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PART A. LNTRODUCTIOH

*fain Concerns of the Report

The.Working fSroup has addressed its efforts to three main
concerns: -

1. criteria and goals for an adequate Army program of research
‘ and development in the béhavioral and social sciences in
the 1970's, and beyond)

2. improved organization and procedures for implementing the
needed research programs,

3. main directions of research and development that are
especially likely to have high value and usefulness for
developing an effective and responsible volunteer Army.

II. Organization of the Report ‘
The following Report is divided into five parts.

First, we state our guiding assumptions (in I. First
Considerations'")

Next, we outline main recommendations (II.)

The reader who does not require detailed discussion or supporting
materials may wish to read only selected portions of the re-
maining sections:

III. Criteria and Goals for Rehavioral Science Research and
Development.

h i

IV. 1Yain Directions for Effective Research and Development.
(Examples of especially promising types of research may
be found on pages 23-30 .)

V. An Appendix is provided for reference.



PART B. THE REPORT

irst Considerations: the nature of the mission

1. It is a first premise of this Report that an effective and
reliable American Army today and in the foreseeable future depends
essentially on the qualities of its people and the scphistication

of its organization and its methods of dealing with its own

personnel and with the environing society that guides and
supports it. . _ -

A second premise is that a major Entellectual challenge to
leadership is posed by the situation of the Army in American
society in the 1970's. To meet the challenge will require not
only specific and precise research but also the development of
new models of thinking about the Army and its basic mission
and roles in a democratic, @EERrindustrial society. &
2. To reach the required effectiveness in dealing with these

make-or-break social and psychological factors, the Army must

maintain a focused and continuous research and development

program, based on the behavioral and social sciences. The
program must be sustained, not episodic. and it must emphasize
fundamental issues. For the time being. we recommend approximateiy

equal effort on the technological base and on more immediate

applications.



fo accomplish these ends, it is necessary to have stable
mitments to behavioral and social science research from the
/offices of the Secretary of the Department of Defense and of the
Secretary .of the Army. Such commitment necessarily involves
explicit policies embodied in meaningful directives and instructionsjk%—
Unless the needed stability of commitments can be manifested
in‘the form of funds and personnel, ié will be useless for the
Army to seek in the future any further reports along the lines of

the present document . Legitimacy and encouragement must flow

"from the top doun."

Recommendations Suitable for Immediate or Early Implementation

Our primary rccommendations are directed to matters that
require only a few major decisions.

Recommendations ﬂi and #8 represent changes in organization.
Recommendations {#3-7 decal with matters of policy or of emphasis in
total program. The remaining recommendations concern the content
of the future program; implementation of these items will reést
primarily with personnel responsible for carrying out behavioral

and social science rescarch and development.

#Je have noted that the "Ginzberg Report® of 1971 commented:

"$hile ... the Army has recently initiated a major effort
under the title, 'The American Soldier of the Seventies,'

the Task Force saw no evidence that any Service has yet
developed an effcctive rescarch design that uould yield

the systematic information they nceced to monitor and assess
the major changes that are occuring, nor has any developed
mechanisms for translating the findings into nev policies and
programs." (Appendix B: Item "1, p. 31.)

We trust that it will not be necessary in the future for any similay:

\/

Task Force to rcpeat such a dismal diagnosis.



qualified, continuing. Behavioral Sciences Advisory Council made

up primarily of behavioral and social scientists, including

persons drawn from universities, from business, and from the Army

itself. This group should meet as a body at regular and fairly

frequent occasions (at least twice a fear). Great care is needed
to include military personnel who are both fully professional
officers and technicélly qualified to .uunderstand specific res;;rch
proposals., Also, special attention must be given to including
highly promising younger professionals and those well-qualified
scientists who bring special insights from minority-group cultures.

HYembers of the Council should serve fixed terms, subject to re-

appointment but providing for adequate rotation of personnel.

Further, we recommend that, under the general monitorship and advice of
the Council, there be established a Research Review Board charged with re-
sponsibility for recommending support or non-support of proposals for Eontracts
and grants. | -

Upon the establishment of an Institute of Advanced Study and Research,
as outlined in Recommendation #8 below, arrangements should be developed
for articulating the work of the Council and the Board with that of the
Institute.

It is vital that the Council and the Research Review Board be Army-wide
in responsibility, and not limited to Research and Development alone.

We recognize that plans already are being formulated for changes in review
and analysis of the Human Resources Research Program. We urge most serious

attention to the specific recommendations above.
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The Working Group recommends as éﬁgrgent priority the establishment of

‘a continuing Army requirement that recurring sample surveys of Army personnel

be carried out at regular intervals: Each survey shall contain a standard
core of identical items or scales, including the background information neces-
sary for disaggregating data by rank or grade, race, sex, and education.
Standard information and attitude items will' be repeated to permit indexing
trends and, where feasible, cohort analysis.

To implement this recommendation requires an increase in the Army's
professional and technically qualified survey staffs.

Recurrent surveys not only will supply a running inventory of changes
and stability in standard items but also will facilitate quick and reliable
appraisals of important newly emerging or anticipated changes. Such "hot"
data can readily be provided simply by adding-on the necessary probes to the
regular surveys.

%*3. Ve recommend support as a definitely recognized and continuing part of

-

C y
behavioral R & D-a moderately small but vigorous and continuous sub-program
of on-the-spot research reconnaissance by means of direct observation and

intervieus.

