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FOREWORD

A Board for Dynamic Training was formed at Fort Benning,

Georgia, in early September, at the direction of the Chief of

Staff of the Army. The Board is chaired by Brigadier General

P. E. Gorman, Assistant Commandant of the U.S. Army Infan try

School.

HumRRO was asked by the Board to assist in the development

and analysis of a survey, to be administered to experienced officers

and enlisted men, to identify the major problems now serving as

barriers to the development of innovative, challenging, and stimu-

lating unit training, Army—wide. This Consulting Report is a

report of that survey .

This Technical Advisory Service was conducted at HumRRO Division

No. 4, Fort Benning, Georgia, under the supervision of Dr. T. 0.

Jacobs, Director. LTC Chester I. Christie is the Chief of the U.S.

Army Infantry Human Research Unit.

HumRRO research for the Department of the Army is conducted under 
•

Contract DAHC 19—7O—C—O012. Training, Motivation, and Leadership

research is conducted under Army Project 2Q062107A712.
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SUMMARY AND CONCLUSIONS

In general, f indings f r om the analysis of the survey results from

Reserve and National Guard respondents were quite similar to those found

from active duty respondents, except in some areas where differences were

predictable by virtue of differences in the training context within which

Reserve and National Guard units operate. Some inferences can be drawn,

though they cannot be proved , from survey responses in regard to these

differences.

First, it appears that senior officers in Reserve and National Guard

units are more active in supervising training, issue more oral guidance,

and may also be responsible for providing, or having provided, greater

written material resources than is true in active duty units. Whether

this is cause or effect is not known, but it seems to be associated with

a tendency for company grade officers to be less active, and perhaps less

motivated and innovative, in the training manager role.

A suggestion msde earlier in the survey is that these differences

might well result from the fact that senior Reserve and National Guard

officers are probahJv “career” incumbents, i.e., participate in Reserve

and National Guard organizations because they find intrinsic value in

doing so. It was suggested , In contrast, that many junior officers

probably are not participating for this reason, which would make for a

basic motivation difference between the two groups. A further problem

is that junior officers, and the younger enlisted men as well, probab ly

are more tightly anchored to their own age group values in their civilian

I !



I communities , by virtue of the fact that they participate in these groups

the majority of their time, which is not so for their active duty contem—

- poraries.

1 - If these speculations are correct, it appears that the need for

Reserve and National Guard units , in addition to needs identified for

units in the Regular Army , is training for commanders in techniques that

- will increase the involvement and motivation of their juniors in the

training process.

I ,

L



TABLE OF CONTENTS

Page

Introduction 1

Plan of Report 3

Results 3

Resources and Current Capabilities 3
Training Facilities 8
Current State of Training 12
Problems and Obstacles to More Effective Training 14
Ways of Improving Small Unit Training 32

Summary and Conclusions 38

Appendix 40

TABLES
1 Distribution of Present Sample by Rank, Arm, and

Location 2
2 Availability and Utilization of Conventional Resources

for Developing Training 5
3 Rated Usefulness of DA Small—Unit Training Guidance

(Materials) 7
4 Availability and Source of Major and Minor Training

Facilities and Aids 9
5 Rated “Current State of Training” Among Surveyed Units  13
6 Obstacles to the Development of More Dynamic Training  15
7 Factors Reducing Innovation 18
S Ratings of Problem Areas 21
9 Estimated Strengths Needed for Dynamic Training 24
9a Relative Priorities of Mission/Problem Areas and Time

Demands Posed 26
10 Communication of Training “Suggestions” Between Grades  28
11 Evaluation of Own Competencies 30
12 The Commander ’s Participation In Small Unit Training  33
13 The Decentralization Directive 36
14 Adventure Training 37

-~~~~~~~~~~~~~~ 
- 

.



28 October 1971

REPORT OF RESERVE AND NATIONAL GUARD DATA
(SUPPLEMENT TO ANALYSIS OF TRAINING MANAGEMENT SURVEY)

INTRODUCT ION

The. present supplement consists of a report of an analysis of data

collected by means of the Training Management Survey from Reserve and

National Guard respondents. The distribution of respondents by location ,

rank, and arm are shown in Table 1. As can be seen, of a total of 587

respondents , 570 were derived from CONUS units. The conclusions for this

analysis consequently can be interpreted as valid only for CONUS. From

Table 1, it can be seen that the preponderance of respondents were of

Infantry origin, with approxinately equal numbers from Armor and Field

Artillery , but with these two arms together supplying fewer respondents

than Infantry alone. Insufficient numbers of respondents were obtained

from Air Defense Artillery to place reliance on this category of response.

Similarly, insufficient officers of grade 06 and higher were obtained for

the responses of this group to be regarded as reliable.

The analysis of the data from the Reserve/National Guard groups will

be considerably less extensive than the principal analy8is to which the

present report is a supplement. Further , the present written analysis

will consist principally of a comparison of findings obtained from Reserve

and National Guard groups In comparison with findfxgs obtained from the

active duty respond~n~s previously analyzed . (A complete set of Tables is

supplied as an Appendix to this supplement for readers who desire to make

a more detailed ~‘nalysls.)

