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~. 
INTK~Dt.X TION

• ~~‘The United States armed forces have undergone three major

interrelated changes dur ing the past four decades . First , along with

other industrial nations of the western world , they have abandoned

the ~mass for ceP mcx1el of rapid mcbilization in times of war and

denobilizat ion in post—war periods in favor of a large stand ing

force—in-being~~ Second , they have replaced a manpower system

based upon military consa~iption with an all—volunteer force, again

reflecting general patterns in the industrial nations of Europe and

the Anglo—American world . Third, the primary futi~tion of the

mil itary, particular ly in the industrialized nations with mul ti—party

parliamentary goc,ernn~ents , has been redefined , so that its mission is

* r~ t to wage war , bit to contr ibute to stability in the international

system through deterrence or through constabulary operations

Four themes have achieved prominance in sociological analyses

aimed at des~~ibing and explaining the structural changes in military

organization engendered by these chang ing def initions of the military

institution: (a) the decline of the citizen—soldier ; (b) convergence

between civilian and military institutions; (c) the industr ialization

of military organization; (d) structural pluralism within the

military. In our analysis, we attempt to spec ify the linkages anong

these theoretical constructs , and to relate them to ~zrvey data on

the attitudes of American mil it:ry per sonnel in the ]970s.

ca~~nmt ~ sis
The four dominant themes of contemporary military sociology are

interrelated , and por tend major changes in the notivational basis of

__________- - -  S -
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military service. The first of these themes is the decline of the

cit izen—soldier. In the nations of the West , the growth of

conscx iption—based mass armies in the nineteenth century contributed

to the develop~ent of parliamentary denocracy , and l inked the role of

citizen to that of sold ier, thus integrating the military institution

with its host civilian society. This structural relationship

continted into the twentieth century. In the United States, for

example, young males , members of racial minority groups , and ~ xnen ,

have all been granted expanded r ights of citizenship concomitant with

their service in the arm~3 forces. 5 As military tec}iaologies have

changed and the role of the military in international relations has

been redefined, the decline of the mass armed force has been

accompanied by the progressive segnentaticn of the role of citizen

and that of soldier , as the all—volunteer force has ~~~~~
progressively nore professional and career -oriented.6

The bifurcation of the roles of citizen and of soldier is rooted

in part in the second theme that we have identified : that of the

structural convergence of civilian and military institutions. Prior

to the conversion to an all-volunteer force, in the 1950s and early

1960s, military sociologists were suggesting that the mil itary
• 

. institution was becoming increasingly similar to civilian

institutions, particularly with regard to re~iired skills and
. 5’  1 7organizational strategies. Janowitz, for example, has argued

that “to analyze the contemporary military establ ishment as a social

system, it is.. .necessary to assime that for some tlii~ it has tended

to display nore and mor e of the characteristics typical of any

large-scale nonmilitary bureaucracy.”8 There was at the same

I
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time, however , a recognition that because of the unique mission of

military organization — the legit imate management of large scale

organized violence — military organizations could never become

identical with civilian organizations.9 ~~ere the convergence

hypothesis provided a structural basis for the fusion of citizen and

soldier roles in isomorphic organizat ions, the recognition that there

were limits to convergence, or indeed that convergence might be

suoceeded by divergence, placed limits on this role fusion.

The third theme that we wish to aã3ress, the industrialization

of the armed forces, reflects the major empir ical problem in the

study of civil— military convergence: the inability of our theories

to predict, a priori, the areas in which convergence was likely to

take place, the degree to which it was likely to take place, and the

processes that would bring it about . (~e element of convergence was

in fact im~~sed on the armed forces by civil ian pol icy-makers as a

consequence of the conversion to an all—volunteer force. Prior to

the all-volunteer force era, and its attendant attempts to equalize

civil ian and military compensation, there were clear economic

disa~~an tages to military service that were in part offset by fringe

benefits that cane to be viewed as part of the compensation package

of an implied contract. Anong the latent furctions of this pattern

of compensation were: s*rpor t of military service as a call ing rather

than simply an occupat ion, ma intenance of the military installat ion

as a conuu.u~ity, ethancement of the fraternal nature of military

organization , legit imation of the mil itary as a social institution,

and symbolic incentives for the citizen to serve in the military and

thus fulfill a r ight and responsibility of citizensh ip.

~ -~~ -- --
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With the nove toward equalizat ion of mil itar y and civilian pay

levels, there have been chan ges in the structure of benefits from

what had been regarded as the ter ms of the implied contract. In sum,

the cond itions of “working for ” the armed forces as uniformed men~ers

of the service have incr easingl y come to resenb ie the employment

cond it ions of civilian occupations. Whether by design , intuition, or

acc iden t , the makers of military per sonnel policy have sought to

compete with conuterce and industr y for “workers ” by making mil itary

employment incr easingly similar to civilian employment .

Models to describe the structura l implications of this shift

have been proposed by Segal and by 1’bskos • 10 Segal descr ibes the

change as nov ing fr om fraterna l organiza t ion , charac terize d by the

conmunal natu re of the install ation and high solidarity of milita ry

units , to corp orate organ ization , charac teriz ed by the cash nexus.