Such efforts have demonstrated time-tested value for’the Army. Examples
range from the Research Branch's participant-observation of the functioning
of the combat replacement system in the ETO in World War II, to the early
detection {1965) in Viet Nam of the impending urgency of problems of rotation,
and to current obsgrvations of effects of barracks life on hilitary performance
(e.g.: "ghosting'’). -

Implementation of Recommendations #2 and '3 will help to insure that

Army command will be apprised of emerging human problems before they become

unmanageable by reason of prevalence or other intractdbility. o

A



/be recommend that provisions be made for continuing cohort-analysis of

¢

Aémographic characteristics of all types of Department of the Army ‘personnel.

Cohort-analysis uses a longitudinal design in which data are gathered
on the same individuals at different points in time. Highly effective

technical methods are available for analyzing intake, exits, changes in

_ status, mobility, movement of vacancies through sub-systems. Although prim ﬁ?y —
developed in demography, the powerful mathemétical and statistical models
and procedures'have been tested in analysis of organizations and can make _
useful contributions to Army operations--especially in relation to recruitment,
assignment, promotion, and retirement.

%5, A substantial portion of the current Army programs of behavioral R & D
are well-established and useful, requiring only continued critical review and
support for imaginative and valid programs. Fitting within this characterizatic:
are the bulk of research activities in the fields of selection, classification,
utilization, and testing of performance. Much of the work of the Behavior
and Systems Research Laboratory wéll illustrates research of this type.

We therefcre recommend continuing support, and urge efforts to further
improve (a) research planning and, especially, (b) communication and liaison
between the research personnel and the operational commands.

The effectiveness of resea?ch operations required in this area of concern
will be greatly increased by administrative provisions for field units or teams
to work closely on a continuing day-to-day basis with the operational commands.

%6, More broadly, definite and specific arrangements must be authorized and
implemented to establish and maintain continuous two-way linkage between
behavioral research and the policy-determining or operational ''customers' of
its findings.

A major part of the linkage must consist of continuing person-to-person

communication through regularized channels.



//Similarily, definite arrangements must be developed to establish and
/5;intain continuous two-way linkage between the Army's research program
| and the universities and other external agencies that carry out training
and fesearch in the behavioral disciplines. (See p. 18 below for further
specification.)
8. We recommend the establishment of an Ingﬁitute of Advanced Study and

Research, with an initial five-year commitment of support, to act as a focus

for the Army's research and development programs in the social and behavioral

.

sciences.

In the Army there is a very small but growing number of officers with
competence in social research. These persons' ability to undertake research
is limited by the continual rotation of assignments and the gbsence of a stable
organizational base. In essence, in the analysis of the organizational and
professional aspects of the military it is essential that the equivalent of
a graduate department and faculty be created which would be doing both
teaching and research.

The Institute would begin with a "critical mass” of some ten top-level
professionals, of whom 7-8 would be Army personnel (either military or-civiliégzj
on long-term assignments of at least five years and 2-3 would be persons
brought in on a temporary basis from universities or other external research
organizations. (The initial annual budget, accordingly, would be approximately
$500,000.)

The Director of the Institute should be a high-ranking officer who has
training and experience in one or more of the social and behavioral sciences.

Further study is required concerning an optimal location for the Institute.
No existing centers or laboratories are suitable for the envisioned missions.

The Working Group recommends that it not be located in the Washington area,



III.

it

fﬁg serious reservations about the suitability of placing it either

ﬂ/éhe Unitea States Army Command and General Staff College or the United
,S%ates Army War College. Consideration should be given to the pcssibility
of locating the Institute in the Research Triangle area of North Carolina
in association with the Army Research Office and nearby universities.
Similarly, consideration should be given to having the Institute associated
with, although not a subordinate part of, the U.S. ililitary Academy at Vest
Point.

Whatever the details of operational policy that emerge from more specific
study, the Institute must have the clear miséion of functioning as a primary
center of advanced research and study for the entire Army system. Ité main
functions will be:

1. to maintain complete and current archives of the Army's behavioral
science R & D:

2. to maintain complete and current archives of data concerning Army
personnel and organization;

3. to carry out research on Social Indicators, including analysis of
trends;

4. to promote and to conduct comparative studies of modern armies-
5. to carry out critical reviews and syntheses of existing research;

6. to develop models of and proposals for organization and procedures,
and to promote or conduct organizational analysis and studies of
motivation and recruitment:-

7. to review proposals and make recommendations conerning proposed
research. '

Criteria and Goals for Behavioral and Social Science Research and Pevelopment

The deliberations of the Working Group emphasized as necessary characteristics
of an optimal program of research and development the following criteria
and goals.

1. Continuity: sustained and cumulative programs

2. Relevance to operational problems; anticipatory capability

3. Coherence




Sophisticated in-house capability for planning and
monitoring, as well as for conducting classified research

"Full-spectrum" coverage, from Basic Research or Tech-
nological Base through Exploratory Development to Applied

Studies

6. Linkage with universities and cther external research
organizations

Comments on each of these points follow.

<
.

Continuity

The Working Group has been sharply reminded at every turn
in its investigations and deliberations of the vital importance

of continuity in the Army‘s behavioral science research programs.

e have seen mnuch evidence.of the harmful consequences of on-
again/off-again situations, and of a lack of stability sufficient
to allow planning of cumulative research attacks on major problem-
areas. Two rcmedies are available.
#There nust be a stable in-house research capability,
adequate in size and quality, to make surce of a cunmulative

technological base uwith balanced effort simultancously
directed to immediate problem-solving.