________________________________________ ___________________________ —



Table 1

Distribution of Present Sample
by Rank, Arm, and Location

RANK BY LOCATION

Location
CONUS Europe Other lotal

06—08 3 0 0 3

05* 67 1 1 69

04_05** 132 0 3 135

01—03 210 0 4 214

E7—9 158 0 8 166

TOTAL 570 1 16 587

RANK BY ARM
Air Field

Rank Infantry Armor Defense Artillery Total

~~~
08 

37 12 1 19 69
04_05** 78 26 3 28 135

U 01—03 102 59 10 43 214

E7—9 91 35 5 35 166

TOTAL 310 132 19 126 587

*05 with more than 3 years in grade and/or Battalion Command experience
**05 with less than 3 years in grade

~~ 1 2
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PLAN OF REPORT

The present report will be considerably less extensive than the initial

report of data from active duty units. Present findings will be organized

into the same sequence as was found in the original report , and the same

Tables will he used , together with the same Table numbers. The present

Tahlo~ will not provide a comparison between Reserve and National Guard

data and t t . e  original data , however . The reader may obtain these compari—

sons by referring back to the original report , to the same Table numbers,

in conj let ion with the present data. The difference will be that the

pre~-~~ t data will generally be presented in Tables by Arm , whereas the

majority of the data in the original report was presented by Location.

The l;~tter kind of organization would , of course , not be appropriate for

th~ present sample in that there were virtually no respondents from other

than CONUS locations .

RE~~T,TS

Resources and Current Ca.aab flit ies

Table 2 shows responses to the first four questions of the survey.

There were few major differences in the availability of written guidance

acri~ss A r m~ . The most noticeable were a slightly greater availability o~

w rit i’ ~rrnv training tests for Armor , a lower provision of written opera—

tinn ril readiness tests by Fie~d Artillery , and a low availability of written

schr~~1/tra1 .ri ng literature , at least in comparison with the other Arms,

for Tr i~~nt rv .

3 
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Comparison of these findings with those from active duty units, however ,

indicate that the availability of some of these written resources was much

higher for National Guard and Reserve units than for active duty units.

This was true of written unit training programs , and written battalion

training circulars. Further, written training schedules , written training

calendars, written Army trainiLig t~sts, and written training records were

available considerably more often than was reported by active duty units.

Only written operational readiness tests were reported to be provided less

of ten than active duty units reported , though by only a slight amount.

Responses to Item 2 in Table 2 show that not only were written resources

reported to have been provided more often by the present sample, but also

oral guidance was reported more often, as well, especially from brigade

and battalion levels. However, an interesting pattern emerges, in that

brigade and battalion commanders are reported to have provided guidance

about at the same level by the present group as by active duty respondents,

while brigade and battalion XO’s are reported to have provided much more

oral guidance than was true in the active duty sample. The same pattern

emerges with regard to battalion staff in Sl, S2 , and S4 capacities.

Finally, company commanders were reported to provide oral guidance more

often in the present data than was true in the active duty groups. Items

3 and 4 show responses of the present group to the availability and utili-

zation of Army—wide materials. A remarkably consistent pattern of responses

was found on access and utilization of these materials by Reservists and

National Guard units. However, in comparison with active duty units, Army

Training Programs and Army Subject Schedules were reported to be available

more frequently , and they reported to have been used much more frequently.

Field Manuals were also reported to be used more frequently

.4



Table 2

Availability and Utilization of Conventional
Resources for Developing Training

Response Scale

Never Sometimes Usually Always
1 2 3 4

z ~1. DID YOUR BATTALION PROVIDE : H ~~

a. 
~~~ 

oral guidance fo r the conduct of training 1.7 1 7  1.9 1.8
b. Wri t ten Unit Training Programs 3.7 3.6 3.7 3.7
c. Wri t ten Training Schedules 3.7 3.6 4.0 3.7
d. Wri t ten Training Calendar 3.4 3.4 3.1 3.3
e. Written Training Reports 3.0 3.0 3.0 3.0
f .  Wr i t ten Army Training Tests (ATT ) 3.3 3.6 3.2 3.2
g. Wri t ten Battalion Training Circular 3.7 3.6 3.9 3.5
h. Written Training Records 3.4 3.3 3.5 3.4
i. Wri t ten Policy File 3.2 3.3 3.5 3.2
j .  Wr i t ten Operational Readiness Test 2 .3  2.7 3.0 2.2
k. Written School/Cente r Training Literature 2.6 3.0 3.1 3.0

2. IN AJ)DITION TO WRITTEN TRAINING GUIDANCE , TO WHAT EXTENT
DID YOU RECEIVE ADDITIONAL ORAL GUIDANCE DIRECTLY FROM
EACH OF THE FOLLOWING : Z ~H ~~

a. Division CG 1.6 1.5 1.2 1.6
b. ADC 1.5 1.3 1.2 1.5
c. Division Staff  Officers 1.7 1.6 1.1 1.6
d. Brigade CO 2.2 2 .0 1.8 1.9
e. Brigade XO 2 .0 1.8 1.4 1.7
f .  Brigade Staff  Officers 2.4 2.1 2.2 2.0
g. Battalion CO 3.0 3.0 3.1 3.0
h. Battalion XO 2.8 2.9 2.7 3.0
1. Battalion S3 3.2 3.3 3.4 3.3
j. Battalion Sl, S2, or S4 2.6 2.8 3.0 2.8
k. Company Commander 3.1 3.2 2.9 3.2

5
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Table 2 (cont’d)