Moskos characterizes the same change as the transformat ion of

mil itary serv ice from a call ing , legitimized in terms of

institutional values, to an occupat ion, legit imized in terms of the

mar ket place . These conceptualizat ions are not directly comparable ,

since Segal focuses on the nature of the institution while Moskos

focuses on the m d  ividuel serv ice person. Nonethe less , there is

• clearly a high degree of compatibility between Segal ’s corporate

model and Moskos ’ oor upat ional model . That is, the occupationally
• 

‘ motivated individuel fits naturally into a corpor ate setting. The

fit between Segal ’ s fraternal model and Moskos’ “calling” is not as

good , and some conceptual refinement regard ing how to characterize

the pre —all—volunteer military force is necessary. More importantly ,

it is necessar y to relate such concepts as “fraternal organization ,”

~~~~-•-• -=lI-.l ~~~ N.I--—..-—-- S--—----— --- --•—- --S--- __- -
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“calling,” “occupational model,” and “corp orate model , ” to the

structural and motivational realities of modern military

organizat ion.

The fourth theme upon which we seek to build , that of struct ura l

pluralism , suggests the potential coexistence of occupational and

institut ional or ientations within the modern Amer ican military

establ ishment. The notion of a transformation of military service

from a call ing to an occupation did not orig inate with Moskos.

Rather , it was antici pated by Jan owitz, who in his analysis of the

officer role , noted that “Those who see the military profess ion as a

call ing or a unique profession are outn unbered by a greater

concentration for whom the military is just another job .”11 It

did, however , influence rioskos’ notion of a plural military force.

Build ing upon the convergence theme, and upon the counter—argument

that he developed in 1970 , suggest ing that the military w~s bccc aing

increasingly divergent f rom civilian institut ions , Moskos suggested

at the time that the all—volunteer for ce was establ ished that some

aspec ts of the mil itary will be divergent and tradit ional

(particularly the ground conbat forces) , whi le others will be

convergent and civil ianizei (particularly clerica l, tectnical and

ac~ninistrative ireas) The former model might be characterized

by fraternal ism, institutiona lism, and the maintenance of a calling,

and the latte r by corporatism and the transformation to an

occupat ion

The theme of differentiation of the for ce, and its elaborat ion

into a two-force struct u re , was furthe r developed by other analysts .

flauser , for example , envisages the American Army of the future as

I
_ _ _ _ _ _  S
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consisting of a conbat force , divergent from civil ian society and

maintain ing traditional military values , and a suppor t for ce,

convergent with civilian society and corporate in organizat ion.

Br a3 ford and Br c~Jn present a similar conceptualizat ion of the A rmy.

Moskos has nod if ied his own formulation somewhat , and now advocates a

two-tier per sonnel system based upon the differentiation of

“citizen—soldie rs” from “career soldiers , r athe r than conbat from

noncoubat per sonnel.”13

CWCDMITAN(~ OF INSTI’fl7FIC~1AL AND O~~UPATI(~ AL ~~~~~ATIC~ S

As alrea3y suggested , these four dominant thc1iv~ are

interrelated , the major comna~ concern in the literatu re dealing

with these themes has been their inipsot on the motivational basis for

mil itary service. This paper focuses on the notions of institutional

and occupat ional or ientations as vehicles for exploring further this

conmai concern. A nunter of analyses of the all—volunteer force have

- now used the occupationa l and institutional per ~~ectives , at least
I implicitly , in tr ying to under stand the motivationa l cond it ions of

j milita ry service and the organizat ional climate of the armed forces.

But e~~~ while showing some initial agreement in both

~ 1 conceptualizat ion and find ings, these per~~ectives have begun to

revea l in~~rtant differences both in conceptualizat ion and findings
•~ q J

I that lead to still more inç)rtant differe nces in interpretat ion,

I assessment, and pol icy recomnendat ions having to do with all four

themes previo usly discussed, and particularl y with the future

I prospects of an all-volunteer for ce. Since these analyses draw upon

two rather distinc t tradit ions of scholar ship, it is not surp rising
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that initial atte mpts to synthes ize them by simultaneousl y treating

both institut ional and occupational orientations need to be refined .

The occupational orientation is found in analyses of the

military rooted in the perspectives of industrial psychology. In

particular , problems of human resource mana gement such as rac ial

tension , dr ug and alcohol abuse , and concern with morale and esprit

de corps durin g the latter years of the Vietnam War , led the U.S.

armed forces to borrow per sonnel manage ment technol ogies from the

civilian sector . In itially, the techniques adopted were

problem -specific: r~~e relat ions trai ning programs, drug education

prog rams , etc . Increas ingly, however , an awareness developed that

human resource management problems were interrelated . This awareness

led to the adopt ion of broad -based organizationa l developsent

strateg ies (referred to as organ izat iona l effectiveness in the U.S.

Army) developed in r ivil ian indu stry. 14 It was hoped that

techn iques such as survey feedoack, management developeent, team

bui ld ing , and the l ike , would imor ove the organizat ional cl imate of

the services , and reduce human resource problems .

The adoption of organizat ional developsent strateg ies developed

by industrial psycholog ists in the civilian sector represents an

important change of direction in technology transfer between the

civilian and mil itary spheres . Since the World War I period ,

• 
S pers onnel management technolog ies have been pioneered in the mil itary

context , and subsequently adapted for use in civilian

org an izations )5 This has been true in fields as diverse as the

develop~ent of selection and classification tests , trainin g

technolog ies, and human factors research. Rav ersing the direction of

-_ _-  S
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technology tr ansfer , and adopt ing organizat ional developsent

techniques from civil ian industr y, involved an acceptance on the part

of the militar y of an assumption of structura l and processual

similarity between military and civil ian organizat ions , and of

similarities betwee n the soldier and his civil ian labor force

counterpart. In shor t , it assumed some degree of convergence.

The institutional orientation, on the othe r hand , is eirbedded in

the traditions of military history and military sociology. Here, the

focus has been on those aspects of the militar y that differentiate it

from civil ian organizat ions: engagement in con’bat operations in

war time, willingness among peacetime sold iers to go to war should the

need ar ise, and attitude s regarding obedience to author ity , the role

of force in international relations , and the app ropriate role of the

military in domestic pol itics)6 This perspective assum~s that

the soldier is diffei ent from a civilian employee.

Research conducted from the occupational and institutional

perspectives has developed with little if any contact between the two

tr ad it ions. Researc h curre ntly underway in the United States Air

Force repre sents the first lar ge scale atte mpt to empir ically

identify the degree to which the occupat ional and institut ional

models coexist in militar y organ izat ion , with the balance between

these orientations changing over tine .

The Air Force research based upon these conceptualizat ions has

moved to focus on the instit utional and occupational orientations of

spec if ic military gro ups. While noting that a respondent “could”

score high on both institutional and occupationa l d imensions or low

on both , Stahl, Manley, and Mc~ ichols stress a conceptualizat ion and

- -
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findings that emphasize the mcomoat ibi lity between the two

orien tations )7 They find that the two orientations are

negatively relat ed to each other overall , that the higher ranked and

more integrated groups such as senior sergeants, senior officers , and

regular conmissioned off icers are high on inst itution and low on

occupation , whi le the lower ranked and less integrated groups such as

junior enlis ted personnel , junior officers , and comnissioned

reservists are low on institution and high on occupation , and that

such var iables as career intent , seniority , and job satisfaction are

aU related positively to institutional orientation . Though Stah l,

Manley and Mcl4ichols only minimally discuss the implications of their

operationalizat ion and find ings they do explicitly aiggest that they

be used to n~~itor changes in the mil itary forces for pol icy

purposes. Their article reflects concern s that the growth of an

occupational o~ ientatio n in the mil itar y is antithetic al to the

integration and conmitxsent required to maintain minimal levels of

motivation to per for m effectively.

Formulating policy on the basis of this research wonld seem to

us premature. At a minimum , at least three reasons for caution

should be noted . First of all , their research seems to be

constrained by their interpretation of Moskos ’ ideas in terms of a

continu im on which ind ividuels espousing a high level of
• • I institutional or ientation will generally mainta in a low level of

occupational or ientation and vice ver sa . Tha t the under9inn ings of

the continuim perspective have noticeabl y af fected both the

interpretation and operationalization of their institutional and

occupational indexes is suggested by the overall negative correlation
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between them ( r — . 25) , by the fairly di rec t utilizat ion of the

questions used by Gouldne r to measure cosmopol itanism vs.

localism ,18 and by the log ic with which they select and utilize

gr oups with presumed extreme differences in integration and

comnitment for purposes of their construct and concurL ent validation

procedures. A second reas on for caut ion , ind irectly related to the

first , is that a numbe r of items in their occupational index could be

more appropriatel y conceptualized as items for a “dis satisfacti on”

index . A low score on their occupat ional index need not necessarily

indicate a lack of occupational orientation but rathe r a lack of

