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CONTENT ANALYSIS: VOLUNTEERED COMMENTS ON NOVEMBER 1977 OFFICER EDUCATION
AND TRAINING SURVEY

BACKGROUND AND FURPOSE

The Dupartwwnt of the Army conducted a questiounsire survey of
samples of officers and warrant officers to obtain their attitudes
and perceptions on Arwy officer education and training policies. This
survey, conducted in Novesber 1977, mailed to about 14,500 officers
and warrant offfcere, produced about 7800 respomses,

a. The officer version of the survey consisted of a series of

quest ions on the background characteristics of the respondent, followed
by ninety-three guestions on experiences, sspirstions, and attitudes
about the career progression system, vith multiple alternatives from
which the respondent was to select the most sppropriate. The warrant
officer vers!~n consisted of a similar veries of questions on background
characteristics, followed by eighty-seven questions about the warrant
officer system, with smltiple altematives, but relevant to the warrant
officer experiences, aspirations and attitudes.

b. In addftion to the completion of the question portion of the
survey, reepondents were afforded opportunitr for free comment oo any
aspect of the education and training system which they felt had not been
sdequately addressed, or to expans and explajin their answers to specific
questions. Of the 7800 returns, about 2400 officers and about 1100
varrant officers responded vith addittonsl comments.

The Army Rescarch Institute vas requested to provide Technical
Advisory Service to the questionnaire proponents in the interpretation
of these subjective comments through content analysis; subject categories
were developed; tabulations were made of frequency of comment in theve
categories; and interpretation of resulls reported. Thie analysis will
supplement those analyses wade by the proponent agency.

PROCEDURE

The separation of the commsnts from the questionnaire dats precluded
opportunity to relate the voluntesred comments to the i{ndividual ree-
pondents. Thus, no analyses can be made in terms of the respondents’
background chatacteristics, experiences, snd attitudes as recorded in
answer to the specific quastions. The analyses sre constrained to
frequency of volunteered responses in cstegories and cress-~tabulations
among thess categories.

1 The authors vish to acknowledge professional support in the analyses
and integration of the results, t_rg‘_l_hjo!_ Richard P, Bell .\V.!'.J“! 8.
Kinser ‘snd :Dr.. Sephda V. Wawnil i3, . .

Computer support snd anslyses were provided by Mr. Stenley A. Pawloweki,
ARL.
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Two research teams, each working independently, first reviewed
a sample of comyenta, separately for officers and for warrant officers.
Prom this reviev, each team developed s set of content categories and
response alternatives for esch category. The teams then discussod thefr
separate results and developed an expanded and refined content clasei-
fication achewms.

Two completely random tamplan for officers (N=150 each) and for
varrant officers (N=100 each) were drawn from the respective populations
of returned comments. Fach team then utilized one sample from each
grosp, reviewed each comment, classified it against the content scheame
and recorded it in the sppropriste categories. Samples were then
exchanged betveen teams, without discussion of results, and the proce-
dure {terated, 8o that each comment in the samples was subject to two
separste independent analyses.

Independence between coding tearm 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 analvses were computed Lo estadblish a degree of
confidence in the manner of interpretation and classification of these
data. These comparisons were:

a. Firat team compared with second team results (Inter-team agree-
ment) .

b. Intra-tesam: {first respondent sample results, compared with
second respondent sample results.

The indices so computed -- while not so rigorously defined or
computed as to meet the definition of "reitfabilicy coefficients" --
produced a high level of agreement.

RESULTS

Relatively smal]l frequency tabulations 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 comments dealt only
wvith those particular ftems which chey felt the guestionnaire Jdid
not adequately address. Sinrce there vere so ssny possible altarnstives,
it 18 not surprising that most items vere not mantioned in high frequency
among the respondent total, even with s pool of 300 officer and 200
varrant officer responses to consider. Analysis of the open-ended
responses had been performed in two stages: descriptive asalysis of
ftems frequencies, and contingency table &nalyees of selected items.
Analyees were perio:med separately for officers and warrant officers.

The descriptive analysis 1s organised iato the following general
categories: Satisfaction with and commitment to the Army, Officer
Peresonnel Manasgement System (OPMB), Career Progreseion Inequities,
Assignmest,/Counseiing, Tresning, diterosce ispecialty and Civiliaa
Education. Within these categories the resultes were as follows.
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SATISFACTION WITH AND COMMITMENT TO THE ARMY

Within this category, 221 of the responses included a comsent con-
cerning commitment to the Army. Of this group, more than half (56%) were
evaluated as "individual-oriented" rather than oriented to the Army.
Among the warrant officers, only 12% included a commant relstivo to thelir
commitment and 70% of these vere "individusl-oriented”.

Responses were sleo classified in terms of the level ot frustrastion
as evidenced by the open-ended responses. Nineteen per cent of the
officers recaponded on this dimension and 69X of those reflected either
frustreated and critical attitudes or completely frustrated attitudes
towards the Army career system; only £2 did not appear critical. Ten
per cent cf the warrant officers were coded as frustrated.

