­
letics c.nd unit p.1. rtics would be r.nking .:i. sntisf.'.'.ctory con­
prowi.sc b-.;twccn the conflicting views o" subordinates D.nd 
superiors~ It should b0 not ed t hr..t criticisr. of being too 
friendly rests to ~ cred extent upon the fea r th:'..t it night 
lend to fevoritisn c.nd to lessened .:-.bilit~, on t h0 part of the 
NCO to require his r.1cn to c:,.rry out their iutics., 

Working Alongsic~c of Hen 

Closely r cl c.tc.;d to t ho rntter of friendliness is the 
problcr.1, o.lso r ~becl in fl. r m1. V, ns to whether <'.n NC O should 
work ~longsido of his r:1en when the unit is not short hnndccl. 
Suborcli.n.".t cs clc:irly fnvor the prn.ctice and in four cases cite 
the f ci ·lurc to do so c.s 11bnd. 11 Although superiors, for the 



nx>st p..'lrt, did not 1:-iention it, except for one disapproval 
of the practice nnd one ~pprovnl of the f ailure to do so, 
inforraa.l discussions with superiors in the course of the 
study inclicnted t hr..t they oppose the practice on two counts. 
First, they point out t hn.t it is nore difficult for the NCO 
to superri.se properly if he is working with the men and 
hence prcxiuctivity is loucr. Second, they point out thr.t 
it is not ~ function of t.ho NCO•s role to bccorn so clos ely 
r cl n.t cd to his 1:1en. Th(;) subordinr.tes argue tho.t their pro­
ducti vity is higher if the NCO works with theu sinc o they ar e 
then more willing to work m rder. Furthc: r1w:,r c, they state 
that nny tendency for the ~CO to harass or over-supervise 
my be r educed if ho is working with ther.i, There s eems to be 
little doubt th.'.lt, i.1 instances where roorolo is low, the NCO 
cnn rnisc mor.:i.lo by working wi. th the tion. It is important to 
not e trot over rolf of the "good" reports of working with the 
men r.ndc by subordinat es cane from tho infnntry-ZI group 
which was engaged in bnsic training and consequently using 
trainees in positions of lendorship. 

It would appear that, the NCO could reconcile the conflict 
between the role cxpectntions of his subordinates and superiors 
by helping the men to got st.:irtcd on n detail, i.e., showi~ 
then wh.'lt to do nnd how to do it, and thon sup::rvising. Fror.i 
n productivity standpoint, the cffo~t of an NCO working along­
side his men on details., whon the unit is not short-haooed, 
is not known. 

Methods of Punisruoont r.nd HtmdJ 1 w Poor Performance 

An impression received frora studying the presentntion or 
11good" and 11ba II behaviors in Arca IV is tMt all roothods of 
punishr.xmt are looked upon Hi th disfavor by 1;iost subordinat es 
and sorre super.tors. In the r:d.lltary s ct ting., ns in hor.x: and 
school, the true c.rt nppcc.rs to be avoickncc of the need for 
puni.shrent or the throot thereof. H~ever., if ~nd ,.,hen pwtlsh­
ncnt is nccossa -y, some r:cthods s e1::m to be less unacceptnblc 
than others. 

The offic~cy of positive ootivntion in lieu of threats 
is der.:>nstrc.ted by tho f~ct th..".t promising o. r C;.-ward, appealing 
o r.1en 1s pride r.rrl their sense of personal worth, expressing 

confidence in their ability to do n good job, nnd citing 
ran.sons why a job must be done ,-,hen giving orders arc moed 
as "good" by both suborclinc.t cs and superiors. Furthe:rr:i>re, 
the use of threats a.a a means of notivating r.ien or tho failure 
to give r easons for doinc n job arc specificru.ly aentioned as 
1100.d." It should be pointed out that in sor.ie instances threat­
ening punishnent was .:ipprovcd when there h..1.d been previous 
poor pcrforr:nnce on the part of the person threatened. 