Availability and Utilization of Conventional
Resources for Developing Training

3. TO WHAT EXTENT DID YOU HAVE ACCESS TO RELEVANT : ‘5 .’

a. Army Training Programs (ATP) 3.8 3.8 3.8 3.8

b. Army Subject Schedules 3.8 2.9 3.6 3.8
c. Field Manuals (FM) 3.8 3.9 3.7 3.8
d. Technical Manuals (TM) 3.7 3.8 3.8 3.8

e. Army Regulations 3.8 3.8 3.8 3.9

4. TO WHAT EXTENT DID YOU USE TIlE FOLLOWING IN
CONDUCTING TRAINING : 

H

a. Army Training Programs (ATP) 3,4 3.5 3.4 3.4
b. Army Subject Schedules 3.6 3.6 3.4 3.4
c. Field Manuals (FM) 3.7 3.8 3.8 3.6
d. Techni-’al Nanual .s (TM) 3.2 3.5 3.8 3 5
e. Army Regulations 3.2 3.3 3.6 3.2

-l
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Tab le 3

Rated Usefulness of DA Small—Unit w
Training Guidance (Mate r ials)

S
26. WHAT ARE YOUR FEFJJNGS ABOUT TW~ FORMAL WRITTEN

SMALL-UNIT TRAINING GU IDANCE SUPPLIED BY DA
( E . G . ,  ATP ’S , ARMY SUBJECT SCHEDULES , TRAINING
CIRCULARS , ETC .’t ’  ~ IN AR ADA FA

a. They are very valuab te and should always be
used as a reference when conducting training. 3

b. They are valuable as general guidance but
not always that useful when training is
being conducted. 2 2.1 2.2 2.1 2.1

c. They are of little value in that they do
not take into consideration important local
factors.

I [

I,
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1~
The overall picture for Reserve and National Guard units therefore

seems to be one of considerably greater availability and itilization of

many kinds of written training guidance than was true with active duty

units. There was also a considerably greater degree of oral guidance for

• training, attributable in large part to considerably greater participation

in training supervision by battalion staff other than the S3 and by Battalion

and Brigade executive officers. Finally Reserve and National Guard units

reported wider utilization of Army Training Programs and Army Subject

Schedules than active duty units did. However, while these are reported

to be more widely used, they are not reported by Reservists and National

Guard units to be more useful than did regular respondents, as is shown in

Table 3.

Training Facilities

Table 4 shows availability and source of major and minor training

facilities and aids for Reservists and National Guard units . Though the

Table shows some variability across Arms in the availability of the train—

ing facilities in Item 5, this var iation was significant only for classrooms.

However, comparison of responses of the present sample with those of the

active duty sample indicates that all of these facilities are reported to

be more available. The average availability in each case was one or two—

tenths of a scale point higher than the average of all CONUS responses in

the preceding survey , falling usually about .4 of a scale point higher

than “Usual ly, ” toward “Always .” Responses to Item 6 (tn Table 4) are

somewhat variable across Arms in the present sample , but this variability

8
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Table 4

Availability and Source of Major and Minor
Training Facilities and Aids

Response Scale

Never Sometimes Usually Always
f 1 2 3 4

5. PLEASE INDICATE HOW OFTEN ~ACH OF THE FOLLOWING
TRAINING FA CiLITIES WAS AVAILABLE TO YOU IN
CONDUC T TNG S~’IALl —IJNTT TRAINING: IN AR ADA FA
a. Weapons Ranges 3.3 3.6 3.5 3.4
b. Areas for Individual Training 3.4 3.4 3.4 3.4
c. Areas for Small—Unit Training ~ 3.4 3.3 3.4 3.4
d. Classrooms 3.6 3.8 37 3.5

• e. General Field Training Areas 3.2 3.1 3.2 3.2

Response: % Answering “Yes”

6. FOR EACh OF THE TRAINING
FACILITIES YOU INDICATED Own Higher Central Trng
WERE AVAILABLE AT LEAST Resources Headquarters Area
SOMETIME S , PLEASE INDICATE Percents
FROM WHAT SOURCE OR SOURCES IN AR ADA FA IN AR ADA FA IN AR ADA FA
THEY WERE OBTAINED:

a. Weapons Ranges 46 63 78 37 74 81 62 80 85 86 71 78
b. Areas for Individual

Training 86 92 100 87 60 73 83 69 67 68 57 62
c. Areas for Small—Unit

Training 82 71. 92 85 61 73 75 74 73 85 71. 74
d. Classrooms 96 96 100 89 44 44 80 51 40 33 60 29
e. General Field Train—

F 
ing Areas 57 41 60 43 72 72 83 72 83 91 80 82

F
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Table 4 (cont ’d)