The data were analyzed in terma of the respondents' view of the
Army's organirational structure (the Arwy viewed as a corporation con-
trasted to a fraterna) organization). Nineteen per cent of the officers
responded fn this manner. Of this group, 81% commented on the corporate
features of the Arwmy that they disliked. Although fewer warrant officers
included such a comment (9%), the propurtion expressing dislike of the
corporate features was very similar. Very few officers (5%) commented
aboul Lhe quality of leadership and supervision that they had experienced,
but those who did reepond were overvhelmingly negative. Even fewer warrant
officers commented on this point. and again the comments were mainly negative.

OFFICER PERSONNEL MANAGEMENT SYSTEM (OPMS)

Responaes concerning OPMS were coded for coments about goals, imple-
mentation, objectives, systewm focus, and rewards. Seventeen per cent of
the officers made 3 comment concerning the relationship between OPMS
goals and the system ss it iy implemented, and 94X of them felt that the
system does not support the goals. Ten per ceat of the officers commented
about the focus of the OPMS systea and the responses are split as to vhether
the systéem {8 tooc generalired or too specfalized. Sixty-two per cent of
the officers thought that the system s too generalized. Many respondents
(152) criticized OPMS for rewarding yes' men and "ticket punching.”

CAREER PROGRESSION INEQUITIES

Pour typas of career progression complaints surfaced in the responses
to the open-ended question. These concerned promotions, esiection for
schools, OERs, and the opportunity to sttend graduate school. The :

response frequencies were:
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; Officerc Warrant Officcre
; Promot ions 17.5% 12.12

i School Selection 11.2 10.0

oER 9.2 4.7

! Craduste School Opportunity 6.9% 0.8

; Complaints in the promotion category produced significant objections

' to the "up or out” requirement; in the Arwy schoolc category, the

opinion that aelection was a “ticket punch' rather than s verified require-
ment; OERs as inadequate vehicles for the administrative weight they
sttain; and graduate school as poorly correlated with defined Army needs,
rather as opportunity for post-Army career.

ASSICNMENT/COUNSELINC

In genersl, both the officers and warrant officers showed 8 very
small percentage that felt that progression opportunities were hurt be-
cause of specialties that hampered promotion. A very amall percentage
commented about administrative slippage in assignments. Howvever, 202
of the officers and 211 of the wvarrant officers commented about aseignment/
counseling policies, and in both groups the comments were overvhelaingly
negative, Of those who commented, 93X of the officers and 97X of the
wvarrant offfcers safd that the policies were poor.

In terms of the execut ‘on of thr assignment/counseling system, 172
of the officere and 21X of the varrant officers weras found to have a
comment. Again the trend {s that most respondents -- 99X of rthe offi-
cers and 100X of the warrant officers -- had s complaint about the
execution of the system. Very fev reaponses indicated a complaint about
) pervonnel in the Aseignment/Counseling syetem. Six per cent of the offficers
q and 31 of the varrant officers indicated negstive experience with counsel-
. ing perscnnel. Even fewer responses indicated that poor information about
their csreer had been received.

TRAINING

The most obvious cunclusion concerning training is that there

1s not enough of it. Eleven per cent of the officers and 212 of the
E warrant officers ssid that they needed more training. Some responses
concerned the trajning that they had raceived in military schools.
Eleven per cent of the officers and 6X of ths verrant officers made
comments relative to the smount of specialization apparent in the
training that they had undergone. Sixty-nine percent of the officers
1 thought that the training should be more spacialized, vhile the per-
centage for the warrant officers was even higher (912).

Of those officers and varrent officere who commented about on-the-
job training (8% of the officers and 71 of the werrant officers), most
vanted more on-the-job training (QJT). Although relatively few res-
ponses included & compariscn between Arwy school training and OJT,
those that msde such comparisons felt that OJT was of sore utility.
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A number of rosponses indicated that they had not used their
trainiag in their job. MNine per ceant of the officers sand 7X of the
varvant officers made this comxent. Although moet responsss wera not
directed toward (smsliness of Army training, 7I of the officers and
almost 7X of the varrant officers felt that training was offered to thems
elther too early or too late in their career. A common suggastion from
the wvarrant officers vas fcr & specific orisntation program at the time
ol appointment, and wore frequent military scl:-ol training. The question
of qualifying examinations was sometimss raised but opinions both pro and
con were presented with about the same frequency. PFrequancies avre not
available as this question vas not one of the tabulated items.