satisf acti on with the Air Force as an occupation . A third reas on for

caut ion lies in the fac t that altho ugh Stah l, Manley and McNirhols

call for “long itud inally assessing changes along the

institutional-occu pationa l d iaens ions ,” there are no data which a] low

a compar ison over time . Ni assumption that the draft er~ army w~ i1d

have shown high institutiona l and low occupational levels seems to be

rather easy for sane people to make . Yet th is is questionable once

one takes into account the different subgroups and the highly

coercive basis for participation of many participan ts in such an

army .19

In another effort , Bowers, whuse work is among the most

influential in the occupational trad it ion, included in an analysis of

Navy reenlis tment a set of attitude s reflecti ng institutional rather

than occupational or ienta t ions (e.g., oppor tunity to serve the

country; oppor tunity to make the world a better place) . Most of the

potential pr edictors of reenlis tment included in his anal ysis were

der ived from the Survey of Organizat ions , an organizat ional

— - --------- — -- --~~ --——— 
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development diagnostic tool developed in the context of civilian

industrial settings. Although the opportunity to serve the country

was significantly related to reenlistment intentions, it was far

overshaã wed by the organizat ional climate measures. More generally,

whi le the most power fu l items dealing with military issues were about

as powerful as the best organizat ional measures in pred icting

reenlis tment int ention , Bowers found little value in aw ing these

issues to his organizat ional measures. The perspective that he

brou ght to his data dictated a pre fer ence for the latte r rathe r than

the former measure .~~
In contrast to work done in the organizational psychology

tradit ion , research conducted at the Univers ity of Maryland and the

University of Michigan has developed along somewhat different lines

with sanewhat different results that could lead to considerabl y

diffe ren t pol icy implications. The major difference is that this

work has dcvelo~x d a view of Moskos ’ institutional and occupaticr.al

or ientations not as alternative or ientations on opposite ends of the

same continuim but rather as two independent but potentially

co-va rying or ienta t ions. They not only see that co-variation is

possible but als that such co co—var iation could be an ind icator of

S 
very positive developient and stab ility in the new militar y. Thus,

Segal and Blair repor ted positive correlat ions (r = .27 and r — .36)

• - between one institutional measure and two occupat ional indexes . And

Blair , who had included multiple indexes of institutional and

occupational or ientations in his study on value integration of youth

in the military, concluded that institutional and occupational

or ientation s are not opposing forces , and furthermore suggested that

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~
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at the organizational level the army has characteristics fostering

both the institutional and occupational models.21 This research

also takes into account major differences in these orientation s

according to rank and career intention , bit does so in a way which

avoids the equation of institutional orientation with comnitment and

of occupational orientation with noncom nitnent. For instance ,

noncaree r officers are found to show only institutional orientation s,

whi le career off icers indicate both institutional and occupational

or ientations.

This present analysis further builds upon this latter type of

work on institutional and occupational orientations. It seeks to

extend it and link it more directly to the convergence ,

industrialization, and structural pluralism themes, particularly by

compar ing the levels of occupationa l and institutiona l or ientatio nE

among those in conbat units with those in nonoon*~at unit s ,

reflecting Moskos’ initial formulation of the pluralist model , and by

compar ing or ientations between career and noncareer personnel,

reflectin g Moskos ’ r ecent reformulation . If structural pluralism is

occur ing within the mil itary and if nonconbat units exemplify the

greatest and conbat uni ts the least degree of convergence towerd
• civilian or ganizat ion, then a compar ison of institutiona l and

• occupat ional or ientation levels for these units should provide us

• with infor mat ion useful both for understand ing the nature and extent

of such structura l pluralism and convergence and for assessing the

meanin g and implications of these or ientations. For instance if

structura l pluralism has developed, with noncoubat units showing

greatest convergence toward civil ian organizat ion while conbat units

—- —S
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renain divergent in retaining traditional military institutional

ar rangements, and if occupationa l orientation is a characteristic

accompanying convergence while being incompatibl e with an

institutional or ientation , then we would clearly expect that

ind ividuals in coithat forces would repor t a high institutional

orientation and a low occupational orientation, while just the

opposite would be true among nonconbat per sonnel . Should the data

not suppor t those expectations but show career minded sold iers with

both high institutional and occupational or ientations regardless of

neirberthip in conbat or nonconbat units , then at least one and

possibly both assumptions (structurally pluralistic convergence and

incompatibility of institutiona l and occupational orientations) need

to be questioned . Alter native inter pretations more in keeping with

tho~~ tentatively advanced by Segal and Blair would then be in orde r .

These a] tecnatives, in fact , are consistent with emergent concerns in

the literatu re on civil ian occupations . The parallel between these

concerns , in turn , supoorts the convergence hypothesis at least

insofar as it points out that the changes taking place with regard to

military service are not unique to the armed forces , but apply to

other work environments as well.

I~~Th SOU~~ES AN) N~AIXSIS STRATEGIES

Data to examine these issues are taken from survey

questionnaires adn inistered to a sample of 2286 army personnel in

late 1974 and earl y 1975 (approximately two years after the end of

the draft ) , stratified to represent major ar my entities . The data

were collected by the Institute for Social Research (ISR) of the

1
_ _ _ _  -- ~~—- ----- ~--~~~~~~- ~~~~— • • •  ~~~~~~~~•
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University of Michigan. For these analyses only the sample of

enlisted per sonnel (N=968) and off icers (N=56) with four or less

years of service will be analyzed , since they represent the newcomers

in the army under all—volunteer conditions. Q~ly men are included

because the number of wQnen is very ~~all and the sample, in any

case , represents primarily only male sold iers. The samole is

desoribed in greater detail in a recent volume which reports a wide

var iety of find ings based on the data set , as well as in a detailed

tecinical report.22

We used multiple indexes ind icative of institutional and

occupational orientation s in an attempt to uncover differences in

or ientations between those in conbat units and those in noncombat

units. In the following analyses, we will first look at four groups:

enlisted men in conbat units, enl isted men in noncombat units,

officers in conbcai uni ts , and off icers in noncombat units. W~ h~’ve

treated as combat uni ts those units whose members have pr imar ily

combat military occupational specialities (t4DSs) and as support units

those units whose personnel have primar ily support !bVSs, although a

~nall proportion of men with combat IbOSs are found in these units.

AnibigLous units were eliminated from the sample. Based on t~bskos’

ref ormulation of the pluralistic model , we will separate the combat

• and noncombat cate~,ries into those who are career or iented and those

• who are not. In this paper we have treated as career-oriented those

who planned to reenl ist and make the military a career , plus those

who planned to reenlist but were undecided about a mil itary career.

We have treated as noncareer-or iented those who planned not to

reenl ist, plus those who expected to reenlist but did not intend to

— __
~ -~ _ _ _ _ _ _ _ _ _ _  _ _ _ _ _ _ _
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make the mil itary a career. In dealing with career intention we will

focus only on enlisted men because there are too few officers to

analyze in this manner . Wherever possible, however , because
• motivation to participate often differs by organizational position

due to differences in the reward arid career o~~or tunity structure, we

shafl also examine the effect of rank (officers vs. enl isted) on

institutiona l and occupational orientations.

Our initial measures of the degree to which military service was

viewed as a call ing or as an occupation by our respondents were based

upon questions dealing with their reasons for entering military

service , and the character ististics that they sought in military

organizat ion. The view of military service as a calling , at the

ind ividual level, is complementary to the institutional model of

military organ izat ion, while the occupational orientation complements

the cor porate model . The questions used in our atte mpt to ~:~~i~uct

measures of “calling” or “occupation ,” and the distr ibut ions of

responses to them, are presented in Table 1.

The items in Table 1 were selected from larger ser ies of

questions dealing with desired occupat ional characteristics and

influences on the enl istment decision. -The items selected were those

which in our view came closest to measuring the differ ence between a

call ing and a job. It was felt that items 1, 2, 6, and 7 reflected a

“calling” or ientation , whi le items 3 , 4, 5, 8, and 9 reflected a

Uj ~~~~ U or ientation. As the distr ibutions in Table 1 show, job

character istics (steady work, fringe benefits , good pay) were in the

agg regate more important to our respondents in defining their ideal

employment than were “call ing” characteristics (serve the cointry,

_ _ _ _  -~ - 

-S — -~~~ - - 

S



“41 0% “4
~I ~i •
1.11 0 0% 0 0
01 0 0% 0 0
~-~i ~-4 ‘-4 ‘-~

< 0% 0%
Il 41 4.11p.41 0. .-4 a ~~ ,v.I 0 P~

~1 ~~ ~i • ~~~ • ‘~~ .—4 II ~ Cs1 P1
1.11 0 0 0% 0 0 0
01 0 0 0’ 0 0 0
(-4 ~ 4 — 1-4 I-I ‘4 P-4

a
0

1.1 •1-4 >. IJ I
‘-4 4) $4~~I
“4 ~ 4 ) 0 1

-~ 0 D~ ~‘i P- 0’ “4 irs ‘.0 ~4 > c’.a ~~ c’.l m
0% I4 1 $ 4i  . . . . • 