#Both immediate and continuing actions are required to develop
and maintain an effective interface with academic and
community research organizations-. N

The above conclusions are strongly interrelated. Without

continuous and close interaction with external'reseaféh'organiza-
tions, recruitment and retention of suitably qualified Arny
research personnel are severeiy hampered. Without continuity

of staffing and program, a '"vicious cycle" is set up vwhich defeats
production of the rescecarch that would make possible those further
contributions to the Army and to scientific knowledge that would

enhance the attraction of the program to highly-qualified pro-

fessional workers.
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In the behavioral and social science activities of the Army, the programs
t link inward to the potential users of their products. Such programs .
equally must link outward to the research communities from which they must
draw personnel, data, ideas, and consultations..

Examples of crucial research areas in whigh continuity is essential
include: changes in motivations and aspirations, barracks life, supports of
discipline and wérk incentives, demographic changes in the Army, and personnel
career-patterns. Further, in any problem for wﬁich strong causal diagnosis
is needed, a minimal requirement is the collection of comparable information
at two or more points in time.

A continuing need exists in the Army for baseline and trend data on social
and psychological factors. (To appraise its tasks and to plan for the future,
the business community has the market as an ever-present index of reality;
elected officials, similarily, have.the reactions of their constituencies.

The Army in the past often has had no equavalent way of ‘taking the pulse®

of its own personnel.) -The idea of an Institute for the Individual Soldier

was a first step in developing a viable program. Continuing, regular surveys
and spot studies must be maintained in order to have comparable data, over
time, concerning orientation and aspirations of soldiers and potential soldiers.

Many important problems can not be sensibly analyied without provision for

longitudinal studies. Arrangements must be made for studies of cohorts

carried through a span of years (persons enlisting at the same- time, by age:
those promoted to a particular rank; those exposed to new training programs,

and so on.)



send-studies, using pancls of respondents or repcated surveys,
7
Z necessary to

(a) establish base-lines for measuring changes,
(b} detecting changes that pin-point needs for focused

studies.

Relevance and Anticipatory Capability

The Army constitutes, in many respects, an ideal setting for
carefully controlled program testing (e.g., alternative methods
of dealing with drug-use) as well as for the more powerful type
of causal inference that results fromzactu;l experimental rescecarch

Through appropriately phased utilization of such a program,
tﬁe Army uvill be in a much stronger position than in the past
for anticipating reclevant changes in the social environment, such
as the role of women, race and ethnic reclations, or unionization.

Obviously central to the developnent of a modern Army largely
made up of volunteers is a system of incentives and recruiting
procedures that will optimize quantity and quality of voluntary
entrants., Development of more effective recruitment is more
crucial for enlisted than for officer personnel; for various
reasons it will be casier to recruit an adequé}e number of quali-
fied officers than to insure adequate intake and retention of
enlisted soldiers.'

'Research is required to ascertain the effective special
appcals that prospective Army service will be able to offer to the
17-20 year old youths. In the past, military service often wvas
perceived by young men in the United States as a legitimate way
to 'get away from home and grou up.” Is therec any effcctive

present-day approach that will re-establish initial enlistment



tep to Haturity"? Recruiting appeals-and incentives must

e word gets back" to the pool of potential enlistees. Study,
Jresearch, and monitoring will be essential to maintain an in-
service syétem that insures that the Army "keeps its promises"
in the eyes of its volunteer personnel.

Present studies indicate that an Army career is not usually .
seen by potential enlistees as containing opportunities for
leisure, security and-personal grouth ?qual to those available
in the civilian sector. A high priority for behavioral reseafch
is a series of analyses of the aspects of Army experience that
discourage enlistees and reduce retention rates. Data nou
available are sufficicnt to suggest that special attention should

be directed to analyzing what short-term rewards arve now experienced

and what additional ongoing 'payoffs", tangible and intangible,
can be built into everyday Army life, It is likely that a central
factor in this connection is the extent to which various kipds of
work are experienced as meaningful or personally significanf.

The effectiveness of reseérch operations required in this
area of concern will be increased by administrat;ve provisions
for field units or teams to work closely on a continving day-to-
day basis with the oﬁerational commands. At present it does not
appear'that adequate use is being made of such relevant research
findings as the data showing that educational opportunities would

be an incentive to enlistment more powerful than higher levels

‘of pay.



§ D, by reason of: (a) fractionalization of effort, (b) over-emphasis

on anecdotal information at the expense of systemic research data. (A third

difficulty has been poor retrival of information. A system that does not

remember will not learn well.)

4

A coherent research and development program in the behavioral sciences

can be developed by concentrating upon the flow of personnel through the Army.*

Relatively sophisticated research-based organizational theory exists to give
a framework for designing a cumulative program. An acceptable program wWill
include at all times several different types of research designs; intensive
observational investigations in natural settings; repeated cross-sectional
sample surveys; longitudinal projects, especially those generating data on
population cohorts followed over time; analyses of selected comparison groups:
assessment and evaluation research; controlled experiments.

It is possible to devise field experiments that avoid impli-
cations of 'interference or ‘'threat" to individuals or organi-
zations within the Army. For example, with the cooperation of
appropriate levels of command. two or more promising programs may‘
be tested and assessed to discover the consequences of each. In

this way, no one is deprived of a ‘good’ program--rather the

* Example: 1In recent years only about 40 per cent of age-eligible
young men actually have served in the military. 1In peacetime.
only about one-half of entering servicemen have been true volun-
teers. About 20-25 per cent of volunteers have reenlisted for a
second term in usual peacetime conditions. But in later years of

. the Vietnam wvar. volunteer reenlistments dropped to 15-20 per
cent, and draftee reenlistments were less than 5 per cent.
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;%iva is to find the best’.
_/A central and unavoidable question in appraising the con-
;éibution of behavioral research to the ''odern Volunteer Army
is whether ‘the Army's qumitment to the research program is firm
and stahle enough to insure the asking of the most important~

research questions. -

r

The reason for the question is clear. Ilany of the most
important questions about human factors in the Army are sensitive"
or 'contproversial’--racial relations, discipline, drugs, promotion
policies, protest and dissent. Unlesé responsible research can go
forward on a consistent and cumulative basis, useful research inputs
can not be made to policy-makers and administrafors.

