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CONTENT AALYSIS: VOLMWITE COWNTS ON NOVEMBER 1977 OFlrCER EDtCATION

AND TRAINING SU

1ALCKGROWD A"D PIJIPOS

The Departtmnt of the Army conducted a questiomnasire survey of
a8sples of officers and varrant officers to obtain their attltudes

- and perceptions on Arul officer education and training policies. This
survey, conducted in November 1977, mailed to about 14,5O0 officers
and warrant officers, produced about 7600 responses,

a. The officer version of the survey consisted of a series of
questions on the background characteristics of the respondent, folloved
by ninety-three questions on experiences, aspirations, and attitudes
about the career progression system, vith multiple altertnatives from
which the respondent was to select the most appropriate. The warrant
officor vwrfti,, consisted of a sialler series of questions on background
charscteristics. followed by eighty-seven questions about the warrant

officer system, vith m•ltiple alternatives, but relevant to the warrant
officer experiences, aspirations and attitudes.

b. In addition to the completion of the question portion of the
survey. respondentB were afforded opportunit,' for free comment on any
aspect of the education and training system which they felt had not been
adequately addressed, or to expana and explain their ansmrs to specific
questions. Of the 7800 returns, about 2400 officers and about 1100
warrant officers responded vith additional comnts.

The Army Rassarch Institute was requested to provide Technical
Advisory Service to the questionnaire proponents in the interpretation
of these subjective comment* through content analysis; subject categories
were developed; tabulations were made of frequency of comment in these
categories; and interpretation of results reported. This analysis will
supplement those analyses "ýsde by the proponent agency.1

PROCEDURE

The separation of the coments from the questionnaire dtta precluded
Sopportunity to relate the volunteered coments to the individual roe-

pondents. Thus, no analyses can be made in terms of the respondents'
;° background chatacteristics, experiences, and attitudes as recorded in

answer to the specific questions. The analyses are constrained to
frequency of volunteered responses in categories and cross-tabulations
aseng these categories.

* 1 The authors wish to acknowledge professional support in the analyses

and Integration of the results, fro IMJaor Ricbard ?. IellDr . S.
Kinser*Ad -fr. 3- * V I4,M L .7j . -

Computer support and analyses were provided by Mr. Stanley A. Pawiovski.
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Two research teams, each working independently, first reviewed
a sample of coamnts, separately for officers and for warrant officers.
From this review, each team developed a set of content categories and
response alternatives for each category. The team then discussed their
separate results and developed an expanded and refined content classi-
fication scheme.

Two completely random i-amplem for officers (M-150 each) and for
warrant officers (N-1O0 each) wore drawn from the respective populations
of returned commentd. Each team then utilized one sample from each

gro.jp. reviewed each coment, classified it against the content scheme
and recorded it In the appropriate categories. Sample* were then
exchanged between team. without discussion of results, and the proce-
dure iterated, so that each comment in the sample* was subject to two
separate independent analyses.

Independence between coding team and their consistency of
Interpretation were of research concern In these analyses. Thus.
Indices of inter-team agreement, and Intra-team agreement between first
and second sample analyses were computed to establish a deKree of
confidence in the manner of interpretation and classification of theme
data. These comparlsonz were:

A. First team compared with second team results (Inter-team agree-
ment).

b. Intra-team: first respondent sample results, compared with -'
second respondent sample results.

The Indices so computed -- irhile not so rLgorously defined or
computed as to meet the definition of "reliability coefficients" --

produced a high level of agreement.

RESULTS
Relatively small frequency tahulatione occurred on each dimen-

sion as expected due to the nature of the open-ended question. Most
respondents did not comment. of those who did, the coments dealt only
wir,h those particular items vhich they felt the questionnaire did
not adequately address. Since there were so m@ny possible alternatives,
it is not surprisieg that most item were not mentioned in high frequency
ameng the respondent total, even with a pool of 300 officer and 200
warrant officer responses to consider. Analysis of the open-ended
responses had been performed in two stages* descriptive analysia of

item frequencies, and contingency table analyses of selected item.
Analyses were perio;,ad separately for officers and warrant officers.

The descrlptive analysis to orsanised into the following g8wral
categories: Satisfaction with and coinitm•t to the ArvW, Officer
Personnel Nanagmaent System (Ofl), Career Progressio T nequltie.,
AmseoiM&AL;iu.woeilad. Ir&ai.Lf, Altoramae ipecalty Ma CiviliaM
Iducation. Within these categories the results were as follms.
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SATISFACTION4 WITH AND COMI"IN TO TRE ARMN

Within this cateAory, 22y of the responses included a comment con-,•.•cerning commitment to the Army. Of this group, more than half (561) ware
• evaluated as "Individual-oriented" rather than oriented to the Army.
•. Among the warrant officers, only 12% included a commnt reletivo to their

commitment and 70% of these were "Individual-oriented".

SResponses were also classified In terms of the level ot frustration
S~as evidenced by the open-ended responses. Nineteen per cent of the
Sofficers responded on this dimension and 692 of those reflected eitherj

frustrated and critical attitudes or completely frustrated attitudes
towards the Army career syste..; only 8Z did not appear critical. Ton

per cent cf the warrant officers were coded as frustrated.