Avid 1 aL - Lity awl ~oii~ ce of ~taior and Minor
~~‘ai~~ ng acillties ~n’~ Aids

~~~ ~ se Scale

~~e r Sometimes Usually Always
1 2 3 4

7. PLEASE INDICATE HOW WTEN EAch! IF  TILE FOLLOW-
ING T E AT t T IN E AIDS WA~ • ‘ J A i L ~B 1E TO ~ OTJ IN IN AR ADA PA

• CONDUCTING SMAL L— llNr T’IAINING :
a. Act u al Eaui .pm e~ t 3.1 3. 1. 3.5 3.3
h. Moc1o!~ 2.2 2.2 2 .3  2.2
C. Mockups 2 .2  2.3 . 2 0  2.2
d. Gr~’p hic Mate r i ’i s  2.8 2.8 3.1 2.8
e. Di rp1oy~ 2.3 2 .3  2 .3  2.3
f .  Ch a 1J:t ’~~ r dF 3.8 3.9 4.0 3.8
g. F i ] r r  3.5 3.6 3.5 3.5
I’. Saod ~‘n h 1 o r  2.8 3.3. 1 ,7 1.8
i. Spec io l l  v Th:ai- ’ed Dprnon~~t r jt o~’~ 1.9 ]..8 1.8 1.9
j .  Tr~~ n 1r~ ~Jcmrn~ t r a t c en r  2.2 2.0 2.2 2.1
k. A res~ or’ an d ‘geressor M~.terialr 2.8 2.5 2, 2  2.5
1. Pr sonr~- of Ye ’ i i i r or r  an on Personnel 1.6 1.5 1.6 1.6

R~’~ pon$e :  ~
‘ k’nsw~r inp  “Yes ”

8. FOR EACH OF THE TRA T N .NG
A IDS YOU INDICATED ~~~ ‘r~ Own Hi gher Central Trng
AVAI LABLE ?~T LEAST SOYR- ~~~~~~ ____Area
TIMES , PLEASE INDICATE
FROM WHAT SOURCE OR Percents
SOUP.CES THEY WERE OBTAINED : IN AR ADA FA IN AR ADA PA IN AR ADA FA

a .  Actual. Equi pmer .’: 96 96 87 98 70 67 75 70 54 72 33 46
b. Models 54 65 75 51 63 6P 73 58 78 79 62 75
c. Mockups 46 (~1 43 46 55 52 44 56 78 75 56 79
d.  Graphic  Mate ria ’s 76 87 67 73. 60 70 70 76 76 82 82 85
o. Displays 74 81 60 70 57. 63 60 67 70 67 83 63
f .  thalkboards 94 9P 75 96 L,0 49 25 53 48 45 100 41
g. Films 28 31 20 24 44 48 0 44 90 86 100 89
h . • Sand Tab l es 76 79 57 40 35 32 29 31 53 54 57 43
I. Specially Trained

Demonstrators 66 64 50 52 62 68 60 61 43 51 62 38
j .  Training Demon~ t rations 78 71 78 69 70 69 64 64 42 47 44 39
k. Aggressors and Aggressor

Materials 76 70 62 63 70 71 73 75 63 69 57 53
1. Prisoner of War Inter—

rogation Persoumel 28 26 43 29 54 4~ 54 55 29 28 17 18

_

_  _ _  _-_ _H
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• F
was significant only for weapons ranges, which were reported by 63¼ of

Armor respondents answering this question to be provided from own resources,

whereas only 46Z of Infantry respondents and 37% of Field Artillery respon-

dents did so. In comparison with active duty components, however, the

percentage of respondents ansu. ering “yes” for own resources was considerably

higher for all of these facilities except classrooms , in some cases very

sharply higher . As perhaps could have been expected , percentages responding

“yes,” that these facilities were furnished from higher headquarters were

[ correspondingly lower for Reserve and National Guard units in comparison

with active duty units . Percentages responding affirmatively in relation

to central training area availability were not too different .

The reported availability of the training aids described In Item 7

showed a general lack of variability across Arms in the present ~ample ,

except for sand tables which were used much more frequently by Infantry

and Armor units, and aggressors and aggressor materials, which were used

more by Infantry units. Reported availability was generally similar to

that found in active duty units, except for films and sand tables which

• 
• were reported somewhat more frequently in the present sample,and aggressors

and aggressor materials. The source of these training aids appeared to

be somewhat more frequently from the resources of the unit itself, in

comparison with CONIJS responses from the previous sample, especially.

Similarly , these aids tended to be less available from higher headquarters,

as might have been expected . Central training area availability was

• approximately the same as that reported in the previous data.

1].



The picture that emerges concerning availability and source of train-

ing facilities and aids suggests that Reserve and National Guard units may

well, be somewhat more resourceful in developing their own training aids

and training facilities than the regular units previously surveyed, and

that they probably can count on the availability of facilities and training

aids from central training areas about to the same extent as regular units.

Availability of facilities and aids from higher headquarters is, as cer-

tainly would be expected , lower. These overall findings lead to an Inter-

esting speculation. While it should be emphasized that the quality of

training conducted by Reserve and National Guard units has not been assessed

by this survey (and could not be) it appears that, with this gua].Ific4tlon,

it is possible that nonavailability of resources from a higher headquarters——

perhaps coupled with decreased supervision——may result in more initiative

and innovation at the level of the unit itself. If it were found that the

quality of training is also high, as high as in active duty units, this would

then constitute evidence that supports the wisdom of the CSA directive

decentralizing training responsibility.

Current State of Training

Examination of responses of the present sample to Questions 42 and 43,

shown in Table 5, indicates an overall absence of variability across Arms ,

except for communication , in which Infantry and Armor respondents rated

their units lower , and support , in which the lower grades rated the state

of their unit’s training lower than did higher grades. Comparison with

responses from active duty units indicates that the current state of train-

ing was reported to be about the same by both groups, with a tendency for

12 



Table 5

Rated “Curr ent State of Training”
Among Surveyed Units

Response Scale

Inadequate Adequate Excellent
1 2 3

r 42. IN YOUR UNIT , WHAT IS THE CURRENT STATE
OP TRAINING IN THE FOLLOWING SUBJECT