Further. research may.need to consider in addition to recruit-
ment in the present pepiod, possible future developments that may
happen to be in the realm of the politically “unthinkable' at a given
time. for instance, some kind of ifational Service system. Creative
research thinking may require anticipation of possible future
eventualities that may never developn, but consideration of which is
vital to defining the scope and direct;ons of thrust of many specific
studies. For example, what are the necessary conditions for main-
taining the Army as a viable corporate component of a democratic
society. What is the Army's role in the maintenance of national
unity? How does the composition of the Army affect its role in
national 1ife? These are large questions. but thoughtful research
can produce information highly relevant to careful consideration

of them.
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jé Capability
/or effective implementation of an optimal R &€ D program on
‘ﬁévioral and social factors, the Army must develop rapidly and
ﬁizorously jts in-house capabilities.
Thé system of contracted research works well only when two
conditions are fully p;esent: (1) reliable and sophisticated
research organizatioﬁs that have high §ensitivity to the Army's.

needs, and (2) in-house staff of high technical competence and

with strength in depth to monitor research and to maintain effective

-

relationships with the academic community and with the not-for-
profit and commercial research organizations.

Hueh of the Army's research on human resources and human
factors in the immediate past has been primarily psychological
in nature. iiost of the psychological work is valuable and warrants
strong support in the future. However, the Army has lacked a
strong counplementary capability in sociological research and in
other social sciences. Contract relationships with universities
and research institutes can not provide the needed work without
an in-house component adequate to plan and monitor and to itself
carry out certain portions of the program. - -

Special note:

Very recently there has becn a proliferation of new research
organizations secking contracts. Some of the personnel of these
organizations represent themselves as social scientists, although
having, at best, only minimal qualifications; some have folloued
the fashions *of the day and seek to work on studies of '“social
problems*, as engineering and physical sciences‘haﬁe experienced

cut-backs.,



,Aé must be blunt: there are indeed quacks, smart operators,
ﬁ,faddists who present themselves as able to deliver panaceas
M“der the label of behavioral and social sciences. They must not
be allgwed to denigrate the zenuine and serious scientific work

being done by better q;alified persons and organizations.

The Army has a substantial budget for research in behavioral
Sciences, and is carrying out work of'éommendable quality.
Unfortunately, however. it still has an excessively small in-

house professional and technical capability. Present staff are

spread thin in a heroic effort to plan. monitor, and disseminate

results.

Full-Spectrum coverage

The Army's needs for behavioral research will be served most
effectively by a program that does not neglect any part of the range
from technological base to operational applications. Some work

must be exploratory in nature, involving reconnaissance of new
areas, whereas other research will be highly systematic and
controlled. Each has its appropriate place in the total effort.

Behavioral and social science research uses all main forms of
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Zific methods-~-including direct observation, surveys, inter-
"éa field.expcriments, laboratory expefiments, computer simu-
,éiions, mathematical modeling.
The methods that are most appropriate and effective vary with

the state of the art and with the specific nature of the immediate

research problem.

Accordingly, no one research method or technique is superior
in objectivity and power for all problems.

It is of the highest importance thét policy-decisions con-"
cérning behavioral research be based on the crucial facts just
stated. -In particular, support is required for the use of first-
hand observation and participation and of interviewing, using
technical procedures appropriate to particular studles and con-
ditions.

In viewving the total range of research efforts, it is important

to observe that the technological base in the behavioral sciences

has two essential aspects: (1) development of specific research

technologies adequate to generate the required types of valid and

reliable data; (2) technolosgics of bechavior modification and of

-

organizational structure and funetioning. Actually, whether in

physical sciences and engincering or in behavioral and social
sclences, the essential component of technology ié not thé physical
gadgets but the knowledge, without which the artifacts are mean-
ingless junk. In the behavioral sciences, technologies usually
consist of such things as proccdures for a particular program of
operant conditioning or of complex training, specification of
methods for improving inter-unit communication under combat

conditions, plans for a recruitment program, or invention of a



System of organization. These procedures, methods, plams,
4d organizational specifications are "software’. Already,
‘however. and increasingly in the future behavioral and social

science R &€ D will involve computer-aided procedures, nev means

of communication, and close integration vwith biomedical technolosgy.

t
*

External professional and intellectual linkages

- —_—

The Army has suffered, especially during the l960's€ih§s gkyh? ;94_
inadequate linkage wi;h the external research community in the
social and behavioral fields. The reasons are several., some
unaveidable, some avoidable. In the past the main linkages between
Army- and university-based ?esearch has been through the use of
contract relations. Often these researches were develcped under
inappropriate assumptions about the potential role of social
science. The result is a well documented history of tension and
joint misunderstanding. |

Among the avoidable difficulties,. two are outstanding:

-

l. problems of access, under reasonable restrictions., for
academic scientists to carry on unclassified research with -
Army data and in Army settings. and to publish their studies:

2. preliance upon research contracts without provision for
some support, closer to the pattern of grants and fellow-

ships, in which immediate predetermined operational
outcomes are not required.

A vast amount of needed work can be elicited from talented
people by opening the docrs now closed. Although the detailed
practiéal problems require effort and ingenuity, workable

solutions are feasilble.
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ﬂith the advent of the all volunteer force, it may be possible
/develop new approaches to these issues. In the last decade
’&ﬁere have grown up a group of younger sociologists, social
Psychologists. and political scientists who are independently
concerned with the stu;y of military igstitutioné and their impact
on civilian society. Their research is unclassified and they

receive assistance from the military in the form of access to

materials and data.