~~~~~ r- ,~U 4 ) 0 1 i~4 I-i m P4 P1
di ~~ 04 r~, -~~ ‘.o ,— 0 o~ ,-4 .-i ,-4 1-4

• 
~~ 

I~I U

4) 4) z I-4

a ‘a.’
0 0 4.1

1.11 
~ ‘-‘I

1.1 4) i-I 1.11 ~~4 P1 0% 0 U .0 4’1 0’ P1 f- 0’

1.1 .0
4) 0 >~~0 

4) 4J~~~~U 0 0~
11 14 1 • • • . 4) > $ . ‘~ • .

4) •u•4 0 ,~ ~~ c’a P4 41 OJ 1.- .~~ ItI ‘.0
ri 4) ~ C’) C’) P4 P1 P1 1.’ 5 ,~~ C•1 .-l P1 e.’

14 r.4 g~ 0 0 O J
4) IIJ 4’
441 4 )  r1

I a  4) ‘-4
1 0  1.5 1

~I1 ’ 4  $4 
~ I 41 4’

1 4 ~ 0 4)1 a
I 0. 4) 1-4 141 0% P4 P1 ~~ r-4 4.1 1.11 0% ~~- 00 4)

~ 4 I.l OI . ~ • $4
‘~ ‘~ ~~ ‘~ ‘‘ ~~ ~~ ~~ ~~~ 0

‘-4 ‘-4 0 ClJ P1 P4 P1

.0 4) ‘-II
‘4 51
i-I

LI • U
dl
~0

.
~~ 

.0 1J~ Ii
a ~— 0 4) 0

1-4 44 1J~ >~. 5 4.I~4) C’) P- f— F- W 1’i r-~ Cfl ‘.0 0’.
U dl 1 40 1  • • • ~~ $ 4 O i  . . .