eo.cting to good purfom.-i nc e :-tp J'.)urently pos es no 
gr eet problem: tho us e of praise or rc..,wr.rd is listed ns 
"good" by both ra.nk groups. It i s , however, in the 
ho.nclling of poor perform.1ncc that the junior NCO encounters 
conflictint:; opi nions. Such punishing t echniques us pullinc 
p.:i.sses, .:i.ssiening cxtr r.. details or extra troining are 
approved by n frequency of 27:5:32 and disappr oved by n 
frequency of 27:6:JJ. Usi ng physictl violence, reporting 
offende r s to superiors, chewing oon out, pwii.shinB the whole 
group, and preventing promotion ar c disnpprovod by o. fre­
quency of 1J6:J8:174, c.lthough some of these met hod3 were 
cited in "good" reports. It would seem., then, thr.t <JVen 
though no absolute stc..te:r.1cnt C<'-n be TT.de r egardine "!b.2 
ri ht" or 11.i!:!£ \'1rong" method of punishinc; poor performc".nce, 
t ho former techniques (pulling passes, assigning extrn detllils 
or trtlning) might be considered as roore acceptable to both 
rank groups. It should further be noted th~t i1hile o.drnin­
istrntion of punishment is criticized, in rony cnses tho 
objection is to t ho rronnor of Gdrainistration or to its inaµpro­
pru.toness in the specific situatione 

The nnterial in this report is suggestive of r.athods other 
th.'.lll ptmishment for hc'.lnclling poor perfonn nce. Ir.unediate r..ction 
on the rt of the NCO to co?Tect his men 1s mistakes and 
correcting rcthor than chewing or pmiishing then o.re cited us 
"eood." Emphasis is .'.'.lso plcccd upon the vnluc of an NCO 
tc.ldng time to work in t he evenings with probler:i. personnel­
helping those :11en who h:i.d performed poorly beer.us e of physic..1.l, 
psychological, or situ.1.tion,".l 1.'C nditions 0 This procedure 
scor.,s pr efcrl'.blo to the practice of some NCOs who n ssign these 
nen to more th:1n their sht.''.r c of dotcils, especially the dirty 
det r..i ls. Certninly, such a pro.ctice rnkes it more difficult 
for .:i. men to r ect,ify his rnistn.kcs sinco it .'.'. llows hi1:1 loss 
tirre , o.nd decreases his motivation, to improve hireelfo 

Peripheral to this is the r.Y•.tter of requiring nen to ,,ork 
during off-duty hours, .'.'.. sore subject \ti th subordinc.tes, n.s 
irxiicntcd in s ever.:,.l pl.:-.cos in this r eport, b one which is 
mentioned favorably, or not at c.11., by supe riors. Requiring 
men to rrintro.n clothing, cquipr:tent, weapons and the living 
:1rea before or c. ft er norr.nl duty hours i s r eported as "br.d" 
and the holding of inspections by the NCO during these hours 
is similarly r eported. It should be mdc clear thc.t it is 
not the actunl maint-emnce requirencnts or inspections which 
.'.!. r e criticized, for these .::i.ctivities 11.r e npproved nnd the NCO•s 
failure to perfo:nn thco is disapproved. Correcting, when it 
t akes the forn of shc,.,.ring men how to do better., is less ob­
jected to by subordin1.t es than is being compelled to :r c-clcc'.ln 
the livinc aren, or clec.n their weapons and equipment, activities 
which they feel could, and should, be done within norr.n l duty 
hours. 


	0001
	0002
	0003
	0004
	0005
	0006
	0007
	0008
	0009
	0010
	0011
	0012
	0013
	0014
	0015
	0016
	0017
	0018
	0019
	0020
	0021
	0022
	0023
	0024
	0025
	0026
	0027
	0028
	0029
	0030
	0031
	0032
	0033
	0034
	0035
	0036
	0037
	0038
	0039
	0040
	0041
	0042
	0043
	0044
	0045
	0046
	0047
	0048
	0049
	0050
	0051
	0052
	0053
	0054
	0055
	0056
	0057
	0058
	0059
	0060
	0061
	0062
	0063
	0064
	0065
	0066
	0067
	0068
	0069
	0070
	0071
	0072
	0073
	0074
	0075