The development oé ongoing independent university based research
on military institutions is vital. It is vital for the intellectual
1ife of the universities. It is vital for elected officials and the
military to have alternative perspectives on the basic problems.
ilodest grants-in-aid, especially for young scholars and graduate
studies, would appear in order. The research would have to
guarantee the rights of the subject and proceed with professional
responsibility. In turn, the research would be unclassified and
available for scholarly publication. -

' Adequate articulation with the external research communities thus
requires continuing adjustments and innovations (Some of the needed
research can be best accomﬁlished from ca?efully monitored grants
rather than contracts: arrangements are needed to promote two-way
flows of personnel on a temporary basis between the Army and the
academic establishments:) fellowship programs and g?ants-in-aid

are possible alternative routes to highly productive arrangements

for stimulating relevant research.
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ﬂérections for FLffective Tescarch and Developuent

“The Report has urged that the Aray give special attention
in the programs of bchavioral science rescarch to:

(a) means of assuring continuity and cumulative rctriva}
of data, rcquiring improved planning, fundine, and staffing

3

of rcscarch activities, including management and monitoring

-

(b) the urgeﬁcy of adequatc.cncourageme?t and qe?gndable

. support by appropriate offic1a%s for basic, anticipatory,
and exploratory research--stugles that are not tied to
immediate and specific operatlon§l regulremcnts bu? that
deal uvith problcms or continrencies likely to be highly
important in tines ahcad:

(e¢) identifying and illustra?ing lines of rc§earch with
definite potentials of producing results applicable to
practical problems of policy—dcvel9pmcpt and of operational
procedures, practices and systems in the Aruny:

(a) diaghosis of neecds for and means of devcloping
inproved two-way flous of inforwation between the rescarch
personnel in behavioral sciences and the decision-making
centers that can utilize research-based inputs.

2. .ain categories of prorising rescarch are suggested below.

- ' (a) Basic social processes and psycholorical factors in
developinr and Egintaining_p liodern Voluntecr Army.
tiembers of the Group agreed that rescarch is urgently
needed on the followving topics.

Intensive rcconnaissance is required to develop a focused
program of rescecarch on the emerging problems of maintaining'el;n
and espirit d'corps in a hishly technological,’organizationally
complex, and "civilianized*® military.structure. Clearly the
vhole Army can no longer be thought of in terms of combat carecrs-

but equally it must not move too far in the direction of "Scars

‘Roebuck in uniform",
(1) A high-priority progsram of coherent and cumulative basic
research and apnlieﬁ studies must be carricd forvard to analyze
the interfaces or linkasges befwéén miiitary and civilian

carcers., This program 9ill have a twc-fold emphasis:

e e a4 e e e =
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ﬁ/ motivation for military scrvice, and (b) the actual

!
o
p

Social organization of objective opportunities and of carcer-

’
/s

patterns.
(2) Analysis, including model-building, should be directed

such as

toward possible innovations in personnel policies,

(a) One-ycar enlistments . .

(b) "c-zxpcr:i.mental‘i systems of leaves at differing stages
in Army service (short, paid leave at 5 yecars or 10
years: a wgabbatical® leave-in-place--after 18-23

cars). . .
(c) {umpjsum allocations of discretionary funds to be

used by company commanders to improve performance

in their units. . . . .
(da) consolidation of Secrvice publications such as "house

organs‘’, with continuing feedback study as to
readership, interest, and other criteria.
(3) Worthy of careful analysis are alternative modes of unit-
of-choice recruiting apd training, and the development of the
concept of a permanent “honme.unit . |
(4) Analysis is neecded of ways of harnessing to the common
goals the competitive st?iving of components of a highly
differentiated, pluralistic military force. Each interest-
grouping strives to establish itself in prestige and aévantage.
How can these inevitable»strivings be controlled and diéected

for the good of the Army? ) ’

(b) The Army in American socicty of the 1970's. what charnges

occur in knocirledge, evaluation, and attitudes toward the Army
anong different components and sectors of the population? To

publics awvare of and responsive to

]

vhat éxtent are the variou
the Army's confributions to civil society, e.g., rescarch on

equine encephalitis, innovations in education, day-~carc centers,
and the like? Can we identify arcas in which the Army's internal

interests coincide. with an important public ‘need, c.g., WOrk on




Ade-cel) anemia? Vhat information (including “images" and

aluations) about the Army is being disseminated by the mass
/@edia? Y“hat impacts ensue in different parts of the popuiation?

| The Arny of the 1970's will continue to practice many tine-
honored and effective procedures. But the experlcnce of‘the

© 1960's have revealed new problems--to which the behavioral and
social sciences can bring necw knowledge and improved research

gtudies in this area should include

designs and techniques.
resecarch on the uses and effects of diiiferent_levels of military nofms,
e.g., U.S. military law, international law, U.S. civil 1lawv,
Aray Regulations, field lfanuals, military education, customs,
and informal group codes.

How can the Arny's essential missions be linked to the personal
goals and interests of persons who arc suitable potential

volunteers? 1Is ‘‘personal growth® a nore poverful incentive than

igelf~interest®? Yhat is regarded as a vorthuhile mission

for the Army and for the individual man or woman in the Army?
In the immediate future, it may be necessary for the United

States to maintain a combat-ready force during relatively long
periods of relative inactivity. ilou can motiva;ion and self-
esteen best be maintained among conbat-oriented troops? (Vays
must be found to pro&idc roles of genuine usefulness and public
honor‘and to keep alive a sense of commitment to the necessarily
heroic ultimate mission of the l'ation's soldiers. It is vital to
emphasize that no "“public rclations image’ is a solution. Rather
there must be coﬁtiﬁuous, déily rcalistic experiences that provide
the necessary incentives and self—definitions.)