.4 4) P~ P4 ‘.0 in Cl P1 ~ 4 IJ 04 ‘~~ ‘0 P1 (‘1
‘I~4 ‘ 

)
~~ 5i ~-I i-I ‘-4

0 rI r4( 
4I ~iiI-4~

1.1 ‘41 
44

a
dl 0~.

Ii .0
• 4)

•4I4) 04) 
41 $4V 4) 0

41• 4) i. ’ a 14
.0 1-4 ‘4 0  .0 0 4’ ~4 Q $o 4) dl 0. • ‘al r4 41 ,4 41 44 ~~

0 0 .  • IJ 41 0 4 )‘I-I V 
a >‘. .4 ~o

41 4 ) 4 1  • 0 04 ’  14
41 1.5 4) ‘U $ 4 4 10 .0 .-~ .0 4 1  O ’a.’ ~ .o~~~ a i~ 41a Ur i  V 1 ~ a ’l.4 dl

‘U 4) 0) 0 41 •~~ dl 0 4~ .4 .  dl

‘U 
0 >  0 .0 • ~ 4 40 41 0 0 0  0 5

U P ’ . •  0 ’14 1.5
4) .4 d l>’ .  4 ) 0  ‘U’4  >‘. ‘4 ’4 ,-4 0 ‘4~~l• 4 ) 1 4  0 0 4 )  41 1 4 4 1  ~.‘ >. ,4 U  i-I ,. ~~~4