AREAS : IN AR ADA PA
a. Tactics 2.0 2.0 2.2 1.9
b. Weapons 2.2 2.1 2.4 2.2
c. Support 2.1 2.2 2.3 2.2
d. Maintenance 2.3 2.2 2.3 2.1
e. Communication 1.8 1.8 2.0 2.0

43. IN YOUR UNIT, WHAT IS THE CURRENT STATE
OF TRAINING IN THE FOLLOWING GENERAL
AREAS :
a. Operational Readiness Training 1.9 1.9 2.1 1.9
b. Unit Training 2.1 2.0 2.2 2.1
c. Individual Training 2.1 2.1 2.2 2.1

o
42. IN YOUR UNIT, WHAT IS THE CURRENT STATE

OF TRAINING IN THE FOLLOWING SUBJECT ~
AREAS : o 0 0 r1~

[ a. Tactics 2.1 2.0 1.9 2.0
b. Weapons 2.3 2.2 2.2  2.2
c. Support 2.3 2.2 2.1 2.1
d. Maintenance 2.3 2.2 2.2 2.2
e. Communication 1.9 1.9 1.8 1.8

43. IN YOUR UNIT , WHAT IS THE CURRENT STATE
OF TRAINING IN TIlE FOLL OWING GENERAL
AREAS:
a. Operational Readiness Training 1.9 1.8 1.8 2.0

F’ b. Unit Training 2.2 2.1 2.1 2.1
c. Individu~i1 Training 

2.3 2.1 2.1 2.0

• *05 with more than 3 years in grade — and/or Battalion Command experience.
**05 with less than 3 years in grade .

13
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Reserve and National Guard respondents to rate their units slightly higher

in the first four areas , and slightly lower in the f i f th , communication ,

among the five areas of Item 42. Responses were quite similar for the

three areas of Item 43, except for a slight tendency for the present sample

to rate themselves higher on unit training and individual training. Average

responses in these two areas generally paralleled those of the first four

areas of Item 42. Overall, responses averaged slightly higher than the

scale point of “Adequate ,” except for the area of communication , and

operational readiness training .

Problems and Obstacles to More Effective Training

Table 6 shows data concerning obstacles to the development of more

dynamic training. No significant differences were found to responses to

the areas of Item 18 across Arms , though differences were found across

grades~. Specifically, inadequate manning levels were regarded as a more

serious cause by NCOs ; lack of imagination among junior personnel was

cited as a more serious cause by senior officers and by NCOs than by company

grade officers themselves; and inadequate motivation among junior personnel

• also was cited as a more severe problem by these groups than by company

grade officers. As an interesting contrast, however, while lack of interest

in change by Imir~ediate seniors had been cited as a factor by company grade

officers in the previous survey, it was not among the present respondents.

Overall, the factors rated as most serious obstacles to the development

of more dynamic training were inability to change because of the rigidly

prescribed Army training system, and lack of adequate budget. The least
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significant factor , overall, was inadequate manning levels, again as might

have been expected. The cross check provided by Item 19 confirms the

findings from Item 18, showing that the rigidity of the Army training

system, and lack of budget were the first and second most serious factors.

Interestingly, the third most important factor, of nearly equal importance

to budget, was inadequate motivation among junior personnel. This had not

been found to be serious among active duty respondents, and similarly,

peraonnel turbulence was not found to be important in the present sample,

though it had been among active duty respondents.

To some extent, the responses shown in Table 7 should also serve as a

cross check on responses shown in the preceding Table. However, while there

was a tendency in this direction, it is not as substantial as was the same

tendency in the data from active duty respondents. The first two factors of

Item 27 were rated as more serious limitations than the last two, but the

differences were not substantial. In comparison with responses from the

previous sample of active duty units, present respondents were actually .1

of a scale point lower in their rating of the seriousness of the first factor,

th8t J.nspector~ from higher levels of command will note deviation from their

tr
~

j ning guidance and react negatively. This is a puzzling finding, consider-

ing the strong emphasis on the rigidity of the Army training system that —

appeared in response to Item 18 (Table 6) .  To add to the confusion , senior

officers were the ones who reacted most strongly to the rigidity of the Army

training system (Table 6) , but company grade of f icers  responded more strongly

to the factor of inspectors from higher levels of command (Table 7).

•

-~~ - 
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F lable 7

Factors Reducing Innovation

27. TO WHAT EXTENT DOES EACH OF THE FOLLOWING
• REDUCE INNOVATION IN ARMY SMALL UNIT Averages by Arms

TRAINING : IN AR ADA PA
• a. Inspectors from higher levels of com—

mand will note deviation from their
training guidance and react negatively 2.7 2.6 2.8 2.6

• b. So much subject matter must be presented
( in a limited amount of time that it is

not possible to accomplish any thing
different from that which is prescribed 2.7 2.8 3.3 2.6[ c. Many NCO ’s and Junior Officers who present
training are unused to thinking for them-
selves and thus they do not develop any
innovative techniques on their own 2.6 2.5 2.6 2.7

I d. Many trainers and commanders are unaware
that they are authorized to take new
approaches and use “way out” techniques
in training 2.6 2.4 2.6 2.5

Response Scale

f A Major Limitation A Serious Limitation A Minor Limitation Not a Factor 

-~~ 

32. WHAT IMPACT DO SAFETY RESTRICTIONS
HAVE ON A UNIT’S ABILITY TO CON-
DUCT DYNAMIC TRAINING : Response

Scale IN AR ADA FA