A special arca of importance is analysis of these matters




ffie
€ference to the future organization and place of the Reserve and

ﬁ?onal Guard.
2

s

/" The questions raised 2bove can be clarified by highly

!//focused and selective comparative research on patterns of recruitment,
training, érganization, and career-lines in armies of other Western

_nations of similar levels of industrial and urban development. Such ~
research i; recommended as of substantial lopg—range utility.

Within the United States and its Army, systematic research attention

must be directed to the following major topics.

(1) The character of a potential “plural Army". The concept is
of an Army that is unitary yet pro;ides for several different.main
Xinds of careers. . lot everyone'would be expected to be trained and
motivated to be the same kind of “'soldier" or‘"officer”. Some would
be oriented to combét . others to skilled occupations, others to

. technical and professional careers, and so on. VWhat needs to be
known for responsible evaluation of this concept? What research is
feasible?
(2) Characteristics of different sectors of American societf from
vhich the !i.V.A. will be drawn. What are the implications of
varying admixtures of elements of the population? WYhat are the
skills, disciplines, values, beliefs, and expectations that affect
volunteering, performance, desire to remain in a military career?
Are there some especially effective ways in which the Army can
"talk to' different ethnic, regional, or other segments of the
people? What are the sources of 'counter-cultures’” and of rejection
and ambivalence toward the military services or the national

society?
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/" (3) Sources of changes in commitment or alienation and disaffection

within the Army. (These problems can not be swept under the rug:
better carly research than later publicly explosive events.) VWhat
are the origins of “hassling® and *harrassment '? VWhat conditions,
on %he other hand, encourage strong jdentification with and pride
in one's unit and thé Army as a whole? lhat stimulates and )

ual to identify himself with his military

encourages the individ

role or position? that patterns are there of unrecognized responses

to various training procedures, schedules, techniques, styles of

~

communication?

It is necessary to devote serious research effort to study of the

problem” in the 1970s, e.g., orientations of youths to economic

-

“generation

security, acceptance of leg%timate authority, suspicion or confidence in
jeadership, sense of ‘'having a stake" in the continuity of American society.
Yhat external events or personal experiences lead to difference in those
orientations that strongly affect responses to the Hodern Voluateer Army?
(4) Research is very much nceded on the effects of diffcring
systems of practices relating to rewards and penalties. Studies
in civilian contexts have shown some remarkable instances of
success in programs of sclective reinforcement of desired behavior:
also, there is evidence that mild or gggil.penalties that are
certain and Ezéﬁgs_may be more effecfive than severe penalties that
are rare and unreliable in apnlication. Systems of discipline in
military settings may be open to improvement throush studies specific’
to the special conditions of various parts of the Army. Continuing
carefully controlled research should be devoted to practices and

outcomes of military justice, including both the problematic and

the positive aspects at different levels of organization.




tal leng-range work should be initiated to ascertain and analyze

4+ degrces and kinds of ccmprehension, understanding and appreciatiocn

o 4 o - 3
ﬁ%monies, customs, rituals, and awards within the Army. Is it feasible

/

i’/aSceI‘tain effects of specific practices? How is a sense of pride or

'military honor developed? Are some practices over-used or depreciated in

Value by the marner of their use?

(¢) It is essential to provide for continuing collection and analysis of basic

.data on demographic and family characteristics of present and potential Army

junteering and retention probably are powerfully affegfed

personnel. Rates of vo

by these characteristics. The Army has a clear need to know whether, and to

what extent,-this is true.

Needed data would include: rmarriage age in those sectors of the

population that are especially likely to be sources of volunteers; birth-rates,

spacing of births, and total size of families; rates of marital break-up;

relation of family-stages to retention rates; development of indicators of
family solidarity.

Special interest would attach to studies (relatively simple and feasjble)

of family histories of participation in military life.

A small-scale but useful study would deal with marriages of VAC and méie
Army personnel, it could serve as one pilot effort for policy-oriented
research along the military-civil society interface.
(d) Special relevance to the American Army will be found in systemic research
that will analyze the effects of both large changes and episodic fluctuations
in the size of the Army (and of its constituent components) and the sources
of personnel upon such crucial conditions as:

(1) the occupational distribution of Army jobs in relation to
qualifications of available personnel,

(2) the distribution of personnel by rank or grade,

oy § s o - . e—

[,




the special relationships that may be created in Army settipgs
among personnel of differing civilian backgrounds and Army experilence.

Computerized system-analyses and field studies are necessary.

Special areas that warrant intensive research

Utilization of personnel.
attention include the utilization of physical and technological skills,
women in the Service, the National Guard, and the Reserve. It appears that

research on classification is good and that the.lines of useful future work

are reasonably clear and that research and development on teaching of skills
4 >

also is going well However, there is much evidence that malassignment is a

serious, and perhaps a growing problem. A review of approaches to solving
2

.the problem suggests that study should be directed immediately to the feasibility

and specific character of needed research in the following areas:
An early-varning system whereby impending changes in policies and
procedures can be comnunicated to these porticns of the Army that
must do forward operational planning--for example, with regard to
enlistment inducements, assignments, allocations.

. An informational system to insure that well-qualified and positively
motivated persons who want to stay in the Army will find it possible
to do so, if need be, by means of a new system of reassignment.