4) 44 41 4)~~~4 0. ‘4.4 41 a o~~~ • 41
a •~~~ O s-I 44 Ii 4) 4 1 >  .0 4 1

O 4’ 4 1 1 4  4 ) 4 0  4) 4) • 1.5 4) ‘ .‘k  , 40  0 14
• dl > 0  >

‘U 4.1 ~~~ .I.4~~~~~ 4) ’,9 ~ ~~
;‘

~ 4 ) 4 )  4 ’-I 4)
0 0 00 00 s 4 0  1 4 0  

,
~~. 4) ~~~,i 11 1-4

4’ 0 >. • .0 41 4) 4 ) > ’ .  0 >  1 4 .0
0 1 4  41~~ 4 0 4 )7 ~4 .0 1.55 41 .0  41 14 $ 4 0

~~~4’ 4) ’44 4) 4) 4) 0 ~~~0 $ 4 U  U $ 44’ 4) 4)
41 .0 41 .0 . 00  .0 .0 s-I $4 1.5 r 4 4 1  0 4 1 0

40 4 ’ >  4 1 4 )  4~ > 4 ) 4 )  1J r4 0.0 0 >

.0 4) .0 ’~ 
.0 ‘U O s-I 0.~ i 4)

.0 0  .0 . 04 ’ -  4)
a

,~~ 
.~~ 0 4 )  o a  a o u .  dl 1.5 

O~~4 0

~ 4 ~ 

.5~1 ~‘~Id ) U 1.5 0 .0 14 ‘U
4) .0 ~~~~41 < 0  < 

4) 0 ’..’ 0 0 0
~~ (-4 0 p 1 4 1  114 4)

s-I 4.5
‘U

i’I P1 r~ 0~~~~~~ CD 0’.



16

make the world a better place). The preferences were not as clear

however , among the enlistment motivations. The differences were not

great among items 5, 7, and 8, and indeed, a desire to serve the

co~.mtry was somewhat more important than were the two job orientation

items (job o~~ortuni ty, job secur ity) . While family tradition was

considerabl y less important than all other items, it is of course

more constrained by the occupational choices of generations past than

by the pre ferences of our respondents . It is in fac t notable that a

famil ial militar y tradit ion was of at least some impor tance to almost

30 percent of our resp ondents.

Factor analysis of the dat a , with an oblique solution , suggested

the presence of th ree rather than two fact ors. The first factor was

defined by items 8 and 9 , and reflects job—related reasons for

enlistin g in the army . The second factor was defined by items 3 , 4,

and 5, and reflected a general job or ientation towar d the ideal

occupat ion . Note that these two factors separate views of the ~4’al

occupation from reasons for joinin g the ar my. The third factor was

defined by items 1, 2, and 6, and reflected a sense of mission , or

call ing, both in viewa of the ideal occupation , and influences on the

enl istment decis ion. Item 7 did not load sufficiently highly on any

of the factors to warran t inclus ion in further ana lysis.

()~t the bas is of the factor ana lysis, we constructed three

cumulative indexes to measure job mot ivat ion , job or ientation , and

sense of call ing , respectivel y. However , because of the highly

skewed distributions of the var iables load ing on the second factor ,

variance was minimal . Hence , this factor was excluded from many of

our subsequent analyses .
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The difference between job characteristics as part of the

definition of the ideal occupation and as an enlistment influence is

reflected in the positive but relatively low correlat ion between our

indexes of job orientation and job motivation (r= .104). Our index of

sense of call ing, on the other hand , is more stro ngly related to both

job orientation (r= .272) and job motivations for enl istment (r = .362) .

It wonld appear that the anal ytic dist inction between military

servic e as a call ing and as a job is not ençir ically reflected in

terms of the crystall izat ion and polar izat ion of attitude

constellat ions that measu re these constructs. lb the extent that

they are mea surable, they seem not to be alternative or ientations ,

b~t rathe r to co-vary .

Moskos uses the term , “call ing” and “ institutional or ientation ”

interchangea bly . It is our view that the service or ientation

reflected in our lfleiaSU[C oC call ing is true to Moskos’ concept , but

is a1~~ ap!~’licable to a wider ran ge of service-oriented occupat ions.

~~ have therefore ad~3ed to our analysis a set of measures that refer

specifica lly to the mil itary institut ion.

M expanded set of indexes is presented in Table 2. This set

aäls to the sense of calling index , which focuses on serving the

coti~try and the world , a group of ind icator s which focus on more

specifica lly military issues . Preference for U.S. militar y supremacy

measures t.~e extent to which respondents feel that the U.S. should

have greater militar y strength than any other nation. The next

index , suppor t for U.S. action in Vietnam , taps the level at which

soldiers felt the U.S. involvement in Vietnam was in~~rtant In

stopp ing the spread of a,imnziisin and maintain ing a good global 

— — —------ --— -
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American image. Nonsupport for annesty shows one ’s level of desire

to see draft -evaders who went to Canada punished . The next

ind icator , pre fer ence for higher militar y spend ing, was a single

item: “Do you think the U.S. spend s too much or too little on the

ar msi services ?” with five respon se catego r ies from “far too much” to

“far too little .” The last institution al measure , preferred military

inf luence , measures soldiers ’ desire to see more militar y rather than

civilian control over military ool icy, e.g., whether to be involved

in war and the tactic s and weapons to be used during war.

Three indexes wer e included as measures of an occupationa l

or ientation d imension among the soldiers . Job motivation, based on

our factor anal ysis , reflected the degree to which occupational

considerations were important in one ’s decision to enlist (i.e., job

oppor tunities, job security, promot ion possibilities , and benefits).

Perceived mil itar y job oppor tunities reflected the extent to which

sold iers felt that the ar my provides a chance for soldiers to get

ahead, to get more educat ion, to get their ideas heard and to advance

to a more responsible and fulfilling position . The f inal index,

perceived fair treatment in the service , contrasted the personal

treatment perceived as obtainable in civilian life with that received

in the army , as well as the degree to which ind ividuals can

co~~te ract any unjust trea tment received in the military. It is

notable that each of these indexes is positively correlated to each

of the others , ref lecting the co—variat ion in institutiona l and

occupat ional orientations.

—-
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RESULTS

Tables 3 and 4 present the scale scores on our indexes for the

analysis groups with which we are concerned. In order to scale the

distances away from the neut ral point in a way that provides some

comparability across the var ious measures , we ex~~ess each departure

from the scale midpoint as a fraction of the standard deviation (SD)

for the measure in question. In order to facilitate compar isons

among groups , all groups use the standard deviation for the tota l

subsample of newcomers as the basis for computing departures from the

neutral point. The top panels in these tables present the mean

scores , midpoints and standard deviations . The bottom panels present

the scale scores for each group , and the percentage of variance

explained for each ind icator . We note , fi rst of all , that

comparisons of the scores reflecti ng institutional or ientations

reveal no discernib le cleavage between sold iers in cont~~ ~ni those

in nonconbat units. The same lack of cleavage is the case in the

compar ison of scores reflecting occupational or ientations . However ,

there are substantial differences on each indicator of institutional

or ientation by rank. For four out of the six , indexes , officers

appeared more institut ionally or iented than enlisted men , in both

conbat and nonconbat units. However , enl isted men reported a greater

desire for U.S. militar y supremacy in the international arena and

- I for military (rather than civilian) inf luence in military policy. ~~
the indicator s of occupat ional or ientation , rank again shows an

impact, cartic ular ly on two of the three d imensions. Neither the

enlisted men nor the off icers reported occupational considerations as

especially inçortant or unimportant in their rat iona le for join ing

the army. It is apparent along the last two d imensions , however ,

- 
- _ _ _ _ _
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that officers view occupational facets of the ar my more positively

than do the enlisted men. The rati ng by enlisted men of civilian

lif e as being more fair is espec ially noticeable .

The comparis on of soldiers in conbat and nonconbat units

provides no basis for distinguish ing between these groups of sold iers

in terms of their or ientatio ns. However , as anticipated , career

intentions provided a clear del ineation . As Table 5 shows , those

intending to make the ar my a caree r , irrespective of uni t nentership,

were consistently more institutionall y or iented than those who were

not caree r oriented . Yet despite their relatively lower scores , it

is interesting to note that , for the most part , the noncaree r ists

were institutionally oriented in an absolute sense.

Again, among the d imensions of occupationa l or ienta t ion, we

found no difference between the attitudes of soldiers in combat and

nonconbat units. Ca reer intentions , on the other hand , showed clear

differences in occupational orientation. In line with the

per spec tive that institutional and occupational orientations co—vary ,

we found that careerists, who were institutionally or iented , were

also occupat ionally or iented . The noncareerist s, on the other hand ,

who were largely institutiona lly oriented , were not occupationally

or iented . It seems, therefore , that the Institutiona l and

occupat ional or ientations are independent; and, they co-vary relative

to career intention . The type of unit a soldie r is In mak es no

difference .

DISCLSSICN

Several conclusions seem to clear ly emerge from the above data.

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



_ _ _ _ _ _

21

First of all , institutiona l and occupational orientations are found

to be quite compat ible with each othe r in that they in fact do

co—va ry for certain , though not all , groups in the U.S. Army .

Therefore they should not be viewed as opposite ends of a single

continu .im but rather as two separate d imensions . Moreover , they were

found capable of co-varying at both the positive and negat ive ends of

their respec tive dimensions , with some groups being high on both and

some groups being low on both. Furthermore high—h igh con’bthations of

these or ientation s were more comncn than low—low conb inations. This

is not only a possibl e occurence but a positive occurence . The

Army ’s strength as an inst itution is evidenced by the fact that such

high-h igh coitbinations are most comnon precisely among those groups

which can uaually be presumed to be the most coinnitted and critical

groups, namel y those at higher ranks and those intend ing to continue

their career in the Army. An add it ional important find ing is that

OD±at and noncoirbat units seem not to differ significantly in their

inst itutional and occupational or ientations , so that we can conclude