The data were analyzed In term@ of the respondents' view of the
Army's organizational structure (the Army viewed as a corporation con-
trasted to a fraternal organization). Nineteen per cent of the officers
rcsaponded in this manner. of this group, 81% comented on the corporate
features of the Army that they disliked. Although fewer warrant officers
included such a comment (9t), the propurtion expressing dislike of the
corporate features was very similar. Very few officers (52) coinmmted
about the quality of leader4hip and supervision that they had experienced,
but those who did respond were overwhelmaingly negative. Even fewer warrant
officers commented on this point, and again the comments were mainly negative.

OFFICER PERSOMNEL KA.4ACENENT SYSTEM (OPtS)

Responses concerning OPHS were coded for coments about goals, iple-
mantation, objectiven, system focus, and rewards. Seventeen per cent of
the officers made a comment concerning the relationship betw*en OPHS
goals and the system as It Is implemented, and 942 of them felt that the
system does not support thq goals. Ten per cent of the officers commented
about the focus of the OPMS systea and the responses are split as to whether
the systeom is too generalized or too specialized. Sixty-two per cent of
the officers thought that the system is too generalized. lany respondents

. (152) criticized OPIS for rewarding "yes" omn and "ticket punching."

CAREER PROGRESSION INEQUITIES

SFour types of career progression complaints surfaced in the responses
to the open-ended question. These coucerned promotions, selection for
schools, ORUR, and the opportunity to attend graduate school. The
response frequencies were:

I... o



Officers Warrant Officers

Promt ione 17.51 12.12
School Selection 11.2 10.0 A--
ORR 9.2 4.7
Graduate School Opportunity 6.5 0.8

Complaints in the promotion category produced significant objections I
to the "up or out" requirement; in the Army schools category, the
opinion that selection vas a "ticket punch" rather than a verified require-

ment; OERa as inadequate vehicles for the edalnistrative weight they
attain; and graduate school as poorly correlated with defined Army needs,
rather as opportunity for post-Army career.

ASS I GX?)•2T/ COUNSELI NC

In general, both the officers and warrant officers showed a very
small percentage that felt that progression opportunities were hurt be-
cause of specialties that hampered promotion. A very small percentage
commented about adminiatrative slippage in assignments. However, 201
of the officers and 21% of the warrant officers commented about aseignment/
couneeling policies, and in both groups the coments were overwhelmingly
negative. Of tho.e who cominted, 93% of the officers and 97% of the
warrant offic.ers saLJ th•. the pol...ea wfwe poor.

In terim of the execut 4 on of thr assignment/counseling system, 172
of the officers and 21% of t.- -darrant officer& wert found to have a
comment. Again the trend is that most respondents -- 992 of the offi-
cers and OOZ of the warrant officers -- had a complaint about the
execution of the system. Very few responses indicated a complaint about
personnel in the Amsig.nment/Counseling system. Six per cent of the officers
and 3% of the warrant officers indicated negative experience with counsel-
ing peroonnel. Even fever responses Indicated that poor information about
their career had been received.

TRAININGI N

The mseat obvious conclusion concerning training is thnt there

is not enough of it. Eleven per cent of the officers and 212 of the
warrant officers said that they needed more training. Sove responses
concerned the training that they had received in mllitazy schools.
Eleven per cent of the officers and 6Z of the warrant ofiicera made
comments relative to the amount of specialization apparent in the

training that they had undergone. Sixty-nine percent of the officers
thought that the training should be more specialized, while the per-
centage for the warrant officers was even higher (912).

Of those officers and warrant officers who comented about on-the-
job training (81 of the officers and 71 of the warrant officers), moet
wanted more on-the-job training (OJT). Although relatively few res-
ponee& included a comparison between Army school training and OJT.
those that made such comparisons felt that OJT was of more utility.
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A number of reosponses indicated that they had not used their
training in their Job. Nine per cent of the officers and 72 of the
warrant officers made this colisnt. Although most response* were not
directed toward .oUa•ea of Army training. 72 of the officers and

17 almost 7% of the wrrrant officers felt that training was offered to theo
either too early or too late In their career. A c€om euggeation from
the warrant officers was ftr a specific ovientation program at the time
of appointment, and %ore frequent military ecl,:ol training. The question
of qualifying exainatieooa we sometimes raised but opinions both pro and
con were presented with about the sm frequency. frequencies are not
available as this question was not one of the tabulated item.

ALTERNATE SPECIALTY

Very few responses regarding alternate specialty designation vere
found. Fewer than 61 of the sample responded to any of the questions in
this category. Further analysee. therefore, were not pursued.