~~~. None at all 3
b . Some hinderance to t raining. . .  2 2.1 2.4 2.5 2.3
c. Great hin~ rance to training... 1

I
I
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While these findings seem conflicting, there are some clues that lead

to a possible explanation. First, there is a substantial degree of pressure

in many Reserve and National Guard units, which is applied mainly to the area

of training, and which is focused on the annual period of active duty during

which each unit is rated. In part, the findings discussed above may reflect

reactions to this focused pressure. In active duty units, there at least

are other pressures which take the focus off training.

However, other factors in the present data must be accounted for in

addition to the possibility of narrowly focused training pressures . While

there were no significant differences across rank levels in Table 6 on

“Lack of interest in change” by either seniors or subordinates, the more

senior grades were more sharply critical of junior personnel insofar as

motivation and imagination were concerned. In turn, the company grade officers

were critical of budgetary limitations and the amount of subject material that

had to be presented in a limited amount of time (Item 27b, Table 7). Taken

together, these results suggest that there may be a fundamental difference

in orientation between the senior grades and the junior grades in Reserve and

• National Guard units, which in this case is reflected as a disagreement on

the amount of work to be done, and so on. This suggests that the company

grade officers in the present sample might have qualitatively different

motives and objectives than do their field grade seniors, whereas the same

• kind of differences do not exist in active duty units. (One explanation is

that the field grade officers in Reserve and National Guard units participate

because they receive intrinsic satisfactions from this form of service,

while the company grade officers do not, at least to the same degree.

19



This would be especially true in the case of Reserve officers ful-

filling their military service obligation by reserve duty, or junior

level personnel fulfilling their military commitment exclusively through

service in the National Guard.)

Table 8 provides further data that bear to some extent on this con—

clusion, Examination of these data in Table 8 suggests that some problems

• are regarded as more serious than others by the present respondents. Overall,

the most serious problems are identified as a shortage of qualified NCOs

and discipline. Thc next most serious is training time , that too many non—

tactical requirements are imposed on the unit. Least serious problem areas

are 2 and 7, which are actually pertinent mainly to regular units.

However, the most interesting findings from Table 8 concern the across—

grade differences in average response in Items 1, 9, 11, and 12, all of

which point to diffeLences i~~ level of understanding and perhaps motivation

between the field grade officers and senior NCOs , and the company grade

officers. This tends to support the conclusion discussed above. Similarly,

and also supporting this conclusion , is the tendency for  the lower ranking

commissioned officers to cite th e number of tactical requirements -imposed

on the unit as bc’ing a more severe problem than do the NCOs and more senior

officers .

While these findings indicate the relative order of problem areas ex—

perienced by the present res ,ondents , it  should be noted that the overall

seriousness of the problems, as Indicated by the general magnitude of the

ratings of these areas , was not as great as was the case with active duty units.

With only two exceptions , the average level of seriousness of these

problems is much l ower than reported by active duty units. The

20



Tab le 8

Ratings of Problem Areas

IN AR ADA PA

... Lack of motivated junior officers
willing to adequately perform their
duties. 2.5 2.2 2.1 2.2

2. Taking a trained rifleman (MOS11b )
just out of Vietnam, with an average
of 6 months retainability, and re-
training him in a different MOS so
that he can go through required unit
qualification program. 1.7 1.7 2.2 1.6

3. Training time. Too many nontactical
requirements imposed on the unit. 2. 2.8 3.2 2.7

4. Shortage of qualified NCOs. Have
excess E—5 personnel but only a few
are E—6 and above. E—5 and E—6 types
have knowledge and experience that

or E—4’~ had a few years ago. 2.8 2.5 2.3 2.8

5. Lack of experienced administrative
personnel in the hard skill areas
capable of keeping abreas t of the
4aily adminstrative requirements. 2.2 2.1 2.0 2.~.

6. Complete turnover of personnel

t every 7 or 8 months and the impact
on training. 2.2 2.1 2.4 2.2

7. “Short—timer” attitude of Viet Nan
returnees. 1.7 1.7 2.7 1.5

8. Di~cip1ine. The need for stronger
4iscipline in the new changing Army. 2.9 2.8 3.1 2.7

• 9. The officers and NCOs are called to
perform duties well beyond the
normal experience level——for example
——line companies commanded by
lieutenants with less than 2 years
service. 2.0 1.8 2.6 2.0

2]. 

• 
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Table 8 (cont’d)

Ratings of Problem Areas

IN AR ADA VA

10. The training load made difficult by
changing priorities of higher head—

• quarters. 2.4 2.4 2.7 2.3

11. Learning how to adjust to a per—
- missive society of free—thinking

young lieutenants. 2.2 2,0 ~,5 2,0

12. A morale problem caused by the fact
that our draftee soldiers are serv-
ing in an unpopular war and that
they are well aware of it. 2.4 2.3 2.6

3.3. Xnauring day—to—day training is
conducted. 2.1 2.2 2.6 2.1

RESPONSE SCALE

Problem Area is: Grave Major Minor No Problem
1 4 3 2 1

1~
I I
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two exceptions are 1. “Lack of motivated junior officers willing to

~dequate1y perform their duties.” and 11. “Learning how to adjust to ~

permissive society of free—thinking young lieutenants.” Item 12, dealing

with morale problems, was rated about equally as high by the present sample

as the previous one. In ~ll the other areas, though, ratings ranged from

lower to very con~iderab1y lower. Most ranged no more than half a ec4e

- 
point between “Minor Problem Area,” and “Major Problem Area.” In contrast,

ratings of these problem areas not infrequently were higher than “Major

Problem Area” for regular duty units.

Data on personnel strength needed for dynamic training are shown in

Table 9. Examination of these average responses shows that present reapondent~

considered the need for NCO ’s/Officers to be higher than that for enlisted

personnel, in order for dynamic training to be achieved, at all three organiaa~’

tJ.onal levels asked about. Average percentages for enlisted ran about 80%,

and for NCO’s/Officers about 86%. There was also a tendency for Armor respondents

( to want higher percentages of personnel in order to be able to achieve dynamic

training than was the case with either Infantry or Field Artillery. Further,

• I virtually all of the responses from the present sample were higher than those

for the active duty sample. Overall averages for these respondents had run

- in the general neighborhood of 77% for enlisted and 73—75% (depending on

( organizational level) for NCO’s/Officers, which were substantially lower

thn the estimates obtained from the present sample.