that structural pluralism in the sense of conbat units mainta ining

tradit ional institutional orientations and noncombat units developing

a preponderance of occupat ional orientations seem not to be occurr ing

in the U.S. Army.

The personal ideologies of career soldiers are to some extent

congruent with the missions and characteristics of the mil itar y

organizat ion . These soldiers not only see themselves particip ating

in an organ izat ion with a role in society and the world which they

support but also they perceive occupational rewards which meet their

expectations. It is interesti ng that noncaree r -oriented soldiers

L _ _ __
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displayed positive level s of institutional orientations (although

lower than career soldiers) bit negative levels of occupational

ori entation . This group seems to be relat ively unmotivat ed in an

occupational dir ection and , moreo ver , quite negative about what the

mil itary has to offer them along an occupational d imension . This

finding strik es a resonant chord with Moskos ’ notion that different

per sonnel systems might be required for career and noncareer

pers onnel.

The identificati on of both service and military components of

the institutional orientation has impl ication s for mil itary personnel

pol icies beyond the simple distinction between career and noncaree r

personnel. In particular , we feel that these components of a

mil itary call ing have potential impacts on the recruitment and

utilizat ion of women in the arm ed forces . In terms of tr aditional

sex—role definitions , women have been excluded from conbat roles in

the western nations , and indeed their early socializat ion has not in

the past prepared them for such roles . By contrast , w~xnen have been

both socialized for and accepted in a wide range of service-oriented

occupations , such as nursing , teaching , and librariansh ip. Women

have also dispropor t ionately filled the unpaid voluntary service

niches in society, such as the Red Cross and the March of Dimes. In

short , the service orientation is there , and appeals based on neither

occupationa l concerns , nor more specifically military components of

the institutiona l or ientation , bit rather on tradit iona l notions of

— service , may yield substantial pay-of fs In terms of increasi ng the

pool of personnel available for military service.

The identification of nonconbat oriented institutional factors

L ~~~~~ 
_ - -— -~~~~~
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in the military has impl ications for projections regard ing

convergence and industrializat ion of the Army. The blend ing of

institutional and occupational orientations in the Army reflects very

similar kinds of blend ings, in other organizat ional sectors of

society, of or ientations and prin ciples which in the initial stages

of change are widely perceived as antagonistic , with the ascendent

or ientation assumed to be a threat to the integrity and purpose of

the relevan t institu tional or occupational group. The eventual

results have been ho~~ver that the organizat ion has often undergone

considerable cha nge, with its nenbers exper iencing tension as they

st rive for the appropriate balance in the competing orientations, bit

has emerged with essential acloiowledgment that its capacity to

fulfill its focal purpose is considerably stron ger than before such

change. Thus the sociological literature of the 1950s and 1960s

dealt often with the theme of the incomoatibi lity between

professional and bureaucratic orientations with the implication of

threat to pro fessiona l service and autonomy because of increas ing

bureaucratizat ion and the impl ication of threat to organizat ional

efficiency and coord ination because of increasing

professionalizat ion. These were the early days of the trends towa rd

professionals carrying out more of their work in lar ge organizat ional

contexts and organizat ions seeking more professionally trained staff.

Coexistence brou ght tensions and jockeying for influence in a merger

where the old rule s wer e changing at a fast rate precise ly because

both sides benefited from the merger being advanced still further.

Gradually adjustment occurred: young turk professionals became

pro fessional—bu r eaucrats who once in organizat ional positions were

__________________ ~_
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able to use bureaucratic author ity and methods to assure pro fessional

work whi le also being equally ready to manipulate pro fessional

symlxls and comnit lents to get bureaucratically req uired compliance

and co-operation. The literature which former ly addressed itself to

professionals versus bu reaucracy first began to decrease in

frequency , then began to examine which set of pro fessional

characteristics might conflict with which set of bureaucratic

characteristics in which types of occupational settings. Later this

literatu re began to acknowledg e the compatibility of pro fessional and

bureaucratic princ iples, not only in the sense of be ing positively

associated but also in the sense of their blend ing being positively

assoc iated with career success , position level , and productivity.

Most recently, we begin to see literature which associates

pro fess ionals and bureaucrats as the elite tecinocrats und er attack

by ideolog ies and forces which define them as the comon enemy.

Almost all major professional groups and most major

institutional and industrial grou ps have experienced in some fash ion

these tensions over the trend to coirbine professiona l and

bureaucratic principles. In similar fashion , these groups have also

exper ienced the related tension between innovat ive initiative and

coordinated rout ines , between personal sensitivity with concern for

the client and imoer sonal r igor with concern for the overall result ,

• 
between participation motivated by moral dedication to service goals

and participat ion motivated by utilitarian interest in a broad range

of intrinsic and extr insic rewards which could be received from the

• organizat ion in exchange for per for mance of services. And here again

increasing rationalizat ion , in the hand l ing of increased comolexity,

_____________ - 
_ 

_ _ _ _ _ _
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size , and tecinology have resulted first in negative concern that

bureaucratic expe r ience produced trained incapacity, sterility and

rigidity, and later in positive reinter pretation of the bureaucrat ic

exper ience as contributing to cognitive complexity and creativit y.

The military profession is a unique exception because unl ike

~Eysicians , lawyer s , and clergyme n , military pro fess ionals have

always per for med their tasks in complex organizat iona l sett ings. In

any event , apart from its impact on ind ividual cognitive complexity

and creativi i y, it is even more clear that it is in the large

bureaucratic organizat ion where the most important and excit ing

action goes on, where the most intelligent and anbit ious people go

for challenge , and where the most significant influences and products

in our society are generated. Similar ly the best medical service is

no longer provided by the ind ividual general practitione r , even when

the old vir tues of per sonalized concern for ind ividual patients can

still be detected.

In other words , rat ionalizat ion has led to a situat ion where the

old virtues , including ones like professional coutnitment,

personalized loyalty, moral coninitment, and belief in an overriding

system of mean ing and values are not enough by themselves. In fact

modern rationalized control systems with their emphasis on overall

coordination, efficiency, and predictable outcomes generally f ind

that control over merbers with such old virtues alone is much more

unreliable than control over members seeking utilitar ian rewards in

exchange for their participat ion. However it should also be noted

that moder n organizat ions do not utilize the same blends of

notivators at all levels. Where judgment , initiative and loyalty are

_ _ _ _  
_ ____ ~__ _ _ _~i_  -~~~ --~~~~~~ -~~~~
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still of major importance in prop er perfor mance , intrinsic reward

factors are included as well as extrinsic. Where simple or machine

controlled rout ines constitute the entire task , however , very little

attention is paid to providing intrinsic rewards. This dichotomy can

F be seen most direc tly in mechanized pr oduction organizat ions with a

clear division between managemen t and union ized labor . In service

organizat ions , part icularly those offer ing the most cr itical services

of health , rel igion , or education , such a dichotomy is not as stark.

Normative motivat ion has not entirely disappeared and utilitarian

motivat ion contains intri nsic as well as extr insic reward factors

(though in decreasing ratios ) at lower as well as at higher position

levels. In the mil itary, instead of simply talking about

institutional and occupational orientations we perhaps need to talk

about different balances of these two orientations as appropr iate for

dif feren t levels of and perhaps for different types of service unit.

Also we may need to include some furthe r brea kdown of these notions

to include the fact that the institutional or ientation that dominated

in the older military contained elements of both normative motivation

(sense of call ing , etc.) aid coercive motivat ion (author itar ian

discipline , forced merber~~ip, etc.) aid that the occupational

or ientation coexisting in the new military contains elements of both

extr insic rewards, (pay, benefits, security) aid intr insic rewards

(job satisfaction, self—actualization, career enhancement) .

Wh at cur analysis seems to suggest is that the Army may not have

to choose between institutional and corporate models. Rather , it may

be abl e to make good use of both. Personnel accession , retention,

and management p01 icies and incentives that have been shown to work 
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in the civil ian sector , we suspect, can be adapted for use in the

mil itary setting regardless of the degree to which this process makes

the cond it ions of military service increasingly similar to civilian

employment. There may be no harm in mak ing service in the Army a

job , as long as it is not just a job . The difference is in the sense

of calling, or mission , that can also be nurtured , and indeed is

essential if the unifor med federal employee is to perform effectively

in conbat situations.
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able 2. Correlation Matrix of Institutional and Occupationa l Indexes
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n~ calling .28 .31 .20 .17 .32 .38 .41 .30