ALTERNATE SPECIALTY

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

CIVILIAN EDUCATION

Eighteen per cent of both officers and varrant officers comsented on
the value of civilian education. Nearly 642 of the of(fcers and 83X of
the warrant officers considared civilian education valusble. However,
while accepting the valus of the educstion these respuondents felt the
eaphasis placed on civilisn education was overstressed for promotion
purposes. Comments froe 121 of the officers and a similar percentage
from warrant officers revealeud s difference of opinion. PFor example, of
the officerc responding, 68X falt civilian education was overesphasized,
while only 381 of the wvarrant officers thought civilian education vas
overemphasized. Many of the warrsnt officers who felt civilian educs-
tion was underemphasized falt the Arwy should offer aencouragemsnt to
complete a bachelor degree. Some officers specified that the issue vas
not whether there should be more education but how to find time 1in their
long and exhsusting work schedule that could be spared for either
resident or non-resident educational purposes. Several recommended
strongly that a regulsr time be set aside, perhaps on a monthly baeis,
for offticers’ professional growth. During this time officers would have
the opportunity to discuss their sutual problems with each other, and
to leam how to deal with thes better.

SPECIPIC WARRANT OFFICER RRACTIOMS

A number of commants specific to warrant officers were coded ounly
for them. HNine per cent mentioned that they thought that thair sseign-
ment 10 inconsistent with their vank. Five per cent felt that & sscond-
ary MOS assignment degredes their primary okill. Soms (81) complseioed
that they are not always viewed a6 a "real” officer, and 7% eatd that
there is too little distinction between the warrant officer ranks.
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CONTINGENCY TABLE ANALYSIS

In order to assess relationships between some of the comments, con-
tingency tsbles were constructed to investigste vhether some remarks were
related to others. 1t was hypothesized that remerks in different specific
areas vere made by the same individuale. Por {netance, it wvas discovered
that most (88%) of the "individual-oriented” officers also responded about
the "bad-corporate"” festures of the Army. Most of the complaints abdbout
promotions were made by the "i{ndividual-oriented" (62%), with schocl sel-
ection complainte shoving a slightly lower percentage (61X). Eighty-three
per cent of the complaints about the opporcunity to attend graduate schoo!
come {rom the "{ndividual-oriented" rather than the Army oriented ree-
pondent .

The same type of analyeis was done .omparing those who thought the
Assignment/Counseling syetem policies are good with cthose vho thought
they are bad. Looking at those who thought that OPMS objectives should
be changed, contingency table analyses revealed that 98X of those who
thought OPMS objectives should be changed also thought that the Assign-
ment /Counseling policlies were poor. Such a relationship is not presen-
ted as a "surprise” finding, but -onfirmatory of the criticism of OPMS.
This same group also represented 93T of those who complained sbout the
tinliness of Arwy school selection. Those who complained about the
timliness of Arwy schooling also tended to think that the corporate
fcaturea of the Army are bad. And those who thought that Army school

wan not tiwely also said that they did not use their training in their
job.

Contingency table anslysts revesls that those vho said that the
Asaignment /Counseling policies were poor also said that the implementac-
fon of OPMS is not supportive of its goals.

CONCLUSIONS

Through the survey undertcken at the direction of the Chief of
Staff, Ar-y.ﬁg representative sample of commiesioned officers and )
warrant officers wvere given an uvpportunity, not frequently available,to
express their feelings and concerns about some key fssues in their
military career. In addition to answering standardiged questions con-
cerning education and training, respondents vere invited cto comment
freely, and anonymously, 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 cosments.
‘The majority of the comments could be clessified as critical of some

aspect of the Aruy systea of education snd training, dbut less

" than. /twenty per eent expressed oversll dissatisfaction with the Arwy.

Thus, in sddition to the content snalyses done for this report, it 1is
considered thac & random sasple of the commsnts rvceived in this survey
might be profitsbly resd/reviewed within the Army staff for their vilue
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 vhat wvas analyzed was an open-
' ended question that solicited (1) an expansion or explanation of pre-
vious answers, or (2) comments 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 59T who offered no comsents on the questionnaires they returned or
of the group (almost half) who did mot return the questionnaire they re-
ceived. Conceivably their attitude could range from perfectly happy, don't
change a thing to everything is so bad with the Army that there's no use
trying to tell them.

The questionnaire {tself generated comments from 18% of the
officers and nearly that percentage of the warrant officers. Although
26X of the officers respondents stipulated that the questionnaire wvas
useful, it should not surprise anyone that most of the other comments
vere negative. This type of question, at the end of the questiomnaire
probing a sensitive area of social experience, usually draws mostly nega-
tive responses. Therefore, one generalization which may be made from this
analysis {s that wost areas of responses -- OPMS, training, education,
etc. -- warc wmentioned on about 40X of those who responded with comments,

‘ and represented less than 20% of the questionnaires returned. .
e ! Crosree: Perxos el boro it

-——- ~» Of the seven broad categories| of career concerns, the arecas that
are mentioned most frequently are -and the Assignment/Counseling
system. Many officers and warrant officers said that more training is
desirable. Civilian education is thought to be valuable but the
officers feel that civilian education should not have quite as much
emphasis placed on it and the warrant officers feel they need more than
the asystem allows for.
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