CIVILIAN IEDUCATION

Eighteen per cent of both officers and warrant officers commented on
the value of civilian education. Nearly 642 of the officers and 832 of
the warrant officers considered civilian education valuable. However,
while accepting the value of the education these respondents felt the
eaphasis placed on civilian education was overstreseed for promotion
purposes. Comnts from 121 of the officers and a similar percentage
from warrant officers revse~ld a difference of opinion. For example. of

the officere responding, 681 felt civilian education was overemphasized,
while only 381 of the warrant officers thought civilian education wes
overemphasized. Hwy of the warrant officers who felt civilian educ•-
tion wes underemphasized felt the ArW should offer encouragement to
couplete a bachelor degree. Some officers specified that the issue was
not whether there should be more education but how to find time in their
long and exhausting work schedule that could be spared for either
resident or non-resident educational purposees. Several recommended
Sstrongly that a regular time be set aside, perhaps on a mthly basis,
for officers' professional growth. During this tsm officers would have
the opportunity to discuss their mutual problem with each other, and
to learn how to deal with them better.

SPECUIC WAIJAJUT OFICER iACTICUS

£ A number of conts specific to warrant officers were coded only

for them. Nine per cet mentioned that they thought that their e&tiga-
sont to inconsLatent witth their rank. Ilive per cent fait that a second-

ary WoS s•aleSimt degradee their primary aktll. Some (U) complaimld
that they are not always viewed ae a "real" officer, and 72 said that
there is too little distinction between the warrant oificer rasks.
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CITINGENCY TABLE ANALYSIS j.

In order to asoess relationships between some of the comonts, con-
tingency tables were constructed to investigate whether some remarks were
related to others. It was hypothesized that remarks in different specific
areas were made by the sam Individuals. For instance, it was discovered
that most (852) of the "individual-oriented" officers also responded about •
the "bad-corporate" features of the Army. bost of the complaints about
promotions were made by the "individual-oriented" (621), with school sel-
ection complaints shoving a slightly lover percentage (611). Kighty-three
per cent of the complaints about the opportunity to attend graduate schoo!
comw from the "individual-oriented" rather then the Army oriented res-
pondent.

The same type of analysis vas done :ouparing those vho thought the
AssignmenL/Counseling system policies are good with those who thought
they are bad. Looking at those who thought that OPHS objectives should
be changed, contingency table analyses revealed that 981 of those who
thought OPHS objectives should be changed also thought that the Assign-
sent/Counseling policies were poor. Such a relationship Is not presen-
ted as a "surprise" finding, but -.onfirmatory of the criticism of OPMS.
This sam group also represenLed 931 of thowe who complained about the
tialiness of Army school selection. Those who complained about the
tialintes of Army schooling also tended to think that the corporate
features of the Army are bad. And those who thought that Army school
wan not timely also said that they did not use their training in their
job.

Contingency table analysis reveals that those who said that the
Assignment/Counseling policies vere poor also said that the impleentat-
ion of OP!S is not supportive of its goals.

CONCLUSIONS

Through the survey underttken at the direction of the Chief of
Staff, Army,^Ip representative sample of commisioned officers and
warrant officers erae given an opportunity, rot frequently availablev-to
express their feelings and concerns about soew key issues in their
military career. In addition to ansmring standardised questions con-
cerning education and training, respondents were invited to comment
freely, and anonymusly, about their experiences, expectations, and
suggestions regarding officer education and training., Thirty one per
cent of the officers took advantage of this opportunity and offered commnts.

*The majority of the coments could be clsosifiod as critical of some
aspect of the Army system of education and training, but les
then,/twsoty pe•m smt expressed overall dissatisfaction with the Army.

Thu. in addition to the content analyses done for this report, it is
considered thac a random sample of the coi to received in this survey
might be profitably read/revimeed within the Army staff for their vulue

in providing new insights on policy.
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Interpretation of these data, together with the conclusions,
should be tempered by the knowledge that what was anaysed was an open-
ended question that solicited (1) an expansion or explanation of pre-
vious answers, or (2) commuts about things not asked in the question-
naire. Many were one of a kind and, therefore, meaningless for tabula-
tion purposes. Additionally, there Is no way to know the feelings of
the 592 who offered no coments on the questionnaires they returned or
of the group (almost half) who did not return the questionnaire they re-
ceived. Conceivably their attitude could range from perfectly happy, don't
change a thing to everything is so bad vith the Aruy that there's no use
trying to tell them.

The questionnaire itself generated comments from 18% of the
officers and nearly that percentage of the varrant officers. Although
262 of the officers respondents stipulated that the questionnaire was
useful, it should not surprise anyone that most of the other comments
were negative. This type of question, at the end of the questionnaire
probing a sensitive area of social experience, usually draws mostly nega-
tive responses. Therefore, one generalization which may be made from this
analysis is that most are"s of responses -- OPMS, training, education,
etc. -- warr mentioned on about 40% of those who responded with comments,
and represented less than 202 of the auestionnaires returned.

-Of the seven broad categoriet o cre cnen, h rc1t~
are mentioned most frequently areýOpSt-and the Assignment/Counseling
system. Many officers and warrant officers said that sore training is
desirable. Civilian education is thought to be valuable but the
officers feel that civilian education should not have quite as such
emphasis placed on it and the warrant officers feel they need more than
the system allows for.
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