- 
~~~~~~~~~~~~~~~~~~ for U.S. military supremacy .32 .20 .27 .34 .13 .16 . 1~

*~ .Jpport for U.S. action in Vietnam .30 .25 .29 .23 .25 .26
I’N~nsuppu~ for Amnesty .18 .27 .10 .11 .11
R’Prefe rence for higher military spending .31 .12 .19 .15
*Preferre d military (vs. civilian) influence • 24 • 33 • 25

I
OCCUPATIONAL

~ 
Job motivation .30 .36

PPerceived Milita ry job opportunities .54
• +Perceived fair treatment in service

ese indexes are described in Bachman , Blair & Segal , The All—Volunteer Force. The
Nonsuppor t for Amnesty index is the reverse of its origina l form.
I
If-This index paral iels the “occupational or ientation ” index of Stahl , Manley , & McNichols.
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Table 3. Mean Scores, Scale Midpoints , Standard Deviations, and Scale Scores for Enlisted
Men and Office rs of Combat and Noncombat Units

PANEL A

Enlisted Officer
Combat Noncombat Combat Noncombat !ff’ Groups

nstitutional Orientation Indicators (N) (326) (576) (23) (33)

k sense of calling 2.78 2.89 3.17 3.14 2.5 .74
‘reference for U.S. military supremacy 2.89 2.88 2.75 2.83 2.5 .85
support for U.S. action in Vietnam 2.47 2.38 2.68 2.56 2.5 .63
Nonsupport for Amnesty 2.48 2.53 3.38 3.50 2.5 1.10
‘reference for higher military spending 3.44 3.23 3.71 3.70 3.0 1.17
‘referred military (vs. civilian) influence 3.65 3.60 3.39 3.63 3.0 .84

)4-~”!!’stiona1 Orientation Indicators

Job motIvation 2.92 2.89 2.92 ~.23 3.0 1.19
Perceived military job opportunities 3.11 3.15 3.94 3.85 3.0 .?9
Perceived fair treatment in service 2.30 2.27 3.27 3.10 3.0 .98

PANEL B
Perce~’P t,f

Enlisted Officer Variance
Combat Noncombat Combat Noncombat Explained

Institutional Orientation Indicators

A sense of calling +.38 +.53 +.91 +.86 1.3

Preference for U.S. military supremacy +.46 +.45 +.29 +.39 0.1
Support for U.S. action in Vietnam — .05 — .35 +.29 +.1O 1.1

• Nonsupport for Amnesty — .02 +.03 +.80 +.90 3.9
Preference for Figher military spendin g +. 38 +.20 +.61 +.61 1.3
Preferred military (vs. civilian) influence +77 +.71 +.46 +.75 0.2

- Occupational Orientat ion Indicators

~ 
Job mot ivation — .08 — .09 — .07 +.19 0.3

1. Perceived militar y job opportunities +. ll +. lS +.94 +.85 3.1
Perceived fair treat ment in service — .71 .74 +.28 +. 1Q 4.6

I
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‘Tab le 4• Mean Scores, Scale Midpoints , Standard Deviations, and Scale Scores for Enlisted
Men’s Career , Institutional and Occupational Orientations

PANEL A

Career Noncareer
Combat Noncombat Combat Noncombat MI’ Groups

Ins titutional Orientation Indicators (N) (90) (166) (235) (423)

A sense of calling 3.01 3.17 2.68 2.78 2.5 .71
Preference for U.S. military supremacy 3.09 3.06 2.81 2.80 2.5 .85
Support for U.S. action in Vietnam 2.66 2.60 2.40 2.28 2.5 .62
Nonsupport for Amnesty 2.96 2.78 2.31 2.43 2.5 1.09
Preference for higher military spending 3.78 3.63 3.33 3.07 3.0 1.19

Preferred military (vs. civilian) influence 4.07 3.87 3.48 3.50 3.0 .85

O~v ,i~.~irfnna1 Orientatton Indicators

Job motivation 3.41 3.58 2.73 2.61 3.0 ‘.20

Perceived military job opportunities 3.52 3.68 2.95 2.95 3.0 .99
Perceived fair treatment in service 2.90 2.91 2.11 2.04 3.0 .96

PANEL B
Percen’~ ‘~fCareer Noncareer Variance

Combat Noncombat Combat Noncombat Explained

Institutional Orientation Indicators

A sense of calling +.72 +.94 +.25 4.39 5.5
Preference for U.S. milita ry supremacy 4.69 +.66 +. 36 4.35 1.8
Support for U.S. action in Vietnam +26 4,16 — .16 .35 5.4
Nonsupport for Amnesty +.42 4.26 —.17 .06 4.0

• Preference for higher milita ry spending +.66 +53 +.28 4.06 4.8
Preferred milita ry (vs. civilian) influence +1.26 +1.02 +.56 4.59 6.1

Occupational Orientation Indicators

Job motivation +. 34 4.48 — .23 .33 10.7
Perceived milita ry job opportunities 4. 52 +.68 — .05 .05 9.5
Perceived fair treatment in service — .10 — .09 .93 l.OO 14.8