. Analysis of the effects of manpower policies and organizational
structure under rapidly changing conditions. For example, what are
the effects of a sudden drop in draft calls upon the structure of
ranks and prades, and how does this affect the Army's capacity to
retain valuable personnel?

. Studies of possible systems of ‘'lateral movement” into, within, and
out of the Army. Are there efficient and reliable systems that
will increase the attraction of the Army to potential volunteers,
will retain those who should remain in an Army carcer, and will
produce constructive solutions to problems of separations?

. Continuing analyses of effects of length of assignments, including
both total terms of enlistment and types of within-Army assignments.

. Research assessment of responses to and potential implications of
possible alternative systems of officer assignment, e.g., effects
of a system which included a command corps and a staff corps.

. Analysis of effects of retirement policies upon retention of career
.officers and senior noncommissioned officers, including appraisals
of effects on costs, morale, effcctiveness, relationships among
officers, relationships with cnlisted personnel.




cting work performance, and ethnic and racial relations. For example, what

iStinguishes highly successful from less highly successful experiences in

coping with such problems as drug-use (prevention and contiol and rehabilitation)

and racial or ethnic tensicns? What combinations of soclocultural Lackcrounds,

ssions, leadershin, organizational practices, and so

training, location, wnit mi
i ?
on are typically found in the most successful instances?

Such research should not serve merely as a bucket-brigade for putting -

-

out fires, but should specifically derive its assessment and problem-solving
k]

aspects from the ongoing basic work on Army organization and motivation.

(1) Ever since the Army's studies of attitudes and behavier of black and

white soldiers in World War II (The American Soldier studies), nearly all

main manpower and organizational problems have been recognized to have
actual or potential racial or ethnic aspects. These aspects have beccme
increasingly central to military effectiveness and to the place of the

Army in American society. -

. Some of the problems (and opportunities) of the Army are simply
"spill-overs" from the civil society. Other problems may be, and
are, generated within the military setting--often by the effects
of factors not obvious to common-sense observation.

+ Already in progress are efforts to develop a suitable set of plans
for research on race relations.

. It is crucial that the Army maintain a continuing research effort in
this area, and that it develop an additional capability for rapid
research assessment of new developments.

. Research in this area has a special requirement for adequate parti-
cipation of black research personnel. It also has requirements
(a) for highly sophisticated and sensitive research designs and
techniques, (b) for objective and systematic data, and (c¢) for
specification of findings for different types of white and black
personnel, for varying situations, and for differcnt group proccsscs.




Durine the late 1950s and 1960s, the United States ex-

/

ericnc?d the rapid introduction and diffusion of psychoactive

chemicals., iiany psychoactive drugs developed for medical,

psychotherapeutic, purposes found their way into widespread

non-prescription and illicit use.

Responses to the real dangers have resulted in some public

actions thaf may be helpful and others that appear to be counter

productive in coping with the problems represented by drug

dependency and drug abuse.

N

Rescarch in the Army on social and psychological factors

in drug use should be carried out in close articulation with

whatever physiological, medical, and leral studiec may be

undertaken. Four types of research hold substantial promise:
tepideriolocical’ research that 17111 locate and characten-
ize group or contextual effects--as vhen units of the same
pseneral type shouv sharply contrasting patterns of 'no

use' and "widespread abuse'--and that will identify and
describe modes of transmission of group-supported norns
and practices:

. studies of phases and sequences in drug use and dbstinence

by individuals and groups and for different drugs
(including alcohol):

-

. analysis of pecr-group pressures vwithin military groupings
as factors affectine drug abusc, resistance to drug use,
and ''spontaneous remission' wvhen users cease the practice,
either without or with some professional therapeutic
intervention; :

+ research on outcomes of different types of treatment
programs and proccdurcs.

3. Research vith Potential for Larly Application

Jo attempt has been made in the above listing of examples of
promising rescarch arcas or topics to indicatce a time-frame for
movencnt from fundamental analysis to operational application. The

lead~time, obviously, uvill vary pgrecatly from one problem to ancther.
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#theless, it may be of illustrative interecst to not
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#ples of rescarch projects with relatively high potentials

“arly utilization.

(a) It vould be feasible within a relatively short time to
canY out a critical reviev and synthesis of existing data

from available studges on demographic characterisflcs of Arny

volunteers and draftccs, manpower requirenents under varying

conditions., and studiecs of relevant opinions and attitudes
2

both within the Armed Forces and outside.

(b) Pilot field tfials could be undertaken in such manner thaxt

h of value could be learned by rcsearch asscssment of
much a

riences in recruitine efforts amons categories of personnel
expe

that are needed in the Army but are difficult to attract.

(c) Pending more long-range and basic analysis it would be
extremely useful to have specific observational and survey data
concerning immediatce environmental factors in soldicrs' adjust-
ment in the Army. An important example is analysis of housing

for enlisted personnel: availability, cost, quality, satisfactdo/f

&)

or dissatisfaction, etc. Housing appears as an urgent and

inmportant area for practical, creative action. There are spec{i:>

aspects in thc case of black soldiers and their families.
Inaginative solutions could be a decisive factor in increcasing
the attractivencess of a no-draft Army. Tilot rescarch, novu,
could give valuable data. Svecific efforts could be:

(1) compilations (with critical commentary) of data
alrcady analyzed on social and psychological aspects of
housinr: (2) rolatively quick surveys of responsces of
enlisted men and women and their families to current
housing situations for Army personnel; (3) preliminary
assessment of psychological and sccial implicationec of
proposals for planned military villages; (4) precliminary
assessment of cconomic and social aspects of neuv approaches

-
e

e e A




to constructiorn and maintenance, e.g.: mobile modular
Systems; construction carried out by military personnel;,

Q) Studies of the education, military training, and compatible

Or incompatible demands and obligations expericnced by lCO's

because of their position and duties in the present organization

of Army units;

(e) surveys and observational field studies of the PX systen.