F
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As was the case with the active duty sample, present respondents

were also asked about th~ relative importance of various mission/problem

areas , and time demands posed by them, both including and additional to

operaUon4 missions, These responses are shown in Table 9~ . As has been

the case with other qUestions, the responses by Arms were relatively

similar.1 The data in Table 9awere examined from three points ot view;

?S,rs t the extent to which meaningful differences occurred across rank

levels and Arms; second, the relative importance attached to these areas

in respect to one another; and, third, the relationship between overall

ratings of importance among these areas as given by the present sample

in comparison with the active duty sample.

The differences that existed across Arms and across ranks were, in

general, low in significance or not significant at all. The most meaningful

variations across rank levels occurred in response to the third general

question, as to how demanding these problems were of the respondent’s own

time . The senior noncommissioned officers yielded a significantly higher

response to this question in relation to the commissioned respondents.

On the community relations item, the senior field grade officers were

high , while company grade officers were relatively low. A similar pattern

was observed as to the time demands posed by the problem area of race rela—

tions. Field grade officers also reported that small unit training poses

• greater time demands than did the other respondents.

‘It should be noted that, in comparison with the regular sample, larger
numerical differences are required in the present sample to reach statistical
significance because the number of respondents is smaller, and the stability of
the average response is therefore correspondingly lower.
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Variation across Arms with regard to these problem areas alpo gener— -

ally was nonsignificant. Infantry respondents did report attaching

significantly greater importance to the race relations area than did Armor

and Field Artillery respondents, though they did not report it as being

significantly more demanding of their t ime . Time requirements posed by

operational missions were significantly different across Arms , with Field

Artillery high and Armor low . As might have been expected, vehicular main-

tenance time demands were high for both Field Artillery and Armor, in

comparison with Infantry.

Analysis of ratings across areas, i.e., in comparison with one another,

indicates a generally high correlation between importance ratings and -

time demands. For Reserve and National Guard Units, small unit training

was the moat important and the most time demanding. This was followed

by operational missions. While vehicular maintenance was given high import.~

ance ratings, time demands were less than for administration.

In comparison with the active duty sample, oper~ ~.onal missions stood

somewhat lower in importance, as might have been expected. To some extent,

race relations also did, though community relations stood higher. Otherwise,

the relative position of each of these areas corresponded at least roughly

to relative positions found in the analysis of data from active duty units.

Table 10 shows data from the present sample on communication of training

suggestions between grades. These findings suggest that training suggestions

are conuunicated downward more frequently than upward, though this difference

exists mainly for the senior field grade officers. Further, it appears
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that there is a reasonable level of satisfaction with acceptance and

implementation of these suggestions , regardless of the direction of their

flow in the chain of command. (The overall average responses to Item 14,

dealing with disposition of suggestious to seniors, were considerab ly

more favorable than reactions to disposition of suggestions to subordinateA •

However, the same direction of difference was found in the active duty

respondents, and analysis of the response alternatives for Questions 3.4 and

16 suggests that in all probability the numbers shown as average responses

m a y  reflect a reasonably equivalent level of acceptance. That is , the most

favorable alternative for 16 appears to be considerably more favorable as

a response than the most favorable one in 14. This would have acted to

suppress the numerical average of responses to Item 16.)

As the parenthetical discussion would indicate, comparison8 between

present responses and those from active duty respondents were quite similar,

except for field grade responses to Item 15, dealing with suggestions to

subordinates on how small unit training could be improved. The côn~lusion

here is that Reserve and National Guard respondents in the field grade may

exercise a considerably more active role in the supervision of training than

j.e the case in regular units . This, of course, confirms previous observations.

Table 11 shows responses to two questions dealing with the respondents’

evaluations of their own competencies. Examination of this Table indicates

that present respondents in the senior grades are more confident of their

abilities in all these areas than are respondents at more junior grade levels,
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and, where differences exist across Arms, Infan try respondents generally

express less confidence , i.e., evaluate the four entries for Question 17

as more serious. However, average responses, overall , yielded approximate

rat ings for each of these at the scale point described “minor obstacle.”

A similar finding emerges from responses to Question 25. Again, the

more senior grades viewed the conduct of small unit training outside of

established schoo]scenters as being less a problem than the more junior

• grades. Overall responses did not differ across Arms, and did not differ

appreciably from responses obtained from the active duty sample. This was

also the observation regarding responses to Item 11, also in Table 11.

Ways of Improving Small Unit Trainin~

Table 12 shows responses from the present sample to Questions 21—23,

concerning the effect of the coninander ’s presence during the planning and

conduct of small unit training. In general, differences between Arms and

between grades were not significant . Further , the overall levels of response

for geserve and National Guard respondents were on the same order of magnitude

as responses for the previous active duty respondents , except for Question ~~~,

As was the case with active duty respondents, respondents in the present

sample indicated they were more free to be present when such training was

being planned than when it was being conducted . However, in comparison

with active duty respondents , they indicated a greater freedom to be present

• during the planning than active duty respondents did.
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1.

Table 13 shows responses of the present sample to (~uestions concerning

the CSA directive on decentralization of training management responsibility .

As had been the case wi th the active dut; sample, awareness of this direc—

tive varied quite significantly across grade levels . Variation across Arms

also was quite significant, with Field Artillery respondents showing greater

awareness, and Armor respondents least awareness. Levels of awareness in

the coumdssioned grades seemed to differ not too much from that found with

active duty respondents , though awareness at the NCO level was lower. When

asked to estimate the effect of this directive on the training of their

units, respondents at different grade levels in the present sample,generally

ggreed that the effect was about two—tenths of a scale position below “some

effect,” an • average response which was substantially lower than was obtained

from active duty respondents, who estimated the effect to be about two—tenths

of a scale point higher than “some effec t.” In their estimates of the effect

this directive will have on training, however, present respondents did not

differ substantially in their overall responses from the active duty respondents

surveyed earlier. In both cases, the average response was quite close to

the scale position, “should help significantly but ‘it will take time for the

system to adjust (improvement after three months).”

Awareness of the concept of “adventure training” was substantially lower

among Reserve and National Guard respondents than was the case with active

duty respondents. Table 14 shows that only about one—fifth to one—third of

the respondents were aware of the concept. Further, there was significant

variation across Arms in level of awareness , with Field Artillery nd Armor

• 
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I

f Table 14

ADVENTURE TRAINING

-.‘

4Cl’) — ~~~. ~~~ 
~~~ 40 Q o p ~ M .4 ~

3L SOME UNITS IN THE ARMY CONDUCT SMALL 
- :

_
.

UNIT TRAINING THAT IS CALLED “ADVENTURE -

TRAINING,” ARE YOU FAMILIAR WITH THIS
TYPE OF TRAINING? 31 32 29 20 36 24 ~-0 3.,’

38. WHAT IS YOUR OPINION OF “ADVENTURE
TRAINING” AS A MEANS OF TRAINING
FOR YOUR UNIT? *

a, Excellent 
b, Good  . 3 3.2 2.7 3 .2 3.2 2 ,1. 2.8 1,0 3.2
c, Poor • • 2

My unit is not equipped
to conduct such train—
ing . .. . .  1

39. RECENTLY A SPECIAL FORCES TEAM RE-
ENACTED THE LEWIS AND CLARK
EXPEDITION BY MARCHING AND BOATING
ACROSS THE WESTERN PORTION OF THE L

• UNITED STATES. DO YOU THINK YOUR .~ 62 7.. 63 71 61 67 ~8
UNIT WOULD BE INTE RESTED IN THIS
TYPE OF TRAINING PROJECT?

40. 00 YOU THINK YOUR UNIT IS CAPABLE OF
CONDUCTING SUCH AN EXPEDITION?

a. No , because of lack of training
[ and equipment for this type of
L operation •

b. Perhaps , if provided special 2.1 2.0 2,0 2.1 2.0 2.0 ~4 2.1
training and equipment  . 2

C. Yes .. • 3-

*Survey instructions were to the effect that Item 38 was answered only by
responden ts who had answered “Yes” to Item 37.

1~ 
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substantially lower than Infantry. Further , among those ~ho yerc aware of

the concept, th~ evaluation of adventure training as a means of training

for their own units tended to be slightly lower than w~s the case with act$ve

duty personnel in the earlier survey . This was true not only in responses

~o Item 38, but also to Item 39.

~UPQtARY AND CONCLUSIONS

In general, findings from the analysis of the survey results from

~e~erve and National Guard respondents were quite similar to those found

- ( frøm active duty respondents, except in some areas where differences were

predictable by virtue of differences in the training context withL~ phiçh

Pe~erve and National Guard units operate. Some inferenc~e can t4 drawn,

t?wugb they cannot be proved, from survey responses in regard tp thts~

difer ences .

Virs t , it appears that senior officers in Reserve ~nd National Guar d

ueUs are more active in supervising training, issue more oral guidance,

and may also be responsible for providing, or having provided, greater

wrtttcn material resources than is true in active duty units. Whether this

I.e cause or effect  is not known, but it seems to be associated with a tendency

for company grade officers to be 1es~ active, and perhaps less motivated and

innovative, in the training manager role. - -

A suggestion made earlier in the survey is that these differences might

well result from the fact that senior Reserve and National Guard officers are

probably “career” incumbents, i.e., participate in Reserve and National çu~rd
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organizations because they find intrinsic value in doing ~~p. It was

~uggested, in contrast, that many junior officers probably are not

- participating for this reason, which would make for a basic motivation

difference between the two groups. A further problem is that 3~nior

- 
officers, and the younger enlisted men as well , probably are more

F tightly anchored to their own age group values in their civilian communt..

lies, by virtue of the fact that they participate in these groups the

~na3ority of their time p which is not so fot their active duty contempo’:erigg,

If these speculations are correct, it appears that the need for

Peserve and National Guard units, in addition to needs tden~ified for

unite in the Regular Army , is training for commanders in tpchniques that

will increase the involvement and motivation of their Juniors in the training

Procfss.
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is report is a result of a survey administered to experienced officers and
enlisted men , to identify the major- problems now serving as barriers to the
developm ent of innovative, challenging , and stimulating unit training, Army—
wide. In gerneral findings from the analysis of the survey results from
Reserve and National Guard respondents were quite similar to those found
from active duty respondents, except in some areas where differences were
predictable by virtue of differences in the training context within which
Reserve and Nat ional Guard units qperate. ft appears that seniør officer
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training, issue more oral guidance, and may also be responsible for . - .
providing , or having provided , greater written material resources -

a’- than is true in active duty units. Whether this is cause or effect C

-C ~ ~ is not known, but it seems to be associated with a tendency for
Company grade officers to be less active, and perhaps less motivated
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and innovative, in the training manager role. 
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