¢

(f) Effcctive use of time in Army units. It may well be that

180 days a year is adequate for most training purposes in non-

war periods. Vhat are meaningful and productive ways to

utilize the remaining days? (Eoredom and make-work assipgnments

do not commend themselves as viable possibilities for a HoVLAL)




ZY of main recowrendations
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1 i, v mmendations . as follous:
This Raeport has presented einht reco

1 Iumediate establishment of a Behavioral Sciences Adwisory

- i r
Council for pollcy—rruldance, and e 1

lloll 1 4 (o] > - 2 -
s ..L'LO.. shi lp

proposals.

. £ Y onnel ,”
2 Regularly recurring sample surveys of Army pers ’

w3 $ int 1 i ions.
carried out through existing internal organizations

3 Active support of exploratory and fact-finding research

jng a full spectrum of research ranging from field interviews and
using .

£ipst-hand observation, on the one hand, to highly controlled quenitative
experdments, on the othor,

y. Provision for regular and continuing cohort-analysis
of demographic and social characteristics of all types of

Department of the Army personnel. - . f

-

5. Continued critical review and adequate support'for behavi-

oral and social science P A D in the fields of personnel

*

selection, classificatiorn wutilization. and testing of

performance.
6. Establishment of a more effective system of two-way liaison

between the behavioral research and development program and the

policy-determining and operational asencies for which its

products arc relevant.
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’¢lopment of meore effecetive set of two-way linkages
bet
"een the Army's research program and universities and other
e - i ” .
Xterna) educational and research organizations, 1including

EPants-in-aid arrangements and exchanges of personnel.
8. Estatlishment gf an Army-wide Institute of Advanced

Studv and Resecarch, with an initial five-year commitment, to

act as a focus of advanced rescarch synthesis and planning.’

ort outlinés a set of criteria for the R & D progran

The Rep

in the field of sccial and behavioral sciences. It then sets

forth a number of examples of feasible and promising particuler
lines of research for the future,.
The Working Group is convinced that inplementation of the
ifi ecommendations wil] i . ..
specified 11 have substan+ial positive resulits

for the Army of the 19707s.
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Terms of Reference

The -
Yory s - . following Terms of
Pking Group has been gafded by the

Rw%bence a ised at its mecetings of 14-15 January 1972.
> S revise e + g

aments
Introduction and General Comman.s=

: ! ’
s ted that within a few years, +the Army's reliance
It is anticip?@

b Suhetanﬁially peduced and the frmy will become
on the draft 1111 be 252
+ on volunteers +o F431 dits ranks. This can be
den ;

face to face +ith a host of problems,

Mmuch more deper

expected tT©o pring the ATWY

Ji1l be of fund

-

N amental importance for thie capability
many of whic

1 Army and +hus for the security of the United States. In
of the AH

N}

summary, the problems can be stated as:

extrenely gross
34, low To induce 2 sufficient number of men (and women) to
aniist in the Avrmys; 4t 2 tolerable cost, in the facc of competi-
tive forces in civilian life. -

2. How t? attP?ct 1n?o the Army, persons having intellectual
provess, includinz scientific and technical abilities, suffi-
cient to fill the Army's needs for leadership and for the
exploitation of modern tecchnology.

The primary purpose of the ASAP Ad Hoc Vorking Group on the

'lodern Volunteer Army 1is

(1) to survey pertinent rescarch in the social scicences (

o

- R i L - N T
as appropriate, in other disciplines) and B

k)
(2) to sugaest how th

results of such rescavreh migpght be used
Su 3 rhi sa

e

the previously mentionad




¢f Reference

Vorkineg Group is requested to:

ﬂ; De tQP?lﬁc the us c;ulﬂk s of resecarch for an ?1V71nﬂ and
\ll‘ o f the U.S. population pa"tlculQPTV
1 ‘ﬁmﬁp' the composition o i
i th TPefo p?§'0‘¥g“al'f}1butlon by socic-ccononic tatuo, race,

n : = i <
tel €ctual capacity, and job skills.

2. B = search for forecasting the

br Determinc +he uscefulness of resea i
OJ)

able fut ersonnecl needs of the Army, pgrticularl3
<) uture o

——— vy 3 7 its and
Yeference %o Intollcctual capacity, personality tra

PrraE er:s s relate to the
lgé_:klllg and how do these pers >sonnel needs e
Population data described above.

th

3 efulness of research to measure "attitudes”
. Hoe 1 £
- Dctcrmlne1thehﬂ; attributes of the U.S. population, pgf L
g?d valnes an: Ots;cct +o those factors that affcet recruitment
lcularly with re

«© it’.
Siﬁnificantlya in numbers and qualit;

1 uaefulncss of research to develop prograns for
. Deterﬂlncft;e al tcnsions and other substantial social
alleviation a

problems of the

Armir.

ne the usefulness of rescarch in modern techniques

bahiil

;tr ?i:?c\wv education and training.
o 1] i

————————

peternine the feasibility and usefulness of research on
g- tog" affccting recruitment and vetention and Performance of
ac S x
ATrmny personnel. ;
7. Determine the usefulness of research

: for analyzins system
of assignment and promotion.

s
8., Outline a practical program

exploit past, present and fuvure research in the areas previoufiy )
described to assist in meeting its futupre nv"er1oul and quali y i
tative personnel requirements at lovest possible cost o

through which the Army can
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Cne —F . s . and Professor, University